[image: image1.png]1

T

|

|
T





TWENTY-NINTH SESSION

29 October – 3 November 2001

Yokohama, Japan
Executive Summary

EX-POST EVALUATION REPORT

ITTO Project PD 8/95 Rev.1 (F)

“Multiple Resource Stratification, 

Mapping and Inventory for the Management

of the First Forest Zone in Gabon - Phase I”

Prepared for ITTO

by

Dr. James K. Gasana

Switzerland
List of abbreviations
DGEF

Direction Générale des Eaux et Forêts (Directorate General of Waters and Forests)

DIARF

Direction d'Inventaires, Aménagement et de la Régénération Forestière (Directorate 

of Inventory, Management and Forest Regeneration).

GIS

Geographic Information System.

ITTA

International Tropical Timber Agreement.

ITTO

International Tropical Timber Organization.

MEF

Ministère des Eaux et Forêts (Ministry of Waters and Forests).

NGO

Non Governmental Organization.

WWF

World Wide Fund for Nature.

PART I. 
EXECUTIVE SUMMARY

1
BACKGROUND INFORMATION ABOUT THE PROJECT

Forest planning is an aspect of land use which must be carried out in the context of the overall land use planning. It is important therefore that any regional or national forest land management process starts with an overview of all the land uses of which forestry is but one part. In spite of its abundant forest resources, Gabon did not have a national land use plan, nor adequate forest resources inventory data based on a systematic zoning. Project PD 8/95 Rev. 1 (F) concerns the development of the basis on which lands can be allocated to Gabon’s Permanent Forest Estate in the First Forest Zone, as well as the instruments for sustainable management of forestlands.

2
EVALUATION PURPOSE

The purpose of this ex-post evaluation was to assess the project's effects, impacts and lessons learnt, and to recommend follow-up measures for the sustainability of those effects and impacts.

3
SCOPE OF THE EVALUATION

This ex-post evaluation was conducted on the request of the ITTO Secretariat following the decision taken at the XXVII Session of the Committee on Reforestation and Forest Management in November 2000. The scope and focus of the evaluation are to determine the impact and effects of project PD 8/95 Rev. 1 (F). The terms of reference given to the evaluator, as specified in Appendix to the "Special Service Agreement" include the following points:

· To assess the current status of the GIS established under the project, its operationalization and its contribution to the decision making process in forest management.
· To determine the extent of maintenance status of the GIS and the extent of staff development involved in operationalization of the systems.
· To evaluate whether there is a continued information gathering of data on the forests and whether the information available has been integrated into the GIS.
· To address the need for follow-up training on GIS and identify the adequate training needs in order to sustain and develop the system.
· To determine the effectiveness of information dissemination of projects results.

· To assess the overall post-project situation for all projects.
· To define and assess unexpected effects and impacts, either harmful or beneficial, and present the reasons for their occurrence.
· To analyze and assess implementation efficiency, including technical, financial and managerial aspects.
· To recommend follow-up actions in order to enhance utilization of the results developed by the projects.
· Taking into account the results of the evaluation, make an overall assessment of each project's relative success or failure to summarize the key lessons learnt, and identify any issues or problems which should be taken into account in designing and implementing and implementing similar projects in future.
· To prepare the evaluation report in accordance with the terms of reference for the Project Evaluation Report, as contained in the ITTO Manual for Project Monitoring, Review and Evaluation. To assess the projects' contribution to relevant ITTA objectives (1987, 1994) and relevant ITTO Action Plans.
4.
EFFICIENCY AND OPERATIONAL ASPECTS

In technical terms, Project PD 8/95 Rev. 1 (F) has been efficiently implemented. It had a considerable success in the procurement and installation of computers and GIS equipment. It provided several significant outputs as planned by the project document, and these outputs have been described in project's reports. But the accomplishment of its prime aim of getting an official approval of a land use plan proposal for the First Forest Zone is still delayed.

5.
EFFECTIVENESS

PD 8/95 Rev. 1 (F) has been very successfully in establishing a GIS unit at DIARF Headquarters and in developing skills of the staff of the GIS Laboratory. The Laboratory's personnel have been trained in carrying out different roles in GIS operations. This has enormously increased mapping capabilities and is a pride of DIARF. However, the laboratory installed at DIARF for the project's needs is not fully providing analytical capability to support a multi-level decision-making process, and integrating environmental and economic objectives in forest resource planning and management. To do this, a GIS capability that is centralized at DGEF to assist various directorates as well provincial MEF services would be needed. With the success of the use of the GIS tool, the country's administration extended the zoning activity to the Second Forest Zone. Since September 2000, the GIS laboratory databases are maintained with data supplied from zoning surveys that are conducted on the Second Forest Zone, with finance from the Forest and Environment Project of the World Bank. This continuity of flow of data is at the same time the sign of the project's contribution to the decision-making process. As the new forest law voted in April 2001 requires the centralization of forest management planning data, this continuity will most likely not be affected. An area where the project has not been effective enough is information diffusion. The nature and the volume of information it produced justified the dissemination of experiences in Gabon and elsewhere. However, there has not been any effort of capitalization of such experiences for publication, neither by the Company which provided international consultants to the project, nor by DIARF's staff. 

6
IMPACT

6.1
Findings on the effects of the project

So far the Government of Gabon has not yet adopted the proposal made by the project on the zoning scheme for the First Forest Zone. This represents a major setback for a project whose purpose was precisely to provide a zoning proposal for sustainable land use. The reason given is that such a decision cannot be taken before having data for the two forest zones, in order to decide for both at the same time. In spite of this difficulty, the project contributed to raising the awareness of logging and timber industries on the GIS potential in planning the management of their concessions. There are timber companies who have acquired GIS equipment for their own management planning needs. 

As the Government of Gabon has not yet adopted the proposal presented by the project, it can be stated that the accomplishment of the project's objective is delayed. In spite of this the project has raised the awareness of the decision-makers on the necessity of having a coherent strategic vision of land use planning. It is also the reason why the Government has generalized inventory for the zoning of the Second Forest Zone.

In relation to capacity development, the following personnel is in place in the GIS laboratory: 1 forester in charge of photo interpretation, 1 forester in charge of remote sensing, 1 forester in charge of geomatics, 1 person in charge of data collection, 2 operators for data recording. This personnel has been trained and is able to function. The GIS laboratory can supply maps for more than 10 themes. These maps have been extensively used in DIARF's reports, project proposals and management plans.

6.2
Overall post project situation

The basic assumption concerning coordination of MEF directorates and the coordination of other stakeholders failed. There was no platform for consultation, and such a platform is still lacking today. The evaluation underlines this shortcoming because land use zoning is necessarily a multi-sectoral, multi-actor and multi-disciplinary undertaking, which requires the collaboration among several concerned government agencies and non-government stakeholders. Its implementation needs the institutionalization of an inter-ministerial consultative structure, to advise the implementing body and the Government on the outcome. 

6.3
Unexpected effects and impacts

There are many unexpected effects of project PD 8/95 Rev. 1 (F), including:

· The outputs of the project's GIS laboratory made some actors decide to acquire their own GIS equipment;

· The GIS laboratory contributed to enhancing computer literacy among the staff of DIARF;

· The GIS laboratory is like a training facility for the country's National Waters and Forestry School;

· The GIS tool allowed a better control of logging permits.

6.4
Contribution to the ITTA objectives and ITTO Action Plan

The project contributed to the objectives (a, c, f, h) outlined in article 1 of the ITTA 1993. It met the criteria outlined in paragraph 6 of article 26 of the ITTA as well as the following priorities determined by the ITTO Action Plan for the Committee on Reforestation and Forest Management:

· To encourage the development of national and international policies towards sustainable management of tropical forests and strengthen the national institutions responsible (b);

· To assist producer countries in the development of legislation and national land use policies for permanent forest estates and help in accelerating their establishment (e);

· To assist in creating a scientific basis for forest management, through the accurate localization of biophysical and socioeconomic data as, for the first time, precise and unequivocal links are established between information and the field; an interface may thus be created between the inventory results and the mapping strata (f);

· To promote and assist in the development of skills for research and for the management of geo-referenced forestry data (h);

· To develop and promote the intellectual, economic and technological basis for integrated forest management systems (g).

7.
CONCLUSIONS OF THE EVALUATION

7.1
Implementation efficiency and project effectiveness

In purely technical terms, Project PD 8/95 Rev. 1 (F) has been efficiently implemented. It had a considerable success in the procurement and installation of computers and GIS equipment. It provided several significant outputs as planned by the project document, and these outputs have been described in project's reports. But as mentioned above, the accomplishment of its prime aim of having a land use plan proposal for the First Forest Zone approved  is delayed

7.2
Overall assessment of successes and failures

The framework for institutional coordination of the land use zoning described in the project document lacked a concept. The Government did not set up an inter-agency working group to advise it on issues regarding the decision on land use zoning. Although forest management concerns most of Gabon's territory, the project work was not placed in the context of national land use planning. Another failure of the project, which stems in its design, is that it did not contribute significantly to the simplification of the process towards planning of sustainable management of Gabon's forest. The evaluator believes that to do this, the project should have elaborated a strategic management plan for the entire First Forest Zone of Gabon:

· Identifying forest landscapes of specific functions (production, conservation, etc.) and priority areas for interventions;

· Determining sustainable management strategies and systems for different areas;

· Giving guidelines for operational management plans of sub-zones corresponding to logging permits.

Such a plan for the entire zone would have allowed skipping off the necessity to have a long-term strategic plan elaborated for each and every permit, to reduce the cost of management planning and to accelerate the pace towards sustainable management planning. As strategic planning at a regional level could actually be the responsibility of the national administration. What would be needed from logging companies holding forest permits should not go beyond the operational management plan, that aims at transferring the provisions of the strategic management plan of the First Forest Zone to their respective areas.

A third major failure relates to organizational aspects and to interagency coordination. There was no separation of roles between the Government's project implementing agency and the project manager. Both functions were merged and were exercised by one person, the Director of DIARF. Furthermore, the project failed to closely associate the other DGEF's Directorates in its work, and there was no structured coordination mechanism in MEF. The project has also not carried out an effort in building a coalition with the most relevant stakeholders to build a consensus on land use zoning outputs.

Perhaps one of the areas where the project failed most is the dissemination of information. Besides the minimum reporting required by ITTO and the organization of workshops whose results were not published, the project did not disseminate its methodologies and techniques, or its numerous interesting results. 

The centralization of project management on DIARF's Director and the heavy reliance on international expertise weakened the potential contribution of the project to institutional learning. With the heavy involvement of international consultants, the national expertise has played a marginal role in the learning process. With the recent changes of DIARF's Director and the personnel reductions due to budget constraints, there is an important loss of institutional memory. This is particularly aggravated by the lack of effort in ensuring capitalization and publication of the project's experiences.

7.3
Alternative design of the project

The implementation of PD 8/95 Rev. 1 (F) should have been designed as an institutionalized initiative. Instead of implementing the project as an initiative limited in place and time, more emphasis should have been put on developing key processes, not only for coalition building, but also for institutional strengthening and learning. These processes could be for example:

· Development of stakeholder consensus on land use zoning goals, procedures and outputs;

· Coalition building involving the participation all the relevant actors of the administration and NGO community;

· Development of Government demand of project's results as policy inputs;

· Mobilization of public interest for sustainable forest management.

This means that:

· The implementing agency should have been DGEF, which is well positioned to coordinate the Directorates;

· A full time project manager of the country's administration who is not the Director of DIARF, nor any other Director should have been designated;

· Instead of establishing a new GIS Laboratory in DIARF the Mapping Unit of DGEF should have been reinforced to enable it to attend to the needs of ITTO projects; 

Land use zoning should have been envisaged in two stages:

· Land use zoning supervised by a government designated service, advised by an inter-institutional working group;

· Forestland zoning, carried out by a coordination of DGEF directorates and relevant stakeholders.

8.
RECOMMENDATIONS

Based on the findings of the evaluation, the following recommendations have been drawn:

Follow-up action

· The Government of Gabon should take a position on the land use zoning proposal produced by the project and give orientations for the continuation of the zoning process on the Second Forest Zone; 

· The Government of Gabon may consider merging the DGEF's mapping unit and DIARF's GIS laboratory, define the mission of the new unit and request ITTO's support to consolidate it for such a new mission;

· If the Government of Gabon so requests, ITTO should assist in strengthening such a centralized GIS capability located at DGEF, aiming at inter-directorates use, integrating environment and economic objectives to support a multi-level decision making process.

Governance

· For the continuation of land use zoning operations, the Government of Gabon should designate which service of a higher hierarchy plays a lead institutional role in land use zoning, and set up an inter-ministerial working group to advise it on the decisions to take;

· The Government of Gabon should review the way the ITTO projects are managed with the aim of reducing the excessive centralization on DIARF and enhancing their contribution to institutional learning and building, not only for DIARF but also for the other DGEF's directorates. 

· As a consequence of this, for the implementation of ITTO's projects, the Government of Gabon and ITTO should involve other Directorates than DIARF in the execution of relevant projects. 

Policy development

· There is a need of systematic capitalization of the experiences of project PD 8/95 Rev. 1 (F) and publication of this capitalization.

· To allow national capacity building and institutional learning, the Government of Gabon should make only a strategic use of international consultants to develop internal capabilities.

· The Government of Gabon should request ITTO's assistance to explore ways and means of insuring that recurrent project costs are met without fluctuation. This could be for example the creation of special national sustainable forest management fund.

· The Government of Gabon and ITTO should explore how ITTO's contribution can be coordinated with contributions of other donors for the development of the forest sector. This would require once more the elaboration of a new Forest action master plan, which is justified given the context that the new forest law is going to create.

· The Government of Gabon should use the lessons learnt from the project to better conduct land use zoning of the Second Forest Zone.
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