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1. Core mandate

During the last strategic review of the programme, in the mid 1990s, it was agreed that the core mandate of ECE/FAO should be to “monitor and analyse sustainable forest management in the region”.  In addition, a forum for intergovernmental co-operation should be provided.   This mandate is reflected in the structure of the programme.

1A. Should this core mandate be maintained or modified?  

It would appear that the core mandate of the TC, as it is defined above, is almost too broad as it can be interpreted to undertake any activity in the sector, leading to an ever increasing workload for the Geneva-based secretariat staff.  While much of the expansion in work items in recent years is in response to requests originating from the Committee, some also appears to have been self generated by secretariat staff.  

We must however, be cognizant that the 2000 joint meeting of the TC and EFC did reaffirm this definition of the ECE/FAO mandate.

1B. If the latter, in what way?

The core mandate, as described on the TC website indicates that “the role of the TC is to provide member countries with information and services needed for policy and decision making regarding their forests and forest industry sectors”.  

Given this role, I believe that we should tighten up the core mandate to reflect a mandate that better reflects the advertised role of the TC, and the actual outputs of the secretariat within the confines of existing resources

2. 
Priorities, notably support to the international forest dialogue at a global and regional level

“Highest priority” was attached to supporting the follow-up to UNCED (which has led to the foundation of  UNFF), and the Ministerial Conference on the Protection of Forests in Europe.  The role played by ECE/FAO in this respect is described in document TIM/2000/3  FO:EFC:/00/4 

2A.  Should highest priority continue to be attached to supporting the international forest dialogue?  

The international dialogue process appears to be adequately established and continuing in its own right, independent of the input to the process by the TC.  I note that in the current work program only a relatively small amount of time is committed to undertaking projects in this area.  Given the reality of the time available and effort committed to the processes by the TC, I would propose that we should consider reducing this to a somewhat lower priority which more adequately reflects the reality of the outputs.

2B.  Is ECE/FAO following the right strategy in this respect?

Yes, I believe we are following an appropriate strategy but could reduce our involvement in the international dialogue, given the efforts by national governments within the ECE region.

2C.  In general, does the programme adequately reflect countries’ priorities? 

The existing program appears to meeting the priorities of member countries.  In fact, I suspect that in many cases it exceeds the established priorities.

2. Outputs and resources

The outputs of the programme and the resources – in the secretariat and in member countries and partner organizations - allocated to producing each output are described on the attached table.  Concern has been expressed, inside the secretariat team and at the joint session, about over-stretching of resources, with possible negative consequences on quality of outputs and co-ordination between different parts of the programme.

3A. Is the balance between resources and output appropriate? 

Given the discussion that took place in Rome, it is apparent to me that there is an imbalance between resources and outputs.   The TC has continued to load up the work plan with activities and new work items without a comparable reduction in work.  In addition, some of the secretariat staff appear to have expanded their outputs which has also contributed to an unbalanced workload. 

However, based on the information available, I do not consider that I have sufficient information to render an informed decision.  In this regard, I would suggest that the TC engage an independent consultant to undertake a complete evaluation of the TC’s workplan for the current year, the timeliness of deliverables against objectives and to make recommendations for discussion at the ad hoc bureaux meeting in February.
3B. If not, should some outputs be abandoned, modified or delegated to other organisations? 

Following a comprehensive and independent review of the workload and, in the context of the priorities established by the TC, a consultant could recommend adjustments to outputs.  However, such a review must look at individual workloads of each member of the secretariat.  Some changes would appear both necessary and inevitable.

3C.  If so, which outputs? 

I would not suggest any changes until an outside, independent review has been completed and we have all the facts.  However, having said that, there has been a tendency for certain publications and reports to grow in recent years which, I believe are adding to the time pressures being experienced by the secretariat.

3D. Is the allocation of resources between outputs consistent with the priorities of the programme?

This is an extremely difficult question to respond to given the cyclical nature of some projects.  Several large projects, such as the TBFRA 2000, have required considerable resources to bring them to successful conclusion.  These cyclical demands are difficult to balance with other continuing priorities given the relative small number of professional and support staff members.

3. Supplementary resources

The secretariat has frequently informed the Committee and the Commission that the quality of a specific output would be better if more resources than those available under the regular ECE and FAO budgets were made available.  In many case, countries have in fact made available extra resources in the form of funds, loaned personnel etc, a generosity which has made possible some of the most important achievements under the programme.  Nevertheless, resources (rather than access to skills, networks, problems with formal mandates, lack of consensus or other similar problems) are still usually the main constraint to achieving more ambitious goals 

4A.  How could extra resources be mobilised to achieve the objectives of the ECE/FAO programme?  

Any extra financial resources should be made available to ongoing projects identified in the current workplan.   These financial resources could be used to engage graduate students on a part time basis or by hiring consultants to undertake specific projects.

Adding additional projects to the workplan would only exacerbate the current problem.

4B.  Is your country or organisation able to contribute extra resources?  
No, not at this time.

4. Methods of work

The programme uses several methods of work, including regular meetings of statutory bodies, seminars and workshops, teams of specialists, special questionnaires, secretariat analysis etc.  The whole programme is reviewed and formally agreed by the Committee and the Commission at each session.

5A.  Are the right methods being used for each output?  

I would use the same consultant suggested above to undertake an independent review of the methods utilized.  Its difficult to judge the effectiveness of the methods used without discussing each project in some detail with the project officer.  We see the results of projects but, in many cases are not familiar with all of the methods utilized in developing the output

5B. Could more innovative methods be found in certain areas?  

I’m sure they could.  The degree of innovation will sometimes depend on the individuals involved and the flexibility they allow in the design and execution of a project.  Perhaps some projects could be undertaken in conjunction with universities, research establishments and national governments.

The TC could consider forming alliances with other organizations with similar interests, including universities and possible some non-governmental organizations.  This might be initiated through a dialogue on specific issues.

5C. Are the Committee and the Commission able to carry out their programme review function in a satisfactory way?
I don’t think so.  As suggested earlier, I firmly believe that an outside consultant will be required to provide options.  Given the closeness of the secretariat to the projects and the distance of the TC members from the daily activities of the secretariat, it will be difficult for either side to be completely informed and fully objective.

An additional benefit of hiring an outside consultant is that if hard decisions are required and implemented, they will be viewed as originating from outside, thus reducing the potential conflict between management and the officers.

5D.  How much of the work programme should be devoted to: a. meetings and discussion; b. data collection and dissemination; c. production of technical advice for countries; and d. analysis of information?

I’m unable to offer advice.  I believe that a professional consultant could provide some guidance.

6. Alliances and partnerships

In addition to the core relationship between ECE and FAO, many other continuing partnerships have been developed, including with ILO, for the Joint FAO/ECE/ILO Committee, with Eurostat, ITTO and other agencies in the Intersecretariat Working Group on Forest Sector Statistics, with MCPFE in a number of fields etc.

6A.  Do you believe that all these partnerships have been mutually beneficial and brought significant advantages to all partners?

From my perspective, it would appear that many of the relationships have tended to benefit the other organizations more than the ECE.  Having said that, ECE co-operation with organizations such as Eurostat has reduced the need for member countries to provide the statistics to multiple organizations.  I feel an analysis of the benefits should be included as part of this review.

6B. Is there potential for building other strategic partnerships?  
See comments above in question  5B.

6C.  If so, with whom, with what objectives?
7. Other
We would appreciate it if you would contribute any other comments or suggestions regarding the programme of work.

Please send your comments and suggestions to Kit Prins, by 30 December 2000:

E-mail: christopher.prins@unece.org
Fax: +41 22 917 0041

