EXECUTIVE SUMMARY
This mission was sent by ITTO at the request of the Government of Togo, in accordance with ITTC Decision (XXIX), Yokohama, November 2000.

The mission took place in the Congo from 15 to 26 October 2001 and was composed of four international experts and one national consultant, with the support of four counterparts, executives of the Ministry of Forest Economics (MEF).  Its mandate was to identify the factors, which, in the Congo, constitute the greatest obstacles to achieving progress towards the Year 2000 Objective and sustainable forest management, and to recommend a series of measures to overcome these identified obstacles.

After making initial contact with the Forest Administration in Brazzaville, including the Minister, members of the mission made fields visits to different forestry sites and initiatives as well as plantation areas, reforestation areas and nature conservation sites in the regions of Ouesso and Pointe Noire.  They had the opportunity of holding discussions with key staff in the Forest Administration, the private sector and NGOs.

Due to the limited time available, the mission restricted its diagnosis to the sustainable management of the country's natural forests, which constitutes its major challenge.

Among the numerous points gathered in the course of its analysis (which are detailed in the body of this report), the mission highlighted a number of facts and observations, as follows:

· The striking contrast between the two forest areas visited: one a rich, almost intact forest with a low population density and large forest and industrial enterprises in the north; the other composed of forest stands that are sometimes over-logged or degraded, with a much higher population density and a multitude of forest enterprises of different sizes.

· The difficult situation and structural problems the Congo is experiencing following a long period of armed conflict, are slowing down its overall economy and development.  Current production and exports of timber and timber products in round wood equivalents amount to approximately 800 000 m3, but the MEF intends to revitalize the sector in order to reach an export figure of two million m3 by 2004, according to the estimated production potential of Congolese forests.

· The political will of the MEF and the Government to retake control of the forest economy and management is unquestionable.  It was recently materialized by the promulgation of the new Forestry Code, which updates the existing legislation and requires an in-depth reform of the institutional framework and practices of the Forestry Department.  This reform is under way, with the setting up of a Forestry Fund and Independent Operational Centres to deal specifically with forest inventories and management: the CNIAF.

· The forestry sector is highly fragmented: the south has suffered the conflicts head on, while the vast northern forest region has been relatively spared.  In this twofold context, the mission noted with satisfaction the positive actions of the largest forestry and industrial companies in the country, the CIB, located in Pokola, near Ouesso.  CIB has managed to initiate social dialogue, but also to ensure well being and security, and establish internal rules of conduct and partnerships with the MEF and an international conservation NGO, the WCS.  CIB constitutes not only an asset for the area, but also for forest management: due to its perceptive and professional approach, acquired through its long local experience.  It provides a valuable link between the harvesting and qualitative development stage of the resource and its rational management, which has a good sustainability potential.

· The tradition of fauna and flora conservation is well rooted in the country, since the creation of large protected national parks and fauna and hunting reserves, covering 11% of the national territory.  These areas are mainly under the management of international aid projects with the support of mostly foreign NGOs, and, in the main, their sustainability seems fragile and uncertain.

· The country's potential in forestry science and technology is far from negligible.  In this field also, there is a deep-rooted tradition of natural forest research and experimentation, which was unfortunately destroyed during the conflicts.  The only research to be maintained is the high performance research in plantations of fast growing species.

· Apart from research, the Congo is one of the first countries to benefit from wide-scale timber resource inventories and surveys carried out in the 70s.  It has also benefited from the support of the FAO in the development and implementation of the TFAP and the division of the forest estate into Forest Management Units (FMU).

· Finally, during the last ten years, ITTO has been one of the main supporters of Forestry Department projects, which has enabled the latter to maintain its progress on both the conceptual and the operational fronts.  The most important of these projects is currently in progress in the northern forest area, undisturbed by man and as yet not conceded to logging operators, which has been the subject of the development of forest management plans under the supervision of the Forestry Department.

During the visits, it was observed that the conditions required to achieve sustainable forest management could be fulfilled, which enabled the mission to take a broader view of the constraints facing forest management.  These constraints fall into two categories: on the one hand, the factors that mainly depend of the national context and in particular the population, which induce prohibitive conditions in the long term, and on the other hand, the technical aspects of forest management, which are secondary to the first constraints as regards sustainability.

Forest management will not be sustainable, nor will any action taken be sustainable until the constraints surrounding forest management have been lifted and resolved.  Four major constraints of this kind have been identified (apart from the problems of instability and precariousness of national infrastructures, which are outside the scope of this diagnosis):

The first constraint is the lack of a Land Use Plan: The best forest management actions are subjected to encroachment and pressures from the human population.  This is the major risk observed in the southern part of the country, which could also in future hinder concessions in the north (CIB for example).  Despite the new Forestry Code and Land Use Code currently in preparation, the State will be unable to fully play its sovereign role, due to the absence of a Forest Management Master Plan supported by a Land Use Plan.

It is therefore strongly recommended that the guidelines of the ITTO project in progress on the preparation of a Forest Management policy framework for the Congo be followed.  This involves very laborious and costly, but imperative, mapping and land survey activities, which require broad-based inter-ministerial cooperation in order to reconcile land allocated to agriculture, conservation areas, concessions under sustainable management and the interests of the different operators in the field.  The size of the task requires the support and know-how of the Regional Environmental Information Management Programme (PRGIE).

The limited capacity for action constitutes the second constraint: the insufficient number of qualified management staff and technicians is recognised by the Forestry Department and needs to be resolved through training and the assessment of technical achievements which are far too diffuse.

The following Recommendations have been made:

· Enhance the institutional capacity of the FD and redistribute duties and responsibilities in accordance with the new forest policy;

· Develop technical and scientific training, and, as a first step towards this, compile all the dispersed and scarcely available data gathered over time and create a modern and well equipped Information and Communication Documentary Centre.  This will require external assistance;

· Strengthen field knowledge – this needs to be undertaken in partnership with, and within, forest industries for the joint training of qualified staff, from the trees to the timber trade, that is essential to both the private and public sectors;

· Finally, reinforce the system of statistical and commercial data collection, through the collaboration of CNIAF and the Documentary Centre.

The third constraint is linked to the relative complexity of the recent Forestry Act, which properly regulates the rights and duties of forest operators, but offers few incentives.

The following Recommendations have been made:

· A full understanding of the Forestry Act should be ensured through widespread publication and through information campaigns at all levels;

· To ensure the proper application of the law, taxation must be timely and equitable. A detailed and participatory study of the taxation system should be undertaken with the support of research, sources of finance and the private sector; the ideal solution would be to impose a direct tax on the value of the standing timber potential of forest concessions;

· To ensure that the Law is respected, it should be made attractive through the introduction of incentive measures, such as performance subsidies, the extending of concessionary rights, the easing of equipment import duties, etc., in favour of forest operators who are willing to adopt the established legal and technical regulations;

· The same principle applies to the agricultural sector, which must be encouraged to develop rural forestry;

· Finally, the reinforcement of forest operator trade unions adopting codes of conduct would be the best way to guarantee dialogue and good practices.

The fragile status of the forest industry constitutes the fourth constraint: indeed, among the negative effects that go against the very sustainability the forest industry generates, is the sub-contracting of logging operations, a common occurrence in the southern region of the country.

The main recommendation is to ensure transparency, particularly in granting logging permits, by selecting the most motivated, financially sound forest operators, with proven professionalism and who therefore have the best capacity to implement sustainable forest management. Respecting this condition is the highest challenge of the above mentioned ITTO project on the development of forest management plans for the undisturbed and non allocated forest stands of the Souanké-Sembé-Kellé region.

The difficulty of identifying the resource constitutes the fifth constraint and the first of four technical pitfalls: an appropriate knowledge of the forest and its resources holds the key to the success of the main logging operations and sustainable management activities. The prevailing situation in the Congo is detailed in the report and four recommendations have been made:

· Revitalize forestry research, starting with a review of existing and potential research;

· Prioritise the resumption of experimental work in natural forest stands, including the ITTO project pilot plot on growth dynamics;

· Develop logging and silvicultural techniques, in particular the study and monitoring of the effect of harvesting intensity and reduced impact techniques on the structure and possible reconstitution of forest stands;

· Improve the collection and processing of data from different forest management inventories inside the FMUs undertaken by the CNIAF.

The sixth constraint concerns Land Use Management (technical pitfall): Long-term sustainable forest management cannot exist without land use management, which requires not only the precise demarcation and mapping of stands to be placed under SFM and the field demarcation of their boundaries, but also consultation with neighbouring communities and their adherence to the established demarcation.

Recommendations:

· Consolidate the action of regional departments and/or the CNIAF to demarcate boundaries on the ground, in particular those of concessions abandoned or returned to the FD in the south, in order to develop them into viable management areas and ensure the rigorous establishment of an area compatible with long-term harvesting objectives and areas under specific management, impoverished or degraded areas, dedicated to conservation or traditional uses;

· Carry out studies on the impact of road networks in order to position them strategically, as they play an essential role in the management and conservation of forest and agricultural areas.

The validity and evaluation of practices constitutes the seventh constraint: the application of management regulations to the very diverse Congolese forests poses a problem regarding the extension of techniques and their validity.

Recommendations:

· Without well supported technical guidelines, the CNIAF should lay down the technical foundation of forest management, taking care to consider the whole range of contrasting situations within the Forest Management Units in terms of their diverse characteristics: size, accessibility, flora composition, wealth in high-value species, degree of degradation or disturbance, etc.  This work should eventually lead to the introduction of the National Forest Management Standards that are lacking;

· Future progress will have to be measured against the achievements and failures recorded in the other countries of the Congo Basin, in order to accelerate the process.  Ideally, the same cross-border performance standards would be reached, providing virtually undoubted credibility (positive evaluation criterion);

· The above-mentioned national standards cannot be dissociated from the formulation of principles, criteria and indicators adapted to prevailing conditions in the Congo.  The mission underlines their importance in any evaluation and validation and expresses the hope that the ITTO project planned for that purpose can take place.

The last identified technical constraint relates to the economic development and diversification of timber products: the intensive development of timber products can play a positive role in the improvement of industrial production and State revenue, but can also compromise the future of the forest source of production.  Furthermore, sustainable forest management implies the maintenance of all the productive, protection and ecological functions of the forest.  The conservation of fauna and, in particular, of non-timber forest products is therefore essential.

Recommendations:

· In order to avoid over-logging the resource, the capacity of local timber processing industries must be adapted to forest yield capacity (and not the opposite, as is often observed outside the Congo with the problem of over-capacity).  Precautionary measures should therefore be taken, and the desire to broaden the number of marketable species can prove harmful to some relatively fragile and rich forests;

· In order to prevent the risk of excessive industrial capacity, the balanced setting up of processing units is fundamental to the harmonious development of the forestry sector.  Production profits need to be geared towards the further processing of habitually harvested trees (with the support of small local enterprises); an ITTO project is planned with this in view.

· Finally, with regard to the crucial question of non timber forest products, the first and foremost measure to be taken is to draw up a national strategy for the promotion and sustainable development of these products; a project with that objective has been proposed by the FAO. 
