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PREAMBLE

Origin of the Mission
Decision 2 (XXIX) entitled "ITTO Objective 2000" taken at the 29th session of the International Tropical Timber Council (ITTC) in November 2000, Yokohama, states in its item 5 that the Council decides to:

" Authorize the Executive Director to render assistance to producer countries, on request, to identify, in each country, those factors which most severely limit progress towards achieving Objective 2000 and sustainable forest management and to formulate an action plan to overcome these constraints. The Terms of Reference for these activities are contained in the Annex to this Decision ".

The Government of the Congo having requested such assistance, provisions were made to send an ITTO diagnostic mission to the Congo before the end of 2001, the final report to be presented at the 32nd session of the ITTC in May 2002.

Mission Objectives
The mission was of short duration, with the two-fold objective of providing a diagnosis to the Congolese Government and to ITTO, with the aim of identifying on the one hand the factors which most conclusively slow down the progress towards Objective 2000 and sustainable forest management, and on the other, formulating a series of actions aimed at overcoming these obstacles.

The general terms of reference of the ITTO Diagnostic Mission were the following:

· Identify the factors that represent the most determining obstacles to the realization of sustainable forest management in the country.

· Regroup these constraints in order of importance.

· Recommend a series of measures aimed at lifting these constraints, and estimate their cost where possible.

The chapter titles of this report follow the above three elements as closely as possible.

Brief description of the Mission and its Conduct:

Members of the Mission: A list of its members is provided in Annex 1.  Ms Eva Müller, Assistant Director of RFM at ITTO and Mr Henri Félix Maïtre, Head of Mission (CIRAD, France) preceded by two days the arrival in Brazzaville of the other international consultants, in order to make first contact and make the preparatory arrangement for the smooth running of activities, bringing together all participants from 15 to 26 October 2001.  The following International Consultants took part in the Mission: Mr Samuel Makon Wehiong (Cameroon Expert) and Mr Paul Vantomme (FAO Expert, Rome).  In addition, Mr Jean Gaël Collomb (WRI Expert) voluntarily joined the Mission as a resource person.  Mr Donatien N'Zala (Marien Ngouabi University) was designated by ITTO as National Consultant to provide support to the members of the Mission.  Unfortunately, Mr David Boulter (Canadian Expert) was unable to join the mission in the Congo as a result of disturbances surrounding the international context at the time.  Ms Müller left the Congo following the starting phase of activities and field visits.

Four counterparts were designated by the Forestry Department to support the mission: Ms Angélique Loukondo and Messrs Joseph Opouya, Jean-Jacques Mamona and Fidel Nkounkou (Chief Foresters in Brazzaville)

Decisions and Schedule: As planned, the Mission concentrated its efforts on the constraints to be identified, their importance and ad hoc recommendations.  However, the related cost assessment was set aside due to the limited available time and the conditions encountered during the visit.

The content of the report has been drafted in the form of a concise synthesis, the body of the report containing approximately twenty pages describing the key elements and leaving general or related information to the annexes.  The report is the result of different contributions written by members of the Mission on their return.  Based on these contributions, the Head of Mission produced a first provisional draft followed by a final draft of the report, taking into account observations made, up to February 2002..

Note: The preliminary information report on progress made by the Congo towards the Objective 2000 drawn up before the mission by the National Consultant and the local ITTO focal point, was completed and refined in December 2001, with the assistance of the Director of the CNIAF.

Conduct of the Mission: To save time, the team of consultants and counterparts divided into two groups to undertake the field visits and collect forestry sector data: one in the North, inside the CIB Pokola forest concession near Ouesso; the other in the South-West of the country, in the Pointe-Noire region.

At the start and the end of the visit, members of the mission had the opportunity to meet on two occasions H.E. the Minister of Forest Economy Mr Henri Djombo, who fully supported the objectives and the smooth running of the mission, which contributed to its relevance.  The final contribution of Mr François Ntisba, Director of the CNIAF, was also decisive.  Following the mission, the Head of Mission had the opportunity to hold discussions in Paris with Dr Heinrich Stoll, Managing Director of CIB and Mr Antoine Mountanda, Director of the National Research Department (SNR) in Pointe Noire, in order to finalize the meetings.
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Djerma Proverb from the Niger:
Beené baka si ganda foy ciine bay.  (From above, the ladel does not see the sauce at the bottom of the saucepan).

One possible interpretation is that the outside expert who has no consultation ability is not aware of everything that is being concocted inside a group.
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1.
The Forest Estate: Context and Forestry Sectors

1.1
A Contrasting Forest Context
On either side of the Equator, the Republic of the Congo has two large forest formations covering 60% or approximately 20 million hectares of the 34.2 million hectare national territory (a tenth of Central Africa's closed forests).  More than half of these forests are harvestable and have a great potential in timber species.  These two formations both contain a great variety of forest types, but can be differentiated by their own specific characteristics.

In the south of the country, two forest ranges, the mountainous Mayombe region, which extends approximately over 1.5 million hectares and the vast Chaillu forest range, constitute the first forest formation of 4 million hectares, characterized by the presence and abundance of two outstanding species, Okoumé (Aucoumea klaineana) and Limba (Terminalia superba), highly sought after for their technical advantages and their abundant supply, which is why they have been harvested for over half a century.

These two massifs are separated by large areas of savannah in the central part of the country from the vast northern forest cover of over fifteen million hectares of equatorial forest.  More than half of this formation is composed of continuous forest on solid ground dominated by high value species, meliaceae such as Sapelli (Entandrophragma cylindricum) and Sipo (Entandrophragma utile), and leguminous species such as Wengé (Milletia laurentii) and Padouk (Pterocarpus soyauxii), etc.  The inaccessible flooded forests cover, almost in one block, the huge remaining area of the Congo and Sangha basins.  The very particular structure and composition of these swamp forests depend on the regimen of these rivers. (See map in Annex 2 and table in Annex 9).

The climate of this northern region is different from that in the South.  It has a high annual rainfall of more than 1,800 mm and a reduced dry season.  Deforestation is minimal due the low density of the rural population.  In fact, although the deforestation rate is very low for the country as a whole (0.2% of the total national territory, one of the lowest in tropical Africa), it mainly takes place in the South, where the population density is much higher (60% urbanized).  There, forest degradation is caused by the succession of logging operations, agricultural cycles and intentional forest fires in a less humid climate, with a dry season lasting from one to three months.  Similarly, small or large fauna is much more threatened, whereas the stakes are all in the North, with large national parks and reserves.

The differences between North and South therefore cover a whole range of elements: climatic, floristic, environmental and sociological, to which must be added historical and political events. The two armed conflicts that occurred between 1993 and 1999 and led to the displacement of the population and material destruction, affecting all sectors: administration, production, services and infrastructure, mainly occurred in the South of the country, disorganizing its economy.  High performance timber enterprises were forced to close down, whereas timber companies in the North were less disturbed by the conflicts and were able to survive, particularly by using alternative routes of transport for their products (via Cameroon, abandoning waterways and railways, which were either inoperative or prohibited).

For all the reasons discussed above, the national forest policy has naturally concentrated its forestation and reforestation research and development efforts in southern areas.

Note: These two very contrasting pictures of the forest landscape made it possible to highlight various positive and negative aspects and to better support this diagnosis.

2.1
The Forest Sector
(a) The forest industry, first developed in the Mayombe region due to its accessibility by road and rail, then gradually progressed towards the southern-central and northern forests.  Until the 70s, timber was the country's main source of revenue, but today it takes second place as an export product (5%) after oil (95%).  Even though it creates employment and openings, it only represents 2% of the GDP.  Logging companies are mainly in the North, in thinly populated areas, far from infrastructures, and thereby create centres of activity which have an impact on forests that are sometimes uninhabited by man.

Similarly to all other regions, the rate of local processing of the Congo hardly reaches 40%, with a relatively low added value.  Outside the export of high quality logs, processed timber products are mainly primary conversion sawn wood and veneer, and secondary conversion plywood. Tertiary conversion and local crafts are still very tentative.

Timber production and exports in round wood equivalents has only just regained the volume marketed in the 70s, which was higher than the 800,000 cubic meters shown by the statistics.  Overall, the estimated available commercial potential based on a 30 to 50 year recovery felling sequence, could produce annually a harvest of around two million m3 in exports.

More recently, the European predominance in the sector is gradually giving way to Asian operators in search of new supplies due to the exhaustion of their own resources in South-East Asia, and the opening of the Chinese market, a big timber consumer.  The logging practices of these new operators are more intensive (and even destructive), logging a large range of species of all diameters, mainly in southern forests, most of which have been subjected to several felling operations.

(b) The Congolese Forest Legislation first replaced the original legislation, which had become obsolete, by adopting the Forestry Code under Law No 004/74 of January 1973, partly amended by Law No 32/82 of July 1982.  A the time, the Forestry Code was considered to be very "up-to-the-minute", as it (already) stipulated sustainable forest management, in particular through the establishment of Forest Management Units (FMU) and the determination of maximum Annual Allowable Cuts. (AAC), in order to ensure the sustainability of forest activities by including the notions of felling sequences and resource regeneration in order to avoid over-logging of high-value species and encourage the local processing of timber.

Since the timber potential of the main marketable species is estimated at around 130 million m3, the division of the National Forest Estate into FMUs (see Annexe 4) was implemented in 1980 with the support of the FAO in the form of various inventory and development projects aimed at drafting and implementing forest management plans which, unfortunately, never materialized due to the turbulent political situation in the country at the time.  In order to involve national operators, FMUs in the South were subdivided into Forest Logging Units (FLU) and allocated to small and medium enterprises.

From 1990 onwards, the Congo initiated the development of its Tropical Forest Action Plan (PAFT), taking into account new economic and environmental data and its wish to privatise and release the productive sector.  The plan, which was completed in 1997, included the following recommendations: to reformulate the Forestry Code in line with sustainable development, the maintenance of biological diversity, the permanent and non-permanent estate and forest management by integrating social and ecological data, and to reconsider the granting of FMUs, logging contracts and taxation mechanisms.

This Action Plan served as a reference for the recent drafting of the new Forestry Code introduced under Law No 16/2000 of 20 November 2000 and the Decree outlining measures for its application has almost been completed.  This is therefore a turning point for the challenge of represented by the pragmatic, and if possible, sustainable management of forest resources.

The new Law and policies resulting from it are in line with ITTO Objective 2000, founded on the sustainable management of forests for a sustained production of timber and non-timber products and a greater contribution of the forest sector to socio-economic development.  This law describes the role and duties of the Government (including the institutional reform of the Ministry in charge of its application), of communities and private enterprises.  A Fauna and Protected Areas Code and Land use Code are currently being drawn up (Law 52/83 on the Land use and National Estate Code is now obsolete, null and void and has never had a Decree of application).

Note: Full details of the Forestry Code, legislation, the status of Forest Management Units and taxation are provided in the Congo Forest Management 

(c) The institutional framework is undergoing extensive change.  The Department of Forestry has become the Ministry of Forest Economy, Fishing and Fish Resources (MEF).  This change of name is more than symbolic, as it clearly underlines the importance devolved to the Forest Sector to generate resources for the country from the equitable and sustainable utilization of the forest (and fish) potential.  The Forestry Law provides for the setting up of a Forestry Fund into which will be paid a proportion of the taxes levied in the sector, to be placed at the disposal of the MEF in order to facilitate its operation and consolidate its investments.

The reform is still under way, with the recent or imminent setting up of bodies and centres such as:

· The General Forest Economy Inspectorate: internal audit, inspection and control unit assisting the MEF;

· The National Timber Trade Information and Statistics Centre;

· The National Inventory and Forest Management Centre (CNIAF): an independent body responsible for all aspects related to forest management plans, supporting the Government and the private sector.

During the talks with the Minister, he confirmed the importance of the CNIAF and outlined his personnel management programme aimed at enhancing field staff and skill, in particular technicians who are currently lacking (the hierarchic pyramid currently being reversed).  Team management and training should as far as possible involve the private sector and make the MEF into a paramilitary structure.  Other prospects of forest sector development are the following:

· Organization and diversification of the timber industry;

· Concession management, including the regrouping of southern small concessions (Forest Logging Units);

· Concession management exclusively under management plans approved by the MEF;

· Increased participation of concessionaires in the improvement of living conditions of staff and neighbouring communities;

· Organization of timber recovery from felling sites by small enterprises;

· Improvement of logging and increase in number of harvested species;

· Achievement of a production of two million exported logs by 2004;

· Simplification of the forestry taxation system;

· Drafting of Land use Code with other administrations.

(d) Forest plantations were established in the 50s in order to rebuild the country's forest resource in the South.  These reforestation activities mainly concentrated on Limba, because of its commercial value, and 6,000 hectares of Limba plantations were established in the Mayombe region.  With the addition of plantations of other species such as Okoumé, the country currently has around 10,000 hectares of timber plantations, the establishment and management of which are the responsibility of the National Reforestation Department.

Furthermore, the Congolese Afforestation Unit (UAIC), currently ECO Sa. (Limited Company) has the objective of developing low-fertility savannah soils by introducing Eucalyptus in the form of high-performance clone and hybrid plantations, for the production of paper pulp.  These plantations cover an area of 45 000 hectares, confined to the sandy savannahs of Pointe Noire and provide an opportunity to benefit from an unused timber potential and to cater for the diverse demand in timber products.  However, because there is no local pulp production unit, timber productions from these plantations are subject to market fluctuations and this can cause marketing problems.

(e) The conservation of flora and fauna dates back to 1935, when the Odzala National Park was created.  With the establishment, in 1993, of the Noubalé-Ndoki Park and a dozen fauna and hunting reserves, protected areas now cover approximately 11% of the national territory.  Due to insufficient means and a deeply rooted poaching tradition, the situation is very uncertain.  Nevertheless, the Congo has implemented its conservation policy with the support of many international organizations and donors, such as the FAO, IUCN, UNDP, WRI, the European Union, etc., leading to the creation of the Dimonika Biosphere Reserve (now in total decline) and the Conkouati-Douli National Park (relatively threatened).

In fact, despite the keen interest of the international community in fauna and biological diversity, the chronic lack of continuity in funding is jeopardizing the viability, and therefore, the sustainability of these projects.  At present, although the Forestry Code deals with the flora conservation aspects of forest ecosystems, this is not the case of fauna, which should soon the subject of specific legislation.

Non-timber forest products undoubtedly represent a growing alternative to reduce, in particular, the pressures exerted on forests by hunting.  While the forest has for a long time proved itself to be a reservoir of food or technical products (numerous examples are known and listed, such as the development of Gnetum africanum), their utilization is still restricted to the traditional domain.

(f) Research and Forest Projects: The Congo has without doubt benefited from its long experience in forestry research.  Not only did it build up knowledge on the flora of numerous ecosystems (including savannahs) exemplified by the wealth of the National Herbarium, which contains 4,500 botanical species, but it also studied the dynamics of natural forest stands, for example at the Limba Pilot Afforestation Centre.  Furthermore, the sylvicultural rules for plantations of local or introduced species were established on the basis of important research in the field of genetic improvement and plant reproduction.

De facto, the main contribution of cooperating research centres such as the IRD (ex ORSTOM) and CIRAD-Forêt (ex CTFT) was not the production of knowledge or the development of technology, but the fact that it formed the melting pot for the training of botany and silviculture experts, economists and forest managers, who are the indispensable pillars of the Administration and the SNR or ECO Sa.

It was this support that led to the implementation in 1971 of the national UNPD-FAO inventory and planning projects of the current 800,000 hectare Sibiti-Zanaga Forest Management Units 8, 10 and 11, followed in 1973 by more than three million hectares in North Congo, eventually covering a large number of existing FMUs.  These inventories, with a low sampling rate, served their intended purpose, which was to assess the overall potential and possible mobilization of the resource.  At the present stage, the scale of sampling methods should be altered and they should concentrate on inventories aimed at forest management, the controlled harvesting of resources, and even their post-harvesting development.  The recent study financed by the AFD on the management feasibility of three CIB FMUs covering 1 million hectares is an example to remember.

ITTO has financed ten or so projects, including:

· The development of a forest management policy framework in the Congo (PPD 4/96).  The aim of this pre-project is to define a forest management strategy and action plan for the entire country.  The document that should result from it is about to be completed, presenting the new Forestry Code and its consequences, the current status of the different Forest Management Units, the progress in their management and priority actions to be taken according to a plan of operations.

· The integrated pilot management of N'Gouba 2 North (PD 2/93) involving 40 000 hectares and completed in 1999, with the submission of a forest management plan involving local communities.

· The development of a sustainable management plan for the Souanké-Sembe-Kellé area (PD 12/96.  This project involves a number of FMUs in the north of the country, still intact and not conceded for logging, which will be the subject of forest stratification by satellite imagery over the whole two million hectare area.  On the basis of this stratification, a 200 000 hectare block will then be retained for the field inventory and ad hoc management plan.  This project is essential to the practical application of the new forest policy, the final challenge being the methods of selection and selection of the operator who will benefit from it.

· The management and preservation of biodiversity in a forest concession adjacent to a strictly protected area: the Nouabalé-Ndoki National Park (PD 4/00).  This project has the merit of bringing together the major partners, the State, an NGO and an industrial company, respectively the MEF, the WCS and CIB.  It constitutes an interesting first initiative for the recognition of common objectives, in the area of forest management and conservation.

Note: The two previous sections were intended to provide a general picture of the situation by giving a brief outline of the main aspects of the forest context in the Congo.

More details are provided in the different annexes to this report and in the documents mentioned above or in the bibliography, in particular the report on the progress made by the Congo towards achieving ITTO Objective 2000, finalised in the Congo, on completion of this mission.

2.
Analysis Components

2.1
Strengths and weaknesses
(a) Contrary to what is sometimes implied, there exists a certain amount of scientific knowledge on the Congolese Forest, whether in the field of silviculture or the dynamics of natural or man-made forest stands.  This knowledge, added to the knowledge of other countries in the region, should enable the undertaking of a sustainable management of forest stands, respectful of their conservation and taking care to harvest of a well identified number of stems per hectare without endangering the resilience, the structure of the functions of ecosystems and without significantly affecting their biological diversity.

Despite its isolation, the northern forest formation has the exceptional advantage of having a considerable timber potential in forests that are intact, yet almost unaffected by logging activities and even less by deforestation. Furthermore, it is enhanced by the infrastructures of neighbouring countries.

The situation is radically different in the southern formation, where most forest stands are over-logged and even degraded.

(b) For the Administration, the previously mentioned forestry tradition constitutes a definite advantage, which can be clearly seen in the fact that the control of logging operations has, and still is, always implemented on the ground, right down to the very foot of trees and marked stumps inside the logged sites.

However, due to a lack of resources, its capacity is limited and subject to possibilities of management and support from the private forest sector.  There is no doubt that, despite their remoteness, it is easier to control high-performance forest enterprises in the North than the small companies in Central and Southern Congo, which lack the proper infrastructure.

Setting up the National Inventory and Forest Management Centre (CNIAF) was without a doubt an excellent initiative.  It will certainly be faced with the problem of resources allocated to it, and will need to train new field personnel in order to cover the full range of its activities.  Furthermore, the new technical, legislative, taxation and commercial arrangements linked to the reform of the MEF, might well lose it its traditional technical functions and reduce (at least provisionally) its role to one of monitoring and control.

The CNIA should be able to rapidly cope with this transition situation, without excluding the need to request the assistance of consultants, research departments or NGOs for technical support, be it for inventories, mediation, etc., or other actions aimed at developing the industries or the factory input-output connection.  While calling in outside assistance can be considered a major inconvenience, even a loss of sovereignty, it can also be considered a guarantee of efficiency and impartiality, as an external testimony of bad practices on the part of private or public operators has credibility and absolves the authorities from any bad intentions.

The political will of the Congolese Government is unquestionable.  Its legislative and institutional body is in full development, as shown by the adoption of the new Forestry Code and the provisions for its application currently being drafted (and which the mission was invited to examine and comment upon).  On a more concrete level, the Congo will host, at the end of 2002, a regional ministerial conference on the strengthening of forest legislation and governance, particularly in relation to the fight against illegal logging.

Such a political commitment at a high level is an essential prerequisite to stability and sustainability.  The main difficulty is to share it internally, considering the well-known obstacles of passive resistance linked to bad habits and prevarication.  It will involve a daily battle, which is the responsibility of national institutions and for which any recommendation would be in vain and amount to interference.

(c) With the new Forestry Law, the Congo now possesses an essential tool for the application of its forest policy.  On initial reading of its complex provisions, this law mainly appears to focus on control and regulations of a technical nature, at times with a fastidiousness that seems to be addressed more to legal experts, whilst, in the present liberal context, faced with communities and enterprises that are increasingly reticent and critical toward administrative institutions, there is a need for clarity of information, persuasion and mediation in order to take into account the interests of local communities and industries.  The Administration should therefore forge new relations with its partners in order to better explain the full details of the new legal provisions.

Compared to the aspect that some would consider coercive, the incentive aspect has not been developed, either in the legal texts themselves or in the additional provisions relating to taxation.  This could prove to be a weakness, as it has to be admitted that sustainable and viable forest management requires time to crystallize, whereas the armed conflicts which took place have led to economic and social instability, pushing the different forest operators to focus on their short term activities.  Reassurance and incentives for good practice are therefore important, in order to encourage these operators to observe the law rather than circumvent it.  Achieving this will involve the introduction of powerful incentives such as performance bonuses and access to attractive credit facilities, even if these measures are still at the good intentions stage.

In view of the fact that forests are the first victims of rural and social development problems, it is essential that rural communities should be integrated into forest policies, bearing in mind the agricultural, forest production and conservation, urban and industrial land use.  In fact, the present Forestry Code and the imminent Fauna Code and Land use Code should, in principle, follow a land use plan and not precede it.  Whatever the circumstances, as advocated by the TFAP, in order to succeed in the long term in a favourable context due to a relatively small agricultural impact, a land use plan is a priority as a tool for development planning, guaranteeing the duration and the nature of field actions and projects, in particular those concerned with forest management.

(d) As far as forest plantations are concerned, the new Forestry Law is intended to facilitate the task of private individuals wishing to establish private plantations by granting them the right of possession of the resulting products.  The main challenge of these plantations will be to supply towns in firewood and utility wood.  This outlet for timber products will be remote from large consumer centres (mainly Brazzaville) and the choice of the location of plantations to be established will depend on the distribution and marketing opportunities of the products.

The National Research Department (SNR) will certainly benefit, as it will no longer have to manage the field activities, which are very costly in terms of labour.  It will, however, need to support private initiatives by providing advice (location, choice of species, etc.) as well as high-performance seedlings from its nurseries.  The SNR should, as a matter of priority, carry out an assessment of all plantations of Okoumé, Limba and other species, particularly in the Mayombe and Loudima regions.  Without recent estimates, their management will be unfeasible.  In future, the role of timber plantations in carbon sequestration will need to be very much taken into account.  The SNR is considering going in for small, easy to conduct and manage, reforestation operations inside forest concessions with the participation of forest operators (to be defined/negotiated).  The aim is to avoid large plantation programmes that swallow up too many human and financial resources, the control and success of which is often hypothetical.  As to plantations of rapid growth species by ECO Sa. in Pointe Noire, they represent such a management challenge that it would be desirable to entrust their in-depth assessment to a team of specialists well practised in the matter.  Whatever the sustainability, profitability and alternative product outlets, eucalyptus plantations play a fundamental and effective development role around the town of Pointe Noire, whether it be from an economic (inflow of currency), social (several thousand direct of indirect jobs) or ecological viewpoint.  Nevertheless, the intentional forest fires, which occur in these plantations reflect local discontent and represent a "sword of Damocles", compromising the future and sustainability.

(e) As was previously pointed out, private forest industries are confronted with very contrasting situations in the field.

Forest operators in the southern sector have the use of the Forest Logging Units that originated from the subdivision of previous FMUs, the Government having made these provisions in order to provide its nationals with the opportunity of managing (at least a part of) national resources.

Thus, to outline the situation, medium sized Forest Logging Units of approximately 50,000 hectares were allocated to Congolese companies for short periods of around ten years, representing a total of one million hectares.  Furthermore, these Forest Logging Units, which were of varying sizes and covered an area of more than a hundred thousand hectares, were reallocated for a longer period among large companies that were already established on the spot and equipped with large processing factories, which often closed down due to the armed conflicts.

By entrusting small and medium FLUs to nationals who sometimes put themselves forward as forest operators, the Government showed commendable intentions (amounting to comforting people in their dignity, an essential stage in the fight against poverty).  However, without meaning to rewrite the facts, the negative effects did not take long to manifest themselves: either because the actors did not have the required skills or resources, or because they did not have a sufficient timber potential or the necessary finance, or because they had suffered the full blast of the war, these operators had to resort to sub-contractors to conduct their activities.  Under the hold of brokers and with insufficient or inexistent banking facilities, many companies chose to sub-contract the transport, marketing and even the logging of timber produced by their FLUs.

Sub-contracting, under the cover of externalising certain activities, logging in particular, constitutes one of the main pitfalls for a healthy management, due to the fact that, in addition to a lack of transparency, abuse and possible ways of circumventing legislation, it led to and encouraged a dispersion or dilution of responsibilities that was totally incompatible with sustainable forest management.

The objective of the MEF is therefore to regain on a case by case basis the various FLUs abandoned or under intensive or deregulated logging, transform them into viable units and entrust them to technically and financially entitled individual operators or associations of forest operators.  The decision to impose a new tax on the size of concessions constitutes an indirect means of recuperating unproductive, neglected and little developed forests, a measure that has been tried and tested elsewhere (for example in Bolivia) and advocated by a number of sources of finance.  However, one must replace a tax by another (revised upwards or downwards) in order not to discourage the small and medium enterprises that are acting correctly or thwart large companies wishing to implement good forest management over the duration.  This implies the introduction of flexible administrative rules and incentives.

Thus, decisions that are acceptable and consistent in principle can go against the intended objectives in their application, for example:

· The granting of relatively modest short-term logging permits (FLU), reducing the chances of achieving a viable (and even less, a sustainable) management;

· Their granting to operators who do not have the required capacity and need to sub-contract their activities;

· A variable and non-progressive taxation system, which discourages good practices and can lead to illegal logging, supplying and marketing.

All the above constitute serious obstacles to be overcome by the MEF and the CNIAF and which need to be vigorously addressed, starting not only with the laborious recovery of abandoned FLUs, but also with and individual and then general assessment of potential, in order to restructure and reinvigorate the southern forest sector.  This long-term work is one of the main components of the Land use Plan to be developed in the context of development planning.

The circumstances of forest operating companies in the northern sector are completely different: the FMUs demarcated inside vast undisturbed forests on the basis of strategic inventories have been maintained and in part allocated to large industrial companies with an annual production capacity of more than 100,000 m3 of round wood equivalents and the ability to process at least half their capacity on the spot.  Because concessions can concurrently hold several FMUs, the size of concessions may reach or exceed a million hectares for durations of around fifteen years.  Most FMUs have been attributed since 1998, with the exception of those situated in the West, which are part of ITTO project PD 12/96, covering more than two million hectares in the Souanké-Sembé-Kellé region.

Apart from the two national parks of Odzala (1,345,600 hectares) and Nouabalé-Ndoki (386,600 ha), there are no FMUs in the extreme North-West of the country (Souanké region) nor are there any in the vast floodplain forests of the eastern basin.

(f) In the northern forest sector, the timber company CIB (Société industrielle du bois) is the figurehead forest operator, due to its professionalism and experience in the field, where it has worked for more that a quarter of a century.  CIB is the product of several timber companies established long before and is the largest industrial forest operator in the northern region and in the whole of the Congo.  It holds three adjacent FMUs: Pokola, Kabo and Loundougou, which together cover an area of 1.15 million hectares surrounding the south and east boundaries of the Nouabalé-Ndoki National Park.

The main base of Pokola, with a population of 10,000, is situated at 45 km downstream from the town (prefecture) of Ouesso on the river Sangha and is where CIB has established its management, its main processing factory, etc., and the most important infrastructures: hospital, pharmacy, schools, buildings, (including government buildings such as customs, police and the MEF), which, without going into detail, are exemplary from a social point of view.  The other bases, from which logging operations are managed, are situated in Kabo (two sawmills), Ndoki and Mokobo, with more than 4,000 inhabitants.

The 2000 statistics yield the following figures: 1,350 employees, a production of 280,000 m3 in round wood, 170,500 m3 of which is processed (61%) and 51,000 m3 (46,500 m3 of which is for export).

CIB is worth consideration, as it not only represents an important advantage for the development of the North of the country, but also because its good practices and admissibility are internationally recognized.  It has received the support of the Agence française pour le développement (AFD), of ITTO: project PD 4/00 in partnership with the MEF and the Wildlife Conservation Society (WCS) and other NGOs have hardly scratched the surface, including Friends of the Earth, which recognizes that " the activities of CIB are considered to be the most economically sustainable and the best managed in Central Africa", according to a report entitled " The forest taken hostage " (March 2001).  An agreement was concluded between the MEF, CIB and the WCS for the control and sustainable management of fauna in the three FMUs adjacent to the National Park.  Finally, CIB's professional approach enabled it, in January 2001, to obtain the certification of its products by the Dutch Keurhout system of quality evaluation of logging operations.

For an overview of logging activities, see details in Annex 5.

Since November 2000, following a forest management feasibility study, a forest management unit was formed to develop a forest management plan with the support of outside research departments.  The forest inventory teams are operational for flora and fauna, as well as non-timber forest products.  Data are stored and processed by Geographic Information Systems, etc.  Consultants and certification inspectors guarantee the quality of the products and regularly make field visits to note progress and propose improvements.

The initiative has therefore been taken, but still remains a long way to go, a duration of approximately three years, before facing the major challenge of adapting harvesting rates to forest production, which implies a proper assessment of the resource and its progression (regeneration and growth).  Once these data have been acquired, the foundations of sustainable forest management will be laid with the planning of harvesting operations, their intensity (direction and demarcation), their impact, appropriate felling sequences, etc.  A good forest management plan will make it possible to adapt industrial capacity to forest capacity rather than the opposite and thereby avoid the blind refusal to come to terms with the problem, occurring so often in the world of tropical forestry.  This can only be realized in concessions of a sufficient – and therefore large – size over a satisfactory period of time that will enable a return on investment.

A number of different studies carried out in Central Africa have established the cost of forest management plans, which ranges from 3 to 7 euros per ha, varying according to the nature of the concession and bearing in mind the fact that, despite a heavy investment in equipment, logistics and expertise, forest inventories and data collection (economic, ecological, social) can represent up to half the total cost.  The implementation of a forest management plan requires a number of measures, such as the precise identification of trees to be felled or preserved (marking of standing trees), reduced impact logging methods, the opening of well planned roads and skidding roads designed to limit the damage, regeneration monitoring plots, silvicultural operations (as required) to help regeneration, and personnel training (management, engine drivers, survey and felling teams, etc.).  A number of these measures have already been initiated by CIB and it is possible to assume that related costs will be compensated by the professional skills acquired and a general increase in yields.  However, these measures will not resolve all existing problems, for example, is it possible to consider the sustainable management of large expanses of forest where the tree population is (and will be) overcome by the predominance of Marantaceae in the undergrowth, suffocating any possible regeneration?  These open forests, the origin of which is not perfectly understood, will have a very uncertain future after several fellings, through their inability to regenerate (including with lower value species).

The second question to ask oneself is who should be responsible for drawing up the forest management plan?  In other words, should the management plan precede the granting of concessions – and therefore be drawn up by the State – or be drawn up afterwards by the beneficiary?  In principle, the ideal forest management is developed within the framework of an acquired piece of land (land use plan and land use code) and should take into account the country's development options.  In this view, forest management plans fall within the jurisdiction of the forest authorities, which are responsible for their design and drafting and are the potential beneficiaries and undertake to respect its application.

Note: The drawing up of forest management plans is currently entrusted to private operators, given the State's lack of financial resources.

In the context of ITTO Project PD 12/96 on the undisturbed and non attributed Forest Management Units in the North, the MEF decided to proceed in accordance with forestry policies and practices, by preparing in advance an overall assessment of the situation and drawing up a preliminary forest management plan aimed at ensuring sustainability.  Particular attention should be given to this plan, as a lot is at stake, particularly for the CNIAF, the credibility of actions, know-how and technical directions.  Finally, the cornerstone of the edifice will be the care that is taken to select its beneficiaries (professional skills, code of practice and financial capacity) and the method of granting logging permits (transparency, auction, respect of commitments).

Furthermore, the collaboration of the WCS, manager of the Nouabalé-Ndoki National Park, the MEF and CIB for the conservation of fauna and biological diversity took concrete form in a 1999 three-party partnership agreement to reduce the impact of commercial hunting inside the FMUs that surround the National Park and thereby guarantee its long-term protection and sustainability.  ITTO Project PD 4/00 is supporting this initiative, which has the advantage of enlisting the collaboration of both an NGO and a private enterprise.  The voluntary and negotiated handing over by CIB of certain strongholds of endemicity and biodiversity, positioning of roads, the promotion of public awareness, proposed alternatives to game as a source of food, inventories and the promotion of non-timber forest products constitute the current activities of the project.  Possible risks relate to the difficulties encountered in the management of hunting, given that hunting is one of the most deeply rooted traditional activities in people's minds and that the strong predilection for bush meat and the income it brings make it a very attractive proposition.  In this light, is it possible to entrust its management to the traditional holders of hunting rights, without the permanent surveillance of the ecological security guards of the project?  The response of the project is negative until its management is taken over by the State.

CIB and its partnership actions constitute an asset for the country, as its clear-sighted management and professionalism place in a good position to undertake forest management, not only for the production of timber, but also of non-timber products and the protection of the environment.  CIB represents the decisive link between the logging and quality development of the resource and its sustainable management, which creates the required conditions for sustainable development.

2.2
Conditions and Factors of Success
(a) The human factor: The initial and essential phase of long-term appropriate and viable forest management cannot be reached until the constraints inherent to any initiative that wishes to remain competitive have been overcome.  In order to achieve this, according to the directors of CIB, human relations of trust must be established and given priority towards staff, clients, local communities, the administration and trade unions (both sides of industry and industrialists).

If CIB is successful, its success will be due to the lengthy and sometimes hard negotiations entered into right from the start, with personnel trade unions, local authorities, etc., negotiations which were certainly difficult, but which led to agreements, the latest being the above mentioned partnership between WCS, MEF and CIB.  This results in the maintenance of a loyal personnel, qualified through training and reassured by the offered security and comfort and, eventually, in good performance.

Such a policy requires an essential perseverance and hindsight, since there is no room for improvisation in the long-term efforts required by work in the often hostile environment of natural forests.  However, because it rests with a limited number of committed managers dedicated to the smooth running of the business, this spirit of sound management can prove internally fragile.

This personal involvement is also characteristic of the WCS conservation project (the Odzala project and certainly others), where the management teak throws itself, with steadfastness (and passion) into the responsible running of activities that are fraught with difficulties, including ecological surveillance, the promotion of awareness among local communities and the often undeserved criticisms of certain NGOs.

(b) The Context: The conditions of the region where CIB, WCS and recent timber companies operate are favourable conditions to the development of their activities.

Firstly, one must mention the extreme wealth of the forest (high-value species and great fauna and flora biodiversity) and its magnitude, mostly undisturbed by logging activities; secondly, the low density of the population, which does not constitute a handicap.  Demographic pressure on forests is therefore very low, as are the interests community and traditional interests.  In uninhabited areas, development and conservation actions can be carried out in the absence of constraints.  Furthermore, as local demands are moderate (the results of industrial and conservation activities even being considered as opportunities), dialogue and negotiations are facilitated, to the benefit of everyone.  Thirdly, willing entrepreneurs have taken advantage of the remoteness of the region from nerve centres and instability, such as armed conflicts and compensated difficult access and product supply and distribution through the alternative openings offered by its border position.  This commitment is backed by a good knowledge of the region acquired over time.

Finally, the Government, faced with serious problems, decided (or was forced) to temporarily take a back seat and confine its role to its sovereign rights and duties over the region.

Note: The context is in all aspects very different from that of Central and Southern Congo.

The CIB and its partners have adapted well to very particular conditions and have therefore played and still play a regional development role which, despite being onerous, is also constructive, as it does not affect national and regional prerogatives.

Nevertheless, this generally favourable context is likely to be upset and put into question, not by the establishment of new industries, but by the influx of new arrivals, to whom the benefits provided by these companies constitute a wealth magnet.  The population increase could well implode this attractive context and estimates of its impact reveal that population thresholds should not exceed 3,000 inhabitants around processing units (except Pokola), to ensure appropriate management, social balance and the protection of the environment, protected areas and national parks.  This possible eventuality could slow-down harmonious development.  However, there is no doubt that the notion of sustainability goes and in hand with the reduction of poverty, which, once again, highlights the need for the introduction of a Land use Plan.

(c) Demonstration aspects: The methods and overall approach adopted by CIB have the advantage of serving as references.  Based on this model, plus the introduction of incentive measures by the forest administration, other companies starting in the region will only need to acquire these methods in order to guarantee the sustainability of the important timber resources and rich biological diversity of this vast region.  The Forest Administration will need to deploy enormous strategic efforts in this part of the country to bring economic operators to adhere to the principles of sustainable forest management.

Similarly, the above mentioned ITTO FMU Project in the North should serve as a demonstration area for training MEF and CNIAF staff and providing an example of the course of action to adopt in the preparation of a forest management plan and the granting of corresponding logging permits.  The final stage would be to develop national technical standards, recommendations and stipulations, adapted to the very contrasting conditions in the country and using a local approach rather than a centralized one.  These standards will need to include a set of Principles, Criteria and Indicators of sustainable forest management tested and selected according to the Congo's specific conditions.

These demonstration initiatives will be welcomed by the industry, as long as forest operator trade unions (UNICONGO and UNIBOIS) acquire solidarity and a real understanding from their members.  An effective information exchange forum would enable the adoption of codes of good conduct already advocated and adopted by forest industry associations in the Congo Basin.  A reinforcement of these trade unions would be a positive step for all interested parties, as the Forestry Department would be dealing with representative and coherent partners, which would facilitate negotiations, transparency and, finally, a good forest legislation.

Note: The numerous national NGOs focus mainly on fauna and the protection of the environment (private reforestation, different types of animal farming, support for fishing and the opening up of waterways, socio-economic studies, etc.) and benefit from a coordinating body.  Despite their adherence to the principles and resolutions of the Conference on the moist closed forest ecosystems of Central Africa (CEFDHAC), they give a free rein to international NGOs wishing to intervene in the problems of natural forest management.

(d) Economic and Financial Factors: The sound financial status of large forest operating companies is a good guarantee of success and sustainability.  It constitutes a good protection against the uncertainties of the timber export market and ensures the continuity of investments such as the adequate renewal of equipment.  The financial vulnerability of the small southern timber industries was one of their main downfalls (along with the frailty of the banking system).

However, the following problems could occur: assuming that the WCS team had to put a stop to its action due to a lack of outside finance, the CIB would be unable to take over, even if it had the wish and capacity to do so, because the project would (subjectively) lose its credibility and renown, as it would now be in the hands of a private company, suspected of salvaging it in order to turn it to its own advantage.  The forest administration would then be confronted with an economic pitfall: as fauna conservation is not considered to satisfy the direct needs of the population, it would be difficult to justify allocating it a substantial part of State revenue.  Therefore, the management of national parks and protected areas by NGOs benefiting from the financial support of foreign donors seems unavoidable, but gives no indication as to sustainability.

It should be noted that NGOs that work mainly in the South of the country are in serious competition with each other to obtain the means of action.  Certain projects, supported exclusively by generous foreign donors (e.g. for the protection of primates) work in good faith, but without taking into consideration the surrounding context, whether the project can be reproduced elsewhere or its future projections.

Furthermore, eco-tourism, which has good economic prospects, is unlikely to develop in the present situation, until there is a significant improvement in the country's hospitality and transport infrastructure.

It should be noted that the timid attitude toward forest management on the part of sources of finance (other than ITTO and AFD), does not encourage forest development.  These organizations, which are too distrustful but desirous of reducing poverty, should consider the fact that sustainable development is synonymous with the fight against future poverty.  They should therefore be promoting access to credit incentives in support of sustainable management and conservation of natural forest formations.

Given the fact that forest activities are problematic and economically risky, operators tend to favour high internal profits and think therefore in the short term.  Without financial incentives and administrative facilities, what would they gain by promoting long-term development and supporting the notion of sustainable management?  The game that consists in regularly changing the nature and amount of taxation can lead to fears about long-term commitments and contradictory effects at the expense of sustainability.

Similarly, what would local communities have to gain from respecting the (their) forest?  They need to obtain economic and social benefits, but this in the long term, in the context of a land allocation plan and land use code reassuring them about their rights and duties.

As all actions depend on market forces, it is difficult to predict the impact that they will have on the sustainable management of Congolese forests.  Price fluctuations are certainly not favourable to the smooth running of activities, but, in the country's current context, industries have established their own supplies, permanent clients and/or partners.

(c) Technical aspects: The main constraints and difficulties posed to the realization of forest management plans and actions concern the lack of necessary and sufficient data on the growth and production of forest stands, and their long-term yield.  Available mapping and topographical information and data on flora, fauna, the economic and social environment, etc. are often incomplete or non-existent (including documentary archives and general data bases).  These constraints are linked to two factors: time and diversity.

The time factor is essential to determine the developmental mechanisms of the forest, the impact of logging operations, the validity and sustainability of silvicultural operations (damage reducing techniques, regeneration and reconstitution encouragement techniques) or the choice of felling sequences and harvestable diameters.

This factor is a nuisance to managers and decision-makers, who wish to have single, reliable and immediate solutions.

The diversity factor (or complexity factor) is inherent to natural forest ecosystems, which vary greatly in nature, structure and productive functions.  Therefore, knowledge, results and technical rules acquired in one forest cannot easily be applied to others.  The complexity of appropriately identifying different forest ecosystems and their potential through well directed, effective and inexpensive inventories requires undoubted skills in order to avoid classic pitfalls such as a mixed harvests and imprecise production and felling sequence estimates, etc.

In any case, the rich forest diversity of the Congo in species such as Meliaceae (Sipo, Sapelli, Bossé), Burseraceae and Sterculiaceae (Okoumé, Limba) is the result of a long evolution and, even a long time after logging, it can never regain its original state.  The previously mentioned case of forests with a predominance of Marantaceae is a good example of this.

Taking the above factors into consideration and what has previously been described, three technical aspects need to be respected:

· Logging intensity should correspond to the estimate of the forest production potential, and processing and export capacity should be adapted to logging potential..

· Planning of harvesting methods and development of the potential, minimizing the negative impacts and maximizing efficiency in all domains: ecology, yields, damage, utilization efficiency.

· Ensure natural regeneration and the reconstitution of forest stands by establishing plot of a sufficient size and sufficiently long felling sequences, and through silvicultural precautionary measures, such as maintaining a minimum number of standing high-value trees, etc.

N.B. The detailed description of the technical aspects of management plans and their utilization is outside the remit of this diagnosis, but is provided in the documents quoted in the bibliography.

Criteria and Indicators: Due to the absence of sufficiently precise statistical data to judge progress made towards sustainable forest management, the assessment needs to be based on the principles, criteria and indicators first developed on the initiative of ITTO.

Despite the problems of methodology and standardization of approaches that arose, these Criteria and Indicators (C&I) have greatly stimulated the field through the exchange of skills, the circulation of results and dissemination of the concept of sustainable forest management, and above all, the highlighting of deficiencies and shortfalls.  They constitute an instrument of analysis which should be used at local level in the Congo in order to refine existing knowledge, identify deficiencies and eventually develop national standards to provide a framework for certification (and thus avoid the mistakes caused by outside initiatives).

This timber certification, which is intended to promote sustainable forest management and conservation as well as access to consumer market, will only be effective if it is developed, implemented and monitored by local actors, in close integration with other sustainable forest management instruments.

3.
Determining Factors and Constraints of Sustainable Forest Management

3.1 
Introductory Note: The choice and classification by order of importance of the main constraints facing sustainable forest management are the result of previous observations and analyses of the Congolese forest estate.  Such an exercise cannot be free of subjectivity, particularly concerning the order of importance of obstacles to sustainable management, and therefore progress towards the ITTO Objective 2000, defined as follows by the Mission:

" Sustainable forest management can be defined as the management of permanent forests based on clearly defined objectives concerning the sustained production of desired goods and services, without undermining their inherent value or impairing their future productivity and without causing undesirable effects on the physical and social environment".

During the course of the visits, it was noted that in at least one case that is not necessarily isolated, the conditions required to achieve sustainable forest management were all present, which facilitated the highlighting of decisive factors.  These fall into two main categories: on the one hand, the socio-economic factors, mainly dependant on the national context and human interference, which can have negative effects on long-term management and sustainability, and, on the other hand, technical factors appertaining more to specific aspects of forest management, which can only become sustainable if the constraints linked to the above mentioned economic and human factors are overcome in time.

N.B. The main constraints presented below by descending order of importance are the subject of recommendations in the next chapter.

3.2
Socio-economic factors and constraints: Whatever the country and given the interdependence of forests with the overall national context, it is impossible to achieve sustainable management or implement sustained actions while the constraints surrounding forest management are not lifted and remain unresolved.  This uncertainty is principally linked to instability and a certain degree of poverty, which induce prevarication, a major obstacle to harmonious development.

* Instability as a major constraint: The Congo, as is well known, has just emerged from a devastating civil was and is faced with structural and economic problems that are likely to seriously impair its efforts towards the sustainable management of its forest resources.  These difficulties are reflected in concrete terms by a lack of practicable roads, railway links, logistics and support services, banking system, port infrastructures, etc., which are not within the direct authority of either the forest administration or the private sector, but that of the Government and international cooperation.  Apart from expressing a wish that the situation will improve, this diagnosis will abstain from formulating any recommendations at this level (see Annex 7).

* Human factors: In this unstable and uncertain situation, it is difficult to predict the future context and to involve local population and the private sector.  What have they to gain in preserving the forest?  How can they be persuaded to do so?

· Population growth:  As previously mentioned, however exemplary forest management and conservation actions (including industrial plantations) may be, they are subject to the human pressure resulting from their own success.  Their sustainability depends on the flow of the population they attract and the imbalance this can cause.  Forests and their resources are the ultimate resort of conflicts (for land, timber, game or non-timber forest products).  The State has sole responsibility for them and is not in a position to fully fulfil its role, despite the new Forestry Code, due to the absence of a basic blueprint for land use planning and a Land Use Plan.  This deficiency, which will not be resolved by the Land Use Code or the Fauna Act (both in preparation), is the first major pitfall that will prevent development planning and any projection of future forest policy.

· Human resources: Faced with the enormity of the tasks to be accomplished, whether it be the development of a Land Use Plan or technical and institutional actions, the MEF must share its political will internally by motivating its staff, who require persuasion, information and training.  Furthermore, the magnitude and diversity of the tasks requires the recruitment and training of new operational field agents.  The lack of capacity for intervention constitutes a second constraint, which can only be addressed with a lot of perseverance.

· Psychology and concepts: The new Forestry Act establishes an up-to-date framework for the recent and affirmative MEF forest policy.  This policy focuses strongly on economic aspects.  While regulating and conferring rights to forest users, it is addressed to legal experts rather than to average individuals.  Psychologically, rural communities and forest industries see in it more rules and constraints than benefits and incentives to adhere to the concepts and notions of protection and sustainable development of the forest ecosystem.  Of course, criticism and suspicion of administrative regulations are inevitable, but because they lack simplicity and are unclear, the different actors will be encouraged to circumvent regulations rather than uphold them.  The empowerment of rural communities in the management and maintenance of timber resources depends upon it, as does the adoption of codes of conduct by forestry trade unions.  The third pitfall is to make the law applicable and applied.
· Magnitude and ergonomics: To many, the forest represents a hostile environment with multiple risks, where work and activities lack comfort, and numerous operators are therefore tempted to abandon it in favour of other sectors and speculations.  The management of forest resources can only therefore be entrusted to associations and companies that are financially sound and professionally competent, better able to provide comfort and security, to establish social dialogue and to adopt a long-term approach rather than short-term interests.  The fragile state of industries is in itself the fourth important constraint.  In particular, it leads to sub-contracting and its negative consequences, to insufficient financial inputs for the maintenance and renewal of production tools and to risk taking that is limited to high-value species with a certainty factor and well known in the market, without consideration for the development of the whole available potential.

3.3
Technical factors and constraints:
Among these technical constraints, it is an appropriate knowledge of the forest and its resources, which conditions the success of the main forest activities, whether at harvesting level or at forest management level.

· Fifth and main constraint: The difficulties of identifying the resource, which requires exceptional skills and practical sense in order to avoid poorly guided, costly and sometimes unusable inventories leading to improperly conducted logging operations, with misguided logging operations that are either to intensive or insufficient and cause unnecessary wastage and damage.  These difficulties lead to recurring problems such as doubtful planning, approximate felling sequences and ignorance of regeneration of the resource potential.  Moreover, they are aggravated by the fact that forestry research in the Congo was dismantled during the war.  Apart from research on plantations which survived and continued its work in Pointe Noire, other research centres (CPAL, CRFO, etc.) and their natural forest experimental installations have now vanished.
· The control of land use (6th constraint): Forest management of long-term production cannot be conceived without the control of land use to ensure the sustainability of forest management and protection actions.  Opposition and encroachment of the public, community and private forest estate must be avoided.  This not only requires demarcation through the mapping of forest stands following by zoning to materialize the legal boundaries on the ground, but also a commitment on the part of neighbouring communities, particularly to identify contentious cases.  This is subject to the fact that land ownership and land use are fully taken into consideration and applies as much to forest management as to conservation or usufruct rights.

· The validity and evaluation of practices (7th constraint): the application of forest management regulations inside forest stands that are very diverse in terms of their nature, resources and response to interventions, poses the problem of extending techniques from one concession to another and of their effectiveness.  In other words, silvicultural, management or protection techniques tried and tested in a well known forest do not necessarily apply to a forest of different nature and size.  For this reason, the contrasting forest environments in the Congo need to be properly taken into account.

· The economic development and diversification of products (8th constraint): The further processing of timber products can play a positive role in increasing the production of industries and State revenue.  However, if it becomes excessive, it can also compromise the future of forest ecosystems as a source of production.  This problem concerns the problem of industrial over-capacity, incompatible with the growth potential and qualitative and quantitative productivity of the forest.  This constraint also applies to the development of the SNR timber plantations, mainly from Limba in Mayombe and tropical pines in Loudima (at least 3 000 ha for each of the two sites).  The same applies to the economic development of timber products from the eucalyptus plantations of ECO Sa., in the Pointe Noire area.

Finally, experience has shown that if the only objective of sustainable forest management is the production of timber, other forest goods and services are compromised.  Sustainable management implies the maintenance of the productive (in the broad sense), protective and ecological functions of that ecosystem.  The conservation of flora and fauna and, in particular, of non-timber forest products could convince and motivate local communities to become involved in participatory forest management.

* Note: Before addressing the recommendations relating to the constraints outline above, it must be stressed that the SNR reforestation initiatives and the rapid growth plantations of ECO. Sa., represent such a challenge that a specific diagnosis of plantations should be carried out by a team of experts in the field (as indicated in section 2.1 Strengths and Weaknesses, page 9).

However, the main recommendations regarding man-made forests presented below under the third constraint of law application and the eighth and last constraint of product economic development.

4.
Recommendations
The recommendations are presented below in the order of importance of the constraints identified above.

4.1
Constraint: Absence of a Land Use Plan

First recommendation: The Forestry Code and the Law on Fauna cannot therefore be dissociated from a Land Use Plan affecting each geographical and human unit in the country: a sustainable land use objective and future, responsible for the management and conservation action undertaken or to be undertaken, such as a very laborious cartographic action accompanied by field surveys, which can no longer afford to wait.  Its need is imperative and is described in the Development of a Master Plan for Forest Development in the Congo (ITTO Pre-Project 4/96).

The acquisition of satellite images and their interpretation and processing, will be facilitated by the Topography and Cartography Office, reactivated in the context of ITTO Project 12/96.  However, the magnitude of the task also requires the services of the Regional Environmental Information Management Programme (PRGIE) whose headquarters are located in Libreville and whose mandate and activities cover more specifically the Congo Basin (the local correspondent of the PRGIE is in Brazzaville).

Such a broad initiative covering such a multitude of issues can only be undertaken in close consultation and collaboration with other ministries, such as the Ministry of Agriculture and the Environment, for both the Land Use Code and the Law on Fauna.  This joint ministerial cooperation is essential, as the nature conservation strategy and the allocation of agricultural land are also long term issues, whose coherence will help maintain biological diversity.  One of the intended outputs of the drawing up of this Land Use Plan is the precise definition of the Permanent Forest Estate, the exact demarcation of FMU boundaries and the boundaries of the new logging units in the South.  These laws and the Land Use Plan will the mainsprings of a National Development Master Plan outlining the strategic and operational planning of the forest estate management and the mechanisms of inter-sectoral coordination mechanisms, which is the following objective and recommendation.

In the meantime, the MEF (with external support in organizational development) should implement a Forest Management Master Plan under preparation with ITTO and put in place an institutional mechanism aimed at improving its planning capacity and the coordination of its departments.

Note: The strong involvement in this process of NGOs, the private sector and local communities whose land will need to be defined with their participation (usufruct rights) is a strict condition of the success and the Master Plan and future Land Use Plan.

4.2
Constraint: Limited intervention capacity
In view of the insufficient number of qualified managers and technicians, observed by the administration itself, the situation has to be remedied through training, retraining and further training, but also through a review of existing knowledge, which is too dispersed and scarcely available.

Series of measures and recommendations
· Institutional reinforcement of the MEF by drawing up a consistent organization chart describing the functions and responsibilities of each agent and their career plans (along the lines of the new Forestry Code, given that the political will to apply the code should be shared internally).  Some support will be required to complete this internal review, which implies training programmes and personnel management, preferably from consultants who are experts in the field.

· Enhancement of technical and scientific training.  The first step will be to compile the information and knowledge acquired over time but which are now unfortunately dispersed, lost of even forgotten.  A well stocked Information and Documentary Centre should be created within the MEF, with a library equipped with modern and up-to-date communications and electronic exchange capacity.  Achieving this will involve a review of existing information with local research institutes and universities, but also contacting external organizations with very great experience and a large body of documentation, such as FAO, IRD, CIRAD, NGOs etc., and visiting them to collect essential information.  For example, the bibliographical document entitled " Management of Closed Forest Ecosystem in Moist Tropical Africa.  The Congo" (see Bibliography) lists no fewer than 312 documents on the vegetation, ecology, silviculture, management, forest policy and economy, fauna and national parks of the Congo.

· Enhancement of field know-how: Apart from the traditional areas specific to the Administration itself, the training of its personnel ranges from the identification of trees in the forest to timber processing and its marketing.  This diverse training would benefit from being run in collaboration with the private sector, which also requires (and will require) qualified staff for all industrial and forest activities.  Such a partnership would lead to sustainable forest management and conservation through shared training at field, forestry and factory level, which would benefit both parties in their quest for high qualification standards.

Note: The professionalism and effective commitment to cooperation constitutes not only a model but also a very useful demonstration reference.

· Finally, in greater detail, consolidating the data collection system, by supporting the recent National Timber Information and Statistics Centre or the future National Forest Product Control Department, with a view to improving their equipment and personnel and be in a position to supply the MEF and the private sector with essential data on market fluctuations and the timber trade.  They could then coordinate (with the assistance of research) the complex studies on the connection between forest, factory, transport and port customs, within the framework of the timber chain of custody.

4.3
Constraint: Problems in the application of the Forestry Act
Recommendations:
· Firstly the Law should be understood with the help of presentation, awareness and explanation campaigns (workshops, meetings, information sessions, etc.) in order to ensure a broad dissemination and clear understanding of legislation.  Actors in the forest sector are, on the whole, insufficiently prepared to read these legal texts, particularly the small forest entrepreneurs in the South and village assemblies.  Furthermore, some forestry field staff may also be faced with legal interpretation and justification problems in ensuring its correct application.

· In order to render the law applicable and applied, taxation needs to be timely and operational.  To ensure a fair taxation system, the centralized approach should be replaced by a local approach, based on each individual case.  For instance, surface area taxation cannot be blindly applied without taking into consideration the wealth of concessions, accessibility to the resource, effectively harvestable areas (some concessions contain vast flooded areas).  A detailed study should therefore be undertaken on the most appropriate taxation system with the assistance of research, sources of finance, etc. and involving the private sector.  The ideal solution would be to arrive at a simple taxation system, on the calculated value of the standing stock, for instance.

· In order to ensure that the law is accepted (and not imposed, which goes against sustainability), it should be favourable and benefit operators with a series of incentive measures such as performance bonuses, access to attractive credit facilities or the extension of long-term concession rights, positively rewarding good practices. These incentives could be incorporated in the decrees of application of the Forestry Act, even if they are still little practised by the countries of the sub-region.  In any event, they need to be developed with the support of international sources of funding and certification bodies to validate actions undertaken towards sustainable forest management.  A number of other possibilities could be considered and implemented: support by the MEF of committed small and medium enterprises to facilitate the selection and import of appropriate and modern equipment leading to much higher productivity rates (60%) in timber processing.

· As far as the agricultural population is concerned, private forests and plantations (whether individually owned or community owned), the development of rural forestry requires silvicultural extension techniques, legal guarantees of the usufruct of forests and plantations and the opening of outlets for products, tasks for which the SNR in particular will need support.  For instance, reforestation efforts will need to focus on the conglomeration of Brazzaville as a priority, given its high demand for firewood and utility wood.

An even more important and serious problem to be addressed concerns the intentional forest fires that run through plantations in Point Noire and are without a doubt the manifestation of the discontent of neighbouring communities.  In order to stem this problem, which poses the greatest threat to sustainable forest management, it is essential to bring about negotiation as a matter of urgency, by creating a consultation body (typically under the supervision of the SNR) responsible for highlighting and resolving conflicts.

· Finally, a recommendation should be directly made to the private sector concerning the unity and consolidation of forest operator trade unions by adopting codes of good conduct to ensure that members are operating in similar conditions, that they unite to enter into dialogue and negotiations with the authorities and that the law, rights and duties, as well as sanctions are applied equally to all, without special favours.

4.4
Constraint: The fragile status of forest enterprises and concessions

Recommendation:
Ensure transparency and fairness in order to avoid the harmful consequences of sub-contracting, which needs to be formally prohibited.  Forest operators do not always have the same desire or capacity to implement sustainable forest management.  This is more likely to come from the most motivated and performing operators, as shown by a number of examples.  In the absence of transparency in the technical specifications, operators cannot be certain of being on an equal footing.  The same applies to log production and the control of distribution channels.  Therefore, the rigorous and unambiguous selection of candidates for granting logging permits and FMUs is decisive for the future, but also for the credibility of forestry law and its decision-making bodies.  In the context of ITTO project PD 12/96 on the development of a sustainable management plan (often quoted), professionalism and financial solidity are the determining criteria for the transparent granting of concession, which represents a major component of the project.

4.5
Constraint: Difficulty of identifying the resource.

Recommendations:
· Firstly, the country's research needs to be revived, particularly in the area of natural forests.  An overall assessment of research facilities, resources and capacity in terms of scientific and technical experts should be undertaken as a matter of priority, with a view to proposing a new reorganized research structure, with pragmatic and well-targeted research themes.

· In the meantime, available researchers from the CRO, CPAL or SNR will prioritise, with the support of (or within) the CNIAF, the resumed monitoring of experimental plots for the management of the N'Gouha II natural forest stands, as well as the pilot area of ITTO project 77/90 on growth and the effects of silviculture.  The mission also recommends the establishment of area networks for the monitoring of forest dynamics before and after logging inside forest concessions in the North and South of the country (a part of the costs payable by the companies concerned).

· Along the same lines and still in collaboration with the private sector, the SNR and the CNIAF (and with the Information Documentary Centre proposed in the second recommendation), the research team should develop logging and silvicultural techniques, including: the appropriate methods of approach, harvesting and evacuation of the resource (studies on reduced impact logging and good planning); the impact of different logging intensities on the forest structure and the forest cover in relation to the different types of forest stands encountered; improvement of inventory methods according to sought objectives; estimates of the value of the standing stock (for the costing and definition of taxes) and the various resulting studies on the chain of production.

· Before the results and advice of the research are obtained, the recently established CNIAF will be responsible for obtaining precise data on the resource in each FMU and for involving the private sector in their actions and partnerships.  In this respect, the recommendation is that the inventories of forest stands selected for the sustainable management plan of the ITTO project in the Souanké-Sembé-Kellé region, should be carried out, processed and interpreted in the best possible conditions and in an exemplary fashion.

4.6
Constraint: The Control of Land Use

Recommendations:
· Consolidate the efforts of Regional Departments with the support of the CNIAF, to materialize on the ground the geographical boundaries of Forest Management Units, in particular those that need to be redefined from previous Forest Logging Units in central and southern Congo, abandoned or returned to the forest administration.  Furthermore, the mission recommends the rigorous establishment, for each FMU, of an area allocated to timber harvesting compatible with the objectives of forest utilization and sustainable forest management, by defining and subtracting poor, impoverished or degraded forest areas, flooded, swamp or fragile areas, areas with endemic flora and fauna and the parts of the forest used for traditional purposes by local communities.  An objective demarcation of this kind, according to the different interests present, involves the clear identification of the rights and duties of interested parties: the MEF, the regional Prefecture, forest and agricultural enterprises, NGOs, projects, village committees, private individuals, etc.

· Among other secondary recommendations that could be made for the control of land use, is the need to promote environmental impact studies.  Road networks play a fundamental role not only in forest management and conservation, but also in civil society.  Roads should be positions in a strategic and sustainable way.  The study of their impact is therefore justifiable advocated, including ecological and social associated costs.  The State is responsible for implementing these studies, but forest industries and local communities should be fully involved.  They would preferably be financed from external sources.

Note: The recommended actions and studies will be a very useful complement and consolidating factor for the development of a Land Use Plan, subject of the first recommendation.

4.7
Constraint: Validity and Evaluation of Practices
Recommendations:
· In the absence of well supported and up-to-date technical guidelines, the CNIAF should deploy efforts to provide a technical basis to forest management activities, such as pre- and post-logging inventories, carving out of the forest into production (or other) plots, felling sequences, etc., taking care to take into account the whole diversity of contrasting situations inside FLUs and FMUs, according to their species composition, wealth or degradation, their size and accessibility, and other characteristics.  These are step-by-step activities to be undertaken in the medium term.  The technical framework derived from different cases and conditions usually encountered will help develop National Forest Management Standards, which are lacking at the moment.

· It is recommended that future progress in forest management should be measured against progress and failures recorded in this field by other countries in the Congo Basin region, in order to accelerate the process, avoid problems that have occurred elsewhere and gain time by benefiting from the experience acquired outside the country.  The ideal situation would be to reach the same cross-border performance standards and criteria, which would then be difficult for different forest operators to refute or question.  At this level of technological transfer and exchange of information, the actions undertaken in support of international cooperation and the ITTO in particular, seem to be appropriate and to correspond with the wishes and principles adopted by international aid organizations.  This is completely in line with the ITTO Mission that will take place during the first half of 2002 in the five tropical forest countries of the Congo Basin.  This mission is the result of Decision 11 (XXX) of the 30th session of the International Tropical Timber Council in Yaoundé, entitled: "Strengthening Sustainable Management in Central African Countries (Congo Basin)" and has the following objectives: Identify the common elements in the Forest Action Plans of the five countries and the means of standardizing forest policies, and propose joint actions and projects.

· The above-mentioned national standards will be of great help in the evaluation of progress made towards sustainable forest management.  They may precede or accompany the drawing up of sustainable forest management Principles, Criteria and Indicators (adapted to the Congo's specific conditions), which includes the ITTO pre-project (PPD 24/01 for the "Development of national and local criteria…) currently awaiting implementation agreement and whose mission underlines their importance.  This project should take precedence over individual certification initiatives in order to avoid confusion and inconsistency between the processes (see page 15) and hegemonic control approaches, which can be prejudicial to the timber trade, as certification can either be supportive or hamper the timber trade.  This standardization work could be the subject of recommendations or suggestions by the mission to the Congo Basin.

4.8
Constraint: Economic Development and Diversification of Products

Recommendations:
· To place the burden of the country's reconstruction on the economic contribution of the forestry sector by intensifying forest utilization, carries the risk of triggering the over-logging and drain of forest resources, totally contrary to their sustainable management.  The capacity of local processing industries must therefore be adapted to the forest production capacity, and not the reverse.  The desire of the MEF and forest operators to broaden the range of marketable species can certainly be justified in terms of maximizing the value of the forest standing potential.  However, because forests do not regenerate identical resources after the first harvests, the so-called secondary species, often abundant and dynamic, ensure the maintenance of the structure, functions and reconstitution possibilities of forest ecosystems.  Furthermore, these secondary species represent the future potential for the next logging operations (at a time when the industrial context and timber trade will have evolved beyond their present condition).  It seems judicious to recommend a precautionary approach, which consists in containing and/or curbing the intensity of timber harvesting both in terms of volume and in terms of species, as it would strengthen future activities and prevent falling into the trap of industrial over-capacity, which has unfortunately occurred in other tropical countries.

· Subsequent recommendations: In order to avoid capacity and supply problems, it is preferable for forest operators within a limited concession with no extension possibility, to proceed by stages and gradually establish (or move) medium-sized sawmill (primary processing) close to the harvesting location, of a size and a capacity that corresponds to the logging capacity of the forest area under exploitation.  It should be noted that this enables the economic development of secondary species, while avoiding the transport of potential sawn wood over long distances.  The proper geographical establishment of processing units is fundamental to the balanced development of the country.  As regards the diversification of industrial products (2nd and 3rd processing), it is in the hands of the private sector, which will be responsible for technical choices and investment decisions.  It is the most efficient utilization of felled trees that will offer the greatest benefits in terms of timber.  This aspect will be considered in the ITTO pre-project PPD 16/01 awaiting implementation agreement, entitled "Timber Enhancement through Mechanical Processing", aimed at identifying the factors that could improve the economic development of timber raw materials at harvesting and factory levels.  Finally, the MEF must facilitate the establishment and the work of associations of small enterprises, by providing them with the proper tools to enable them to recover and process the timber that is abandoned on the edge of logging areas or left on stockyards.  This would require the assistance of concessionaires, based on various forms of collaboration to be determined on the basis of each specific case.

· As for timber plantations, their economic development necessitates an overall field assessment to establish their potential, the development of the least hazardous possible technical guidelines and the identification of the most reliable operators.  Such a careful approach is necessary in order to avoid triggering full scale harvesting, with no consideration for the future of available forest stands.  Furthermore, the diversification of products originating from rapid growth plantations, in particular Eucalyptus, represents a major challenge, which is well understood and taken into account by managers.

· The final recommendation concerns the diversification of forest products, in particular the crucial area of non-timber forest products, which plan a role that is often (wrongly) neglected in forest management.  A project brief entitled "Formulation of a National Strategy for the Sustainable Development of Non-Timber Forest Products", prepared by the FAO and submitted to the MEF is without doubt the priority action to be undertaken.

CONCLUSION
As a rule, a diagnostic mission report is limited to recommendations and the conclusion is the prerogative of those who commissioned the study, in this case the Government of the Congo and ITTO.

However, the members of the mission wish to conclude this report with a number of encouraging examples.

The largest forest operator in the Congo (which does not need to be name due to its renown), has demonstrated that cooperation between the Government, the private sector, NGOs and civil society can succeed and bring together the necessary conditions for the implementation of a Forest Management Plan integrating social, silvicultural and environmental measures.

Furthermore, the Government of the Congo is showing a firm commitment to progress towards the sustainable management of forest resources and the Ministry of Forest Economy, responsible for these resources, is implementing the internal institutional reforms necessary to enhance its capacity for action, in order to ensure the successful application of the new Forest Policy and the conduct of activities leading to sustainable forest management.

For more than six years, the ITTO has been one of the rare organizations to support the Congolese forest sector during one of the most dramatic periods it has ever experienced.  If progress towards the realization of Objective 2000 is difficult to assess and could prove to be relatively frustrating, one should not ignore the fact that, without the projects initiated by ITTO, forest development programmes and actions would have been feeble.

Everything therefore points to the fact that the forest future of the Congo is ahead of us and that international aid should not be interrupted, but increased to meet the aspirations of the country and its government.
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