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ECE Timber Committee

FAO European Forestry Commission

Extended bureaux meeting on a strategic review of the work programme

Geneva, 21-23 February 2001

Background

1.
The joint session of the ECE Timber Committee and the FAO European Forestry Commission in October 2000 agreed to launch a strategic review process of the integrated programme of work on the objectives, methods, resources, outputs and methods of work. Member countries were requested to make proposals taking account of their needs and political priorities, desired outputs, available resources and the means to achieve them.  The task of the extended bureaux meeting was to review these proposals and agree on a first draft of a strategy and revised programme, which would be further reviewed at a side meeting to be held at COFO in March 2001.

Introduction

2. The Extended bureaux meeting met in Geneva from 21 to 23 February 2001.  Present were delegates from Canada, Bosnia and Herzegovina, Finland, Germany, Hungary, Italy, Latvia, Portugal, Romania, Slovakia, Slovenia, Spain, Sweden, Switzerland, The former Yugoslav Republic of Macedonia and the United Kingdom.  The meeting was co-chaired by Mr. J. Serveau (Canada), chairman of the ECE Timber Committee and Mr. J. M. Solano (Spain), chairman of the FAO European Forestry Commission.
3.
The summary of the main conclusions of the meeting are set out below.  The headings used are those of the secretariat note “Strategic review of ECE/FAO integrated programme of work on forestry and forest products: analysis of replies received, and proposals by the secretariat” which was circulated before the meeting and is attached to the present note.

ECE/FAO Strategic review meeting: summary of main conclusions

3.1 Mandate and mission

Mandate

Both the ECE and FAO:

· Collect, analyse and disseminate data and information;

· Provide a neutral forum;

· On request, give policy-related advice to member countries.

Formal mandate of Timber Committee and EFC 

The present formal mandates were kept unchanged.

Mission:

Contribute to the sustainable development of the forests and forest products sector, including services in the ECE region.

Strategies:

In order to carry out the mission, the integrated ECE/FAO programme will:

· Fulfil ECE and FAO’s mandated functions in the forests and forest products sector of the ECE region;

· Contribute to the regional and global dialogue on forests;

· Work with partners in execution of the programmes

· Pay special attention to issues relevant to countries in transition

3.2 Need for prioritisation

It was agreed that prioritisation should be reviewed every 4 years at the time of the ECE TC/FAO EFC joint session, concentrating on “project” items (see below).  The joint meetings of the Bureaux should carry out periodic reviews between sessions
Within the framework of the ECE prioritisation exercise, the meeting proposed a higher priority for the programme area on “markets and statistics” and lower for “technology, management and training”, with medium for the other work areas.  It stressed that these were relative terms and did not imply that “lower priority” items were not valuable.

3.3 ECE/FAO Contribution to regional dialogue

The meeting strongly supported  continued cooperation with MCPFE.

3.3 ECE/FAO Contribution to global dialogue
The outputs of the joint ECE/FAO work programme, notably that on information and analysis, should be made available to UNFF but there would be no special dialogue.  EFC, like other regional forestry commissions, should articulate regional concerns for transmission to COFO and UNFF.

4.4
Programme of work

4.1 Continuity and flexibility
Programme elements were divided into “continuing” and “project” (time-limited) activities, within 5 permanent work areas, plus “Infrastructure”. See attached table (Timber Committee and European Forestry Commission Integrated Programme of Work Summary, 2001-2005).   Typically, each work area has at least one “continuing” item, and several “time-limited” activities (which may consist on projects carried out on annual cycles).
4.2. Structure of work programme

The secretariat will present a draft programme to the Joint Bureaux meeting in May 2001, reflecting the work areas and programme elements agreed at the meeting (see attached table: Timber Committee and European Forestry Commission Integrated Programme of Work Summary, 2001-2005).

4.3.1
Collection and dissemination of information on trends in the sector, including publication of the Timber Bulletin
This work area was seen as an essential element of the joint programme.  The definitions of the Joint Forest Sector Questionnaire should be used as de facto norm for analysis and data collection world-wide.

4.3.2 Forest Resource Assessment 2000 (temperate and boreal forest)

This work area was also seen as an essential element of the joint programme.  It had an important role in harmonising definitions and agreeing methods.  There was a need to strengthen coordination with partners, to continue to contribute to the global level FRA while meeting regional requirements and to foresee future needs.  The meeting recognised that the nature of TBFRA work varied over time on a cyclical basis.

4.3.3 Countries in transition

The need to pay particular attention to the needs of countries in transition (CITs) has been included  in the strategy, and thus no separate work area was identified.  The workshop on Forests and forestry in central and eastern European countries, the transition process and challenges ahead, to be held in Poland (September 2001) would orient work by ECE/FAO and others.  Special effort needed to bring Balkan and central Asian countries into international forest community.  The meeting agreed that cooperation with the FAO Sub-regional office in Budapest should be strengthened.

4.3.4
Review of markets for forest products

Analysis in the Forest Products Annual Market Review (FPAMR) is essential (not all countries/institutions have the resources to work out their own conclusions from bare statistics).  Strong support for Committee’s forecasting exercise.  For FPAMR, comprehensiveness is more important than timeliness.  Consider cutting chapter on pulp and paper.  Special chapters are to be included as resources allow, suggested maximum per year: 2 or 3.  No guidance on whether special chapters should appear in FPAMR or separate publication (e.g. as Discussion Papers).  Team of specialists on markets to be established, with formal mandate.  The team would facilitate horizontal contacts: e.g. specialist to specialist, and enable making contacts in previously less well covered regions.  It was agreed to set up a certification network on informal basis, e.g. without meetings or travel.

4.3.5 Forest and forest sector outlook studies, EFSOS
Strong support for EFSOS activity, core element of programme.  The analysis is dependent on success with data on markets and TBFRA.

4.3.6 Joint Working Party on Forest Economics and Statistics

The Working Party’s role to guide work on data, markets, TBFRA and EFSOS was endorsed.

4.3.7 Joint FAO/ECE/ILO Committee on Forest Technology, Management and Training

Approval of Joint Committee’s work methods, focus on MCPFE priority issues and ability to work autonomously.   However the 13% of secretariat resources allocated to JC business did not appear to be in line with priorities or comparative advantage.  It was pointed out that most of this was accounted by support staff input, and that there was significant potential for making economies through more use of technology, providing less support to meetings etc.

4.4.1
Trade and environment

The meeting recognised the challenge of addressing trade and environment issues in the forest and timber sector, but agreed that an approach based on policy scenarios in the EFSOS framework could make a useful contribution.  This topic should be included as a project in the work programme, although extra-budgetary funds would be desirable to gain maximum scope and quality.

4.4.2
Promoting the sustainable use of wood and other forest products

This activity should be incorporated into the programme and plans made for the seminar in Romania.  Add “and other forest products” to the title.

5.1.
Organisation of annual session

A number of proposals (set out in the attached note) on how to carry out more satisfactorily the programme review function at annual sessions, were discussed without conclusion.  The regular bureaux meeting should take-up this question in depth at its meeting in May 2001.

5.2.
Resources

Attention should be paid to fund raising (contributions of money and in kind). A list of the extra-budgetary resources considered necessary should be drawn up annually by the secretariat, prioritised and presented in an easy to understand format, to facilitate and coordinate possible country inputs..

5.3
Allocation of secretariat resources

The meeting approved the attached sheet (Timber Committee and European Forestry Commission Integrated Programme of Work Summary, 2001-2005) with indications of approximately what percentage of total secretariat time (professional and general service) should be devoted to each programme element.  At the completion of the strategic review (when the bureaux approve a revision at their meeting in May 2001), the secretariat should as quickly and realistically as possible move towards the pattern of allocation.

5.4
Teams of specialists

There was no specific discussion of how to limit secretariat commitment of resources to teams (e.g. if they fail), although this appeared to be a source of concern.  In the programme all teams should be identified in a consistent manner.

6.
Next steps

-  Report meeting results to COFO side meeting and Joint Committee Steering Committee;

-  Draft programme of work;

-  Approval by bureaux in May 2001;

-  Adoption at Timber Committee session in October 2001.

TIMBER COMMITTEE AND EUROPEAN FORESTRY COMMISSION 

INTEGRATED PROGRAMME OF WORK, SUMMARY, 2001-2005


Work areas

Programme elements
Continuing or Project
Draft programme 2001
Programme 2000
Extra-budget resources desirable

1
 MARKETS AND STATISTICS

25.0
34




1.1
Statistics on production, trade and prices (Timber Bulletin, database)
C
13.0





1.2
Market analysis (FPAMR, Timber Committee forecasts)
P
9.0

X



1.3
Capacity building in marketing for countries in transition
P
1.0

X



1.4
Monitoring markets for certified forest products
P
1.0

X



1.5
Information network, Team of Specialists, work area administration
C
1.0

X










2
TEMPERATE AND BOREAL FOREST RESOURCE ASSESSMENT

17.0
13




2.1
Collection and validation of data on forest resources, including methodological development
C
8.0





2.2
Main TBFRA reports
P
0.0

X



2.3
Indicators of SFM: improve concepts, supply data
P
3.0

X



2.4
Contribution to Global FRA
P
1.0





2.5
Country profiles of countries in transition
P
2.0

X



2.6
Special studies (biodiversity, forest condition, carbon flows etc.)
P
1.0

X



2.7
Information network, work area administration
C
2.0












3
EUROPEAN FOREST SECTOR OUTLOOK STUDIES

11.0
7




3.1
Outlook for European forest products markets
P
3.5





3.2
Outlook for European forest resources
P
3.5





3.3
Analysis of long term historical driving forces
P


X



3.4
Case studies for countries in transition
P
1.0

X



3.5
Policy scenarios
P
1.0

X



3.6
Information network, public relations of EFSOS, fund raising
C
2.0












4
TECHNOLOGY, MANAGEMENT AND TRAINING

6.0
13




4.1
Forest technology *
P
2.0

X



4.2
Forest management *
P
1.0

X



4.3
Training of forest workers *
P
1.0

X



4.4
Joint Committee, Steering Committee sessions
C
2.0






* Joint Committee work area: contents change continuously














5
POLICY AND CROSS-SECTORAL ISSUES

14.0
6




5.1
Contribution to, co-ordination with MCPFE
C
2.0





5.2
Contribution to global dialogue
C
1.0





5.3
Monitoring changes in policies and institutions, including nfps
C
2.0





5.4
Monitoring forestry assistance to CITs (H3)
P
1.0

X



5.5
Trade and environment issues (certification, tariffs etc.)
P
3.0

X



5.6
Policy analysis
P
0.0

X



5.7
Forest Communicators network
P
1.0

X



5.8
Promoting sustainable use of wood and other forest products
P
2.0

X



5.9
Policy issues in countries in transition, incl. Capacity building
P
2.0

X











INFRASTRUCTURE

27.0
27





Timber Committee sessions
C
2.5






EFC sessions
C
2.0






Bureaux sessions
C
1.4






Sessions of Statistics Working Party
C
1.5






Study tours
P
1.0






Communication (Yearbook, website)
C
2.6






Contribution to ECE cross sectoral activities
C
2.0






Contribution to FAO Forestry Department activities
C
2.0






Strategic thinking
C
2.0






Programme, budget, administration
C
5.0






Fund raising
C
1.0






Staff development
C
4.0



TOTAL



100.0
100.0


UN/ECE Timber Committee / FAO European Forestry Commission

Extended bureaux meeting

21-23 February 2001

Strategic review of ECE/FAO integrated programme of work on forestry and forest products: analysis of replies received, and proposals by the secretariat

Executive Summary 

The extended bureaux meeting is invited to start the process of strategic review of the ECE/FAO Integrated programme of work.  This document reviews the main issues and invites the participants to respond to a number of questions, including notably the following:

· Should the core mandate be widened to read “monitoring, analysing and promoting sustainable development of the forests and forest products sector in the ECE region”?

· How should the activities be prioritised?

· Should the present close cooperation with the Ministerial Conference on the Protection of Forests in Europe (MCPFE) be continued?

· Should ECE/FAO seek to develop the regional dimension of the global dialogue on forests (UNFF)?

· What is the correct balance between continuing and flexible items in the programme of work?

· Section 4.3 raises a number of issues concerned with particular work areas; how should they be addressed?

· What new activities, if any, should be undertaken in the field of trade and environment issues in the forest sector and for stimulating the sound and sustainable use of wood?

· Should changes be introduced to reinforce the annual session’s programme review function?

· How best could additional resources be mobilised for the ECE/FAO programme of work?

· Could the methods of work of teams of specialists be improved, and their demands on secretariat resources reduced, for instance by identifying teams which require secretariat input and those which do not?

· Which of the 5 options proposed for a strategic direction in the allocation of secretariat resources – or any combination of options – is preferable?

From the secretariat’s point of view, it is essential to receive, through the strategic review process, clear guidance as to the overall priorities of member countries, and what are their main expectations of the ECE/FAO integrated programme.

1. Introduction

At their joint session in October 2000, the Timber Committee and the EFC decided to carry out a strategic review of their integrated programme of work.  The first step of this process was to circulate countries asking for their comments and suggestions.  The next step is an extended bureaux meeting.  The extended bureaux meeting is invited to consider the ECE/FAO programme on the basis of countries’ comments and suggestions and proposals by the secretariat.  Countries’ comments are presented in tabular form in another document.  The present document, prepared by the secretariat, attempts to identify the main issues and points of consensus or divergence of opinion, and where possible to make suggestions or raise issues for the attention of the meeting.   It offers in some cases some suggestions which the members of the Bureaux may wish to consider in reaching consensus on an action-oriented set of recommendations.

The paper is organised in six parts:

· Background;

· Strategic direction and core mandate;

· Programme of work;

· Methods of work and resources;

· Strategic options;

· Next steps;

2.  Background

The ECE/FAO programme of work in the field of forests and timber is the integrated work programme of two intergovernmental bodies, the UN/ECE Timber Committee and the FAO European Forestry Commission prepared in conformity with the objectives, mandates and methods of both ECE and FAO.  It is implemented by a small team of ECE and FAO officials located in Geneva, leading a complex programme of meetings, studies workshops etc. in all of which there is major direct input by country experts, as well as close partnerships with other international organisation.

At their joint session in Rome in October 2000, the Committee and Commission encountered problems in reconciling their ambitions with the resources available to them, and were not able to prioritise the programme elements as requested by ECE.  For this reason it was decided to carry out a strategic review of the whole integrated programme of the Timber Committee and the EFC.

A questionnaire, with an overview of main outputs and the resources devoted to each was circulated in late 2000. Replies have been received from 30 countries or organisations.  They have been summarised in a separate document submitted to the extended bureaux meeting.   After the bureaux meeting, its proposals will be submitted for further discussion to a side meeting at FAO Committee on Forests (COFO), and then to the regular bureaux meeting, which will formulate proposals for the consideration of the Timber Committee session which will approve a revised programme in October 2001.  (The EFC, which meets on a two-year cycle, will be represented at the Committee session by its officers.) 

In ECE an action plan was approved in 1997, setting out an organisational structure and allocating resources to the various Principle Subsidiary Bodies (PSBs).  ECE approves its programme every year but gives considerable autonomy to the PSBs.  A Group of Experts on the Programme of Work, under the Commission, mostly consisting of representatives from the missions in Geneva, monitors the programme and prepares Commission decisions.  It requires biennial prioritisation of programme elements.  At present the Timber Committee is allotted 3% of ECE regular budget resources.

The European Forestry Commission is a statutory advisory body of FAO which reports to the Committee on Forestry (COFO).  COFO sets priorities for the FAO programme in forestry, from which a Strategic Plan for Forestry was prepared and approved in 1999: the Strategic Plan for Forestry is itself part of the overall FAO Strategic Framework. EFC work should be developed in the conceptual framework of the Strategic Plan for Forestry, the FAO Framework and the Medium Term Plan for Forestry 2002-07.

Copies of the ECE Action Plan and the FAO Strategic Plan for Forestry are available from the Secretariat and will be in the meeting room.

In addition, all UN programmes are expected to carry out regular “self-evaluation” exercises, when programmes are evaluated, if possible in objective and measurable ways, for effectiveness.  The whole strategic review will be considered by the Office of Internal Oversight services as a self evaluation exercise.

Set out below are the main issues which the secretariat considers should be drawn to the bureaux’ attention.  Points for decision are shown in bold italic.

3 Strategic direction and core mandate

3.1 Core mandate

The great majority of countries considered that the present mandate (to “monitor and analyse sustainable forest management in the region”) remained appropriate.  There were however some important proposals:

· To make the mandate more proactive and less passive, by adding “promotion” or “furthering” of sustainable forest management (SFM);

· To make explicit that wood and forest products are included (they are already included in the scope of the activities, but not explicitly in the mandate);

· To restrict the mandate to “sustainable forest products markets”.

The joint meeting of the Bureaux may wish to consider the proposal to “promote” sustainable forest management through the ECE/FAO programme, in addition to “monitoring” and “analysing” it.  However, it is essential that no false assumptions about the organisation’s capacity to influence developments should be entertained.  If planning and setting of objectives are not realistic, disappointment and frustration are inevitable.  The activities to promote sustainable forest management in the programme should all be within the FAO/ECE area of comparative advantage and resources, and the programme should not commit itself to ambitious goals unless there is a reasonable likelihood that sufficient resources and political commitment will be available to achieve the stated goals.

It is of course not possible to address all issues of promoting SFM simultaneously: possible ECE/FAO activities which would contribute to this goal could include one or more of the following

· One possibility would be to make a more explicit commitment for the Joint FAO/ECE/ILO Committee to identify, describe (even codify) and disseminate “best practice” in its field.  

· Another would be to intensify exchange of information and experience on forest policies and institutions, with a special emphasis on countries in transition, especially those in the Balkans and the CIS.  

Both these ideas would have to be properly funded and carried out in co-operation and collaboration with others active in the area.

The joint session in Rome developed the idea of “sustainable forest products markets”, stressing the necessary role that these markets have in ensuring the sustainability of the sector as whole, and attempting to define what constitutes “sustainability” in this context (report, para. 35).  Some respondents suggested that this message be developed further and perhaps be at the core of the integrated programme.  The secretariat considers that this is indeed an area of comparative advantage, but that it would be mistaken to limit the scope of the work to the downstream side, as the upstream side is equally, if not more, important.  Furthermore, ECE/FAO is one of the very few bodies which address the forest and forest products sector as a whole, from forest growth and regeneration to consumption, trade and recycling, identifying links and influences (notably in the EFSOS work).  ECE/FAO should retain its ability to speak from experience in depth across the sector as whole.

Finally, it is probably necessary to be explicit in the mandate itself
 about the scope of the work (i.e. that forest industries, products and trade are covered as well as purely forest issues, and that the scope is regional, not global).  Thus, if the idea of “promoting” SFM is accepted, the wording of the mandate could be modified to the more precise, if cumbersome, phrase:

“monitoring, analysing and promoting sustainable development of the forests and forest products sector in the ECE region”.

3.2 Need for prioritisation

Several respondents stressed the need for prioritisation of activities, which is also a requirement from the ECE (indeed the failure to complete this exercise in a satisfactory manner at the joint session stimulated the strategic review).  Prioritisation is needed also by the secretariat for short-term guidance on allocation of resources, responding to resource problems etc. and as a stimulus to a healthy debate on the main directions and methods of work.

However, priority-setting is complex and not well suited to unstructured discussion at the full annual session, so Bureaux members may wish to consider how prioritisation should best be carried out.  

Possible suggestions would include:

· Prioritisation could be the major topic for the bureaux annual meeting.  The bureaux would then present each year to the Timber Committee and/or EFC agreed proposals on prioritisation and sufficient time should be allotted during the session for full discussion of these issues (see below).  

· It should not be necessary to carry out an in-depth review of priorities every year (ECE requests revised priorities every two years), but from time to time an in-depth discussion of strategic direction, like the present exercise, might be organised.  A four year cycle, coinciding with joint sessions might be appropriate.

It is also necessary to reach agreement on the ECE prioritisation pro forma, identifying low and high priority projects (especially as the tendency is still towards expansion of activities and finding new resources, even though there is no guarantee these will become available).

3.3 ECE/FAO contribution to the international forest dialogue

During the last programme review, in the mid 1990s, it was decided that ECE/FAO should no longer confine itself to purely technical/statistical activities, but give “highest priority” to supporting the international forest dialogue, at the global and regional levels.  Since then there has been an element with that title in the programme and an annual document to the session.  Countries were asked for this review whether this priority should continue.  The question also arose of whether this should continue to be a separate programme element or should be considered to underlie all the other elements.  This question of how ECE/FAO should “support” the international forest dialogue appears to be one of strategic direction, rather than of programme content, so it is raised here.

From countries’ replies, it appears that there is a very clear consensus, at the regional level, that the co-operation with MCPFE, notably on indicators of SFM, on forestry assistance to countries in transition and socio-economic aspects, has been very beneficial and should be continued. Bureaux members may wish to reconfirm that ECE/FAO should continue to cooperate closely with MCPFE.
Although the FAO programme in forestry has made major contributions at the global level to the work of the IPF/IFF/ITFF and (in future) the UNFF, the ECE/FAO programme’s contribution has been less direct, and less visible, although nevertheless of importance, consisting essentially of implementing at the regional level some of the activities considered desirable by the global level discussions.  It seems likely that a regional dimension and inputs will develop into the global discussion, and the bureaux meeting may wish to consider how to react to such developments, taking into account other priorities and significant investment of time from both the secretariat, the bureaux and the Committee and Commission themselves, which would inevitably be at the expense of other activities.  

Consideration should be given to the outcome of the organisational meeting of the UNFF in February 2001, and the informal discussions of the Multi-year Programme of Work and the Plan of Action as well as the outcomes of the discussion of relevant COFO agenda items (12-16 March 2001). It would be highly useful to hear of results of UNFF from participants and in the light of that to take a decision as to whether proactive development of the regional dimension of the global dialogue is desirable for ECE/FAO.  The secretariat considers this could be a useful, high profile, role, if the political circumstances are favourable.  However, if anything in this field is attempted it must have a significant investment of time from both the secretariat, the bureaux and the Timber Committee and the EFC members themselves.

4. Programme of work

Once agreement has been reached on the broad strategic objectives, the extended bureaux meeting should discuss the programme and methods, i.e. what is to be done and how.  This section discusses the programme, considering first the desirable balance between continuity and flexibility and the overall structure of the programme, then each of the major programme areas.

4.1 Continuity and flexibility

Many replies stressed the necessity of concentrating on the areas where ECE/FAO has a comparative advantage, notably those where there are already in place publications, networks and systems to monitor and measure developments.  Others however, stress the need for the Committee and the Commission to be flexible, removing finished projects from the programme to address new and topical issues.  With regard to the latter remark, there is indeed a risk (not entirely avoided at present) that the programme, even the way of thinking, of the two bodies could become ossified and unable to respond to new needs and issues.  However, it is also true that in certain areas, notably monitoring, it is absolutely necessary to maintain continuity of approach (definitions, networks, procedures), so that the quality of the information and analysis remains at a satisfactory level.  What has tended to happen in the past is that continuity has been stressed, so that no elements have been removed, yet when a major new issue has arisen, it has been added to the programme, leading inevitably to overstretching of secretariat resources and possible quality problems.  This indeed is one of the major structural problems which the strategic review should address.   The participants may wish to advise how the correct balance should be found, and maintained. 

4.2  Structure of work programme

Setting aside the content of the programme, its structure and organisation are important.  Several respondents considered the present arrangement unnecessarily confusing, with no distinction between activities and bodies. The meeting may wish to approve such a new structure.  A first draft is proposed below, under “Options”, as a basis for discussion.

4.3  Existing work areas

Set out below are some major issues connected with the existing major work areas:

4.3.1 Collection and dissemination of information on trends in the sector, including publication of the Timber Bulletin
FAO has a mandate to collect, analyse and disseminate information related to forests and forest products, and many respondents stated that the secretariat’s activities to collect, validate and publish statistics (in co-operation with other agencies through the Joint Questionnaire) are a core part of the work and should be maintained, or even strengthened. 

One respondent, however, suggested that the task of collecting and disseminating statistics could be delegated to other agencies such as Eurostat, EFI or OECD, freeing resources for analysis. Eurostat and OECD are, however, already members of the Intersecretariat Working Group and cooperation, especially with Eurostat, already exists: furthermore Eurostat has its own resource constraints and is fully occupied collecting and validating data for EU and EFTA countries (see its comments to the enquiry).  Experience also shows that maintaining data collection systems requires consistency and continuity to be successful.  Considerable progress has been made in communication with national correspondents, data handling and validation inside the Geneva team and with the partners, although much remains to be done.  Thus it appears that this function is an area of comparative advantage for ECE/FAO (with its partners).  

There are several areas where there is scope for improving the quality and coverage of the data provided by ECE/FA notably as regards countries in transition.  There is a need for the one-off task of validating the whole data set with national correspondents, which would need supplementary resources.

Participants are invited to indicate the relative importance they attach to the data collection and improvement tasks of ECE/FAO

4.3.2 Forest Resource Assessment 20000(temperate and boreal forest)

In 2000, the Forest Resources of Europe, CIS, North America, Australia, Japan and New Zealand (TBFRA-2000) was issued as the culmination of an immense investment of time and resources by the secretariat, national correspondents and partners.  The work has been widely welcomed and is already used as an authoritative source of information
 on all aspects of the forest resource of these countries.  It was prepared as a major component of the FAO Global FRA2000, and with MCPFE, to which it has contributed quantitative indicators of sustainable forest management.  In the immediate future the TBFRA work will be the completion of the dissemination of the data (CD-ROM) and further analysis of some parts of the information.  A decision must be made on the next steps in common with the Global FRA , whether in repetition of the same enquiry (at what periodicity?) or in exploring new areas, the relative weight to be given to different types of information and data collection/validation methods etc.  The topic will be considered at COFO in March 2001, following which a proposal evaluating the options will be prepared in close collaboration with Global FRA for the consideration of the parent bodies.  For its part, the team of specialists which has helped and guided the TBFRA 2000 work from the beginning is discussing options at its forthcoming meeting in June 2001 in Canada: the advice of these experts, many of whom are also national correspondents will be take into account in all decisions on future strategic directions.

Bureaux members may wish to reaffirm that the contribution of the ECE/FAO programme to forest resource assessment, notably the Global FRA is and should remain one of the highest priority activities for ECE/FAO, as it makes a unique contribution to the user community and that it should continue to be  at the centre of ECE/FAO activities.  The meeting is invited to endorse or modify this evaluation and give comments on future directions.

4.3.3 Activities for countries in transition, including coordination of implementation of resolution H3 of the Helsinki Ministerial Conference

Assistance to countries in transition is given high priority by ECE.  FAO also has programmes of assistance to these countries. ECE/FAO is co-ordinator of MCPFE resolution H3 on Forestry Assistance to Countries in Transition and has had a programme on this topic since the early 1990s.

A team of specialists meets about every eighteen months for a general review of progress, a database is maintained of forestry assistance to countries in transition which is searchable and could produce interesting insights if it were the subject of detailed analysis.  However, there are many gaps in the data set and there are problems in keeping it up to date.  One or two workshops are held each year, usually financed by host countries, sometimes with donors (e.g. Finland for the marketing workshop in Moldova).  Participation, especially of those countries which need assistance most, is often limited by availability of travel funds: when these funds are available, as has been the case on a few occasions, the level of participation rises sharply, to everyone’s benefit.

It is clear that one major constraint to making a significant contribution to countries in transition is that of resources: with the present level of funding, and even if the allocation of secretariat time to CIT issues was increased, it is not realistic to expect to carry out major assistance programmes.  Nor indeed should ECE/FAO aspire to being a major executing agency as there are other organisations with more strength in that field.  Rather, ECE/FAO’s comparative advantages should be identified and used.  In the secretariat’s opinion, these are contacts, networks and a comprehensive framework of cooperation.  If modest extra resources were made available (for instance the services of a junior Professional and sufficient funds to pay travel to meetings for experts), the following improvements could be implemented:

· Much closer monitoring of policy developments, identifying needs and issues early and drawing them to the attention of the international community if necessary;

· Improvement of H3 data base: more complete and up-to-date, more analysis of contents;

· A more ambitious programme of workshops in areas identified as important by the team;

· Systematic effort to bring ministries and institutions in Balkans and central Asia into the community of forest specialists, (replying to questionnaires, participating in meetings, sharing ideas etc.).

The well qualified and motivated team of specialists on transition issues should be given a leading role in devising the strategy as regards forestry assistance to countries in transition, and possibly in seeking supplementary resources.  In 2001, the team is meeting, in Poland, jointly with MCPFE, to consider the broad direction of future work in this field.

At a recent meeting of the team of specialists, as well as discussions in the Joint Committee, the opinion has been expressed that there is less and less difference of type between activities focused on CITs and other types of ECE/FAO activity.  As a consequence the opinion has been expressed that there should not be a specific programme aimed only at the theme of the “countries in transition” (the term itself is no longer universally acceptable).  One solution would be address “transition issues” specifically in each of the main work areas, rather than having a specific work area for them.

The participants are invited to make proposals as to how best ECE/FAO can contribute to forestry assistance to countries in transition.

There is an ongoing discussion inside ECE on the “operational activities” which should be undertaken under ECE auspices.  It would be desirable if the strategic review process would provide explicit guidance what, if any, “operational activities” should be undertaken under the auspices of the Timber Committee.

4.3.4 Review of markets for forest products and short term forecasts

This area is the original area of activity for the Timber Committee and takes the largest share of secretariat resources.  Several respondents stated how useful they found the Forest Products Annual Market Review (FPAMR) and the Committee’s market forecasts.  In recent years the FPAMR has expanded considerably in scope and detail of analysis as well as including special chapters.  Preparation of the FPAMR has absorbed considerable secretariat resources, at a time (July) when they are also needed for other meetings and preparation of annual session documents.  Some respondents praised the FPAMR and considered it a core part of the ECE/FAO output, others suggested it be slimmed down or even abandoned.  The secretariat would appreciate guidance on the priorities it should apply in taking operational decisions about producing FPAMR (NB a user survey was carried out in 1998 which identified major clients of the ECE/FAO publications notably the FPAMR and identified potential improvements, many of which have been implemented since.  This survey is available if needed).  In particular:

· How important is the analysis, as compared to the statistical/graphic information (some respondents suggested only data without text)?

· What is the relative importance of timeliness and completeness?  How should the secretariat address time/scope/depth tradeoffs?

· How detailed a scope?

· Should special chapters (e.g. on particular countries or products) be issued as a part of the FPAMR or as separate publications, for instance as Discussion Papers?

This could be a topic for an informal group during the meeting, after discussion in plenary.  Participants are invited to indicate their expectations of the FPAMR and other market related activities, notably with respect to the questions above.

The question has also been raised of seeking further synergies between the FPAMR, the ITTO review and work at FAO HQ to issue a global overview of what are now truly global markets.  Bureaux members might give their views on the desirability of such an exercise.

The workshops on marketing for countries in transition are also linked to the market analysis work.  If it were decided to develop the work on sustainable forest products markets, thy could also be expanded

Monitoring developments in markets for certified forest products (CFPs) has been carried out over the last 4 years as decided by the Timber Committee. The most visible outputs have been: discussion papers on the “Status of Forest Certification in the ECE Region”, annual discussions at the Timber Committee, and a chapter in the Forest Products Annual Market Review. The work on the Discussion Papers has until now been based on voluntary contributions by outside experts. 

It has been proposed to establish a network of country correspondents to supply information about national developments in certification of SFM and CFPs to the secretariat for use in the publications mentioned above. The secretariat does not envisage that the country correspondents would need to travel, but would rather be a source of information.  Participants may wish to advise whether such a network should be established and, if so, whether it should be of an informal nature or whether it would be more effective if the correspondents were officially nominated by their countries.  
The idea of a team of specialists on market issues was proposed at the Rome session, but suspended pending the extended bureaux meeting, which should express its opinion on the usefulness and priority of such a team.  Members may consider that such a team (which already exists informally as a network of contacts of the marketing officer) would perform a useful function.  It might also play a role if it were decided to organise the market discussions at the annual Timber Committee session separately from the programme review part of the session.

4.3.5 Forest and forest sector outlook studies

The objective of EFSOS activities is to analyse the development of the forest and forest industry sector, considering challenges and uncertainties of varying policies, market developments and the influence of exogenous factors. This should encompass forestry land use and all stages of forest product use, from the forest to the final consumer. The aim is to assist policy and investment decision making. The main target groups of EFSOS are policy makers, entrepreneurs and the academic community of the forest and forest products sector and the public as well. Considering the increasing importance of non-market benefits from forests it was proposed to change the former title of the study process from “European Timber Trend Studies” (ETTS) into “European Forest Sector Outlook Studies” (EFSOS).

The outlook study project uses results from several other elements of the ECE/FAO programme: “Timber market data and information” (1.1), “Forest resource assessment” (1.2), “Monitoring policy impacts to the forest sector” (1.3), therefore high quality results from these projects are essential for a successful outlook study process.

Currently the secretariat is working on elaboration of a baseline study (European Timber Trends and Prospects), based on the objectives of the last outlook study (ETTS V), improving the approach of the latter depending on the available resources. This baseline study will describe the development of the forest sector in a “business as usual” scenario. It will be complemented by specific studies, analysing the impact of changes in policy the policy framework, market innovations and exogenous factors (e.g. climate change).

It has been frequently said that the outlook studies work is an area of comparative advantage where ECE/FAO provides a unique, high quality product.  The “fallow period” during a post vacancy was deplored by several countries, but activity is now intensifying and a published study is expected by 2003.  The meeting is invited to indicate whether it agrees that the EFSOS activities should continue to be one of the high priority parts of the programme.

4.3.6 Joint FAO/ECE Working Party On Forest Economics And Statistics

The Joint Working Party meets every two years and reviews - in much more detail than is possible at the annual Timber Committee session - the work in the field of statistics collection and dissemination, TBFRA, EFSOS and market analysis, providing guidance on methods, concepts, presentation and priorities.  It is a relatively small but highly qualified group, which has made a very significant impact to activities in the past.  Its review does not duplicate that of the specialist teams (e.g. on TBFRA or EFSOS) as it brings a greater policy awareness and a broader vision to the work.  In the present programme structure, the Working Party appears twice, as a guide for work under areas 1.1, 1.2, 1.5 and 1.6, and in its own right.  This structure has been considered confusing.

Do meeting participants endorse the role of the Working Party and how should the structure of the programme reflect its role

4.3.7 Joint FAO/ECE/ILO Committee on Forest Technology, Management and Training

The Joint Committee has always attached great importance to self-evaluation and has demonstrated considerable flexibility in responding to changed circumstances and demands: it carried out an in-depth review of its programme and methods of work in 1994 and presented it to its parent bodies in 1995.  At each session the Joint Committee (and its Steering Committee in alternate years) reviews all its activities and makes sure that they are in line with the priorities of its parent bodies.  

All of the Joint Committee’s activities in each of its three programme areas are limited in time, generally from 2 to 4 years.  This constant renewal ensures flexibility and rapid reaction.  The Joint Committee has identified its comparative advantage as being on the interface of policy, practice and research, as well as its flexible, decentralised work methods.  Thus the parent bodies’ policy discussions to promote SFM are put into practice by the Joint Committee which also constitutes a forum for promotion of best forest practices. This is reflected by the large proportion of Joint Committee activities included in the MCPFE programme of work. The Joint Committee’s decentralised methods of work rely on member countries’ interest in the different activities by hosting and organising seminars and workshops or by nominating members of teams of specialists. 

Two replies to the questionnaire (METLA, Finland and Hungary) suggest that the Joint Committee should receive fewer resources.  It may be considered that the resources allocated to the work of the Joint Committee consist mainly in coordination of activities, issuing and processing of documents and follow-up of projects, while in most cases the technical input comes from experts nominated by their countries.  Thus a reduction of the secretariat’s input to the Joint Committee would not implicate a proportional reduction in the Joint Committee’s output, but a much larger one, difficult to evaluate.  The methods of work are also reviewed periodically and modified if found necessary.  

It is true that the Joint Committee’s area of activity and methods of work are rather different from those of other parts of the ECE/FAO programme: however not only do a relatively small amount of resources invested in Joint Committee activities produce a rather large output, but the move towards implementation of SFM, rather than discussion of it, would seem to give more importance, not less, to the Joint Committee’s activities which are unique in their scope and methods.  The Joint Committee is also a good example of fruitful and constructive cooperation between three international organisations, pooling resources and expertise in areas of common interest.

The participants are invited to indicate their opinion of the Joint Committee’s focus, comparative advantage and methods of work.

4.4 New activities

There are two major proposals for new activities, briefly presented below.  Both arise out of a review of the IPF/IFF programme and a search for areas where ECE/FAO might make a useful contribution

4.4.1
Trade and environment

There was long discussion of trade and environment issues at IPF/IFF, leading only to a rather laborious negotiated text, which served above all to demonstrate how sensitive many countries were on this issue.  Furthermore ECE has encouraged its Principal Subsidiary Bodies to undertake “intersectoral activities”, such as on trade, environment and timber.  A proposal on this aspect, prepared after an interagency meeting in Geneva, was therefore made at the joint session (TIM/2000/7/Add.4).  In particular it was suggested that the EFSOS structure could be used to examine the implications for the region of various trade and environment scenarios (e.g. lower tariffs, more certification).  A decision on future work was deferred to the strategic review process.  This is clearly an interesting and topical subject, inside the area of comparative advantage of ECE/FAO, where connections could be made and a new approach developed.  A holistic approach to intersectoral, policy relevant topics like this is recommended by many bodies, including IPF/IFF and perhaps UNFF.  However, to do a credible job necessitates a significant input of resources: a loaned professional for several months would appear to be a minimum, as it has become clear that this type of exercise cannot just be “absorbed”.  The meeting is asked to provide guidance as to what work should be undertaken in the field of trade and environment issues in the forest and timber sector.
4.4.2
Promoting the sustainable use of wood

The proposal to hold a major seminar on this theme emerged from an idea in the IFF programme of work as this appears to be in ECE/FAO’s area of comparative advantage, and was approved in general terms, pending a host country and resources for the work.  However, so far no detailed planning has been done, and no scope for a seminar defined.  An offer to host the seminar was made by Romania at the joint session in October 2000, but it has not yet been possible for the secretariat to implement this.  Comments and suggestions on this new activity are invited.

5. Methods of work and resources

Closely interlinked with the question of the contents of the work programme is the question of how the chosen activities should be implemented and with what resources.  Here it must be stressed once again that the programme is not carried out by the Geneva secretariat alone: not only are there significant contributions from Rome and from other parts of ECE, as well as from various partners, but also from member countries, in the form of meeting participation, data provision, contribution to teams etc.  Thus decisions on content of the programme and on work methods implicitly commit resources outside the secretariat, notably in member countries.  This complex situation should be borne in mind when considering methods and resources.

5.1 Organisation of annual sessions

The sessions of the Timber Committee and the EFC have at present three main purposes:

· To provide a forum for substantive discussions, notably of the market and of varying special topics; 

· To make decisions about the programme on the basis of a review of activities, related events and instructions from supervisory bodies, notably ECE and COFO

· (EFC only) To bring regional forestry issues to global attention, notably through COFO and in the future, probably through the UNFF.

Although many respondents were satisfied with the arrangements, the secretariat believes that the second of these functions is at present not being performed entirely satisfactorily: as a result, work in the year before the session is sometimes evaluated in a rather superficial manner and insufficient time is set aside for full discussion of programme options.  Frequently the secretariat proposals, which usually “emerge” from ongoing activities, are accepted with only minor modifications.  While this is due in large part to the fact that the Timber Committee and the EFC have trust in the secretariat’s objectivity and judgement, it may be that more open and detailed discussion would help it to carry out its tasks more efficiently.

Possible methods of raising the intensity of the programme of work review might include:

· Fuller discussion of the draft programme by the bureaux before the session;

· Formation of an in-session programme review group who would identify and discuss issues in parallel to the more substantive items on the agenda;

· A clearer separation of the substantive and programme review discussions, so that instead of one Committee session, there would be, back-to-back, a market review discussion, a special topic and a formal session concentrating on programme questions.

Linked to the last proposals is the difference between the type of participation necessary for the two functions: the substantive items need a large and varied participation for an interesting and wide ranging discussion, while programme review requires well informed experts, with official mandates, in a manageable number, to have detailed discussions.  One concern is that attendance at the programme review part might be reduced if it was scheduled without the more attractive substantive discussions.  

It is suggested that the strategic review meeting ask a sub-group to discuss the organisation of the annual session to ensure that both “forum” functions and “programme review” functions are carried out satisfactorily.

5.2 Resources

There is general acceptance that resources available are used fully and efficiently, and that problems of over-stretching are occurring or will occur.  Reasons include the general level of funding of ECE and FAO, where the issues addressed by ECE/FAO in the forest and forest products sector must compete with other high priority tasks for scarce resources, as well as the tendency, mentioned above, for continuing items to be maintained, even strengthened, while important new issues are added when they arise without however removing significant items from the programme.  A few suggestions for reducing the outputs were made by countries but preference was clearly (and naturally) for increasing resources.  However, few respondents seemed to expect significant amounts of fresh funds to be made available from regular or extra budgetary sources.  The options preferred by countries were:

· To solicit contributions in kind, especially in the form of loaned personnel;

· To create new partnerships.

Both of these assume that mutual benefit for ECE/FAO and the partner/donor can be identified.  Several respondents suggested that soliciting help or partnership would be more successful if well defined attractive “packages” could be presented, saying in very specific terms
 what was needed and when, and what the output/benefit would be to the potential donor/partner. The meeting may wish to set up consultations to identify a number of attractive proposals of this nature which could be followed up with potential partners.  

Likewise, it may be a good investment of time to discuss systematically with actual and potential partners, such as EEA, EFI, various EU institutions, WWF, trade associations etc. where there are areas of mutual interest and possible synergies.  Naturally this would require a significant investment of management time, so the meeting is invited to express its opinion on the topic of how important it would be to carry out this systematic search.

Another suggestion with considerable potential is to set up a permanent “Geneva timber and forest intern programme”, whereby it would be understood that there would be at least one intern in Geneva always
.  Countries would propose promising young professionals for a 3-6 month period, for an assignment to be agreed between the funding organisation, the secretariat and the individual, but in all cases a contribution to one of the secretariat’s main areas of activity.  If such a programme were well supported and rigorously managed, it could conceivably become a rather prestigious qualification in the curriculum of young experts interested in international aspects of the sector, while contributing to the programme and to the dissemination, especially in the academic community, of  better understanding of international forest sector issues.  The meeting is invited to comment on these proposals and on other ways of mobilising additional resources for the integrated programme of work.

5.3 Allocation of resources between outputs

Several respondents remarked that the secretariat resources at present were not distributed between work areas in accordance with countries priorities or indeed with the secretariat’s comparative advantage.  It is of the highest importance to the secretariat that it receives clear guidance on this issue to avoid errors of judgement.  The table shows the present distribution between the major work areas (as % of secretariat time, including G and P staff, with no consideration of travel/consultancy funds, or of input from  countries and partners).   The question of whether this is the appropriate distribution of resources between activities is considered below.


2000

1.1 Statistics, data
14.7

1.2 TBFRA
12.9

1.3 Support to international dialogue
4.3

1.4 Assistance CITs
4.0

1.5 Markets
17.2

1.6 EFSOS
7.3

2.1 Statistics Working Party.
0.7

2.2 Joint FAO/ECE/ILO Committee
13.0

Committee and bureau sessions, Yearbook, website etc.
11.6

Internal administration, participation in cross sectoral activities
10.1

Staff development
4.1

Total
100.0

5.4 Teams of specialists

The increased use of teams was an integral part of the reforms of the mid-1990s, with the intention of freeing the secretariat to concentrate on core tasks.  Teams have proved a liberating and flexible method of work and have produced excellent results in many areas.  However, it has proved very difficult in most cases to keep secretariat input at a low level (the main initial aim of the method), and a few teams have failed through lack of resources and/or leadership.

Members may wish to consider a suggestion to resolve this dilemma through the identification of two types of team:

· Teams with secretariat input.  There might be an agreed total (say 5 at any one time), to be explicitly designated by the Committee and Commission

· Teams without secretariat input.  For these, a written commitment from a country or organisation to provide sufficient resources (leader and/or facilitator) to achieve the agreed goals would be necessary before the first meeting, preferably when the decision to establish such a tea is taken.

One respondent considered that most of the benefit of team work went to the actual members who attended meeting and did not fully benefit the wider community.  It is of course natural, fair and inevitable that those who participate fully, investing their own time, will also benefit most.  However, teams should be urged to give thought to disseminating the results of their work to the whole community of interested experts.  An excellent positive example is the recent team on participation whose report was produced, in an attractive format (by ILO) and very widely distributed.

6. Options for strategic directions

In order to stimulate and advance discussion at the extended bureaux meeting, the secretariat has identified for the meeting’s consideration a number of strategic options, which are briefly described below, along with proposals for programme structure and allocation of secretariat resources between work areas. There was no strong consensus between country comments in this respect, so the secretariat has tried to propose a wide range of options to clarify the choices to e made.  However each of the options includes the same five work areas 8with differing priority in resource allocation, and content).  The secretariat considers all six, despite their differences realistic and acceptable, and within the proposed new mandate.  Each attempt to address the issues identified by countries, but with different priorities.  

Some options are close to a “business-as-usual” scenario, with minimal changes to the existing programme, addressing only recent developments and concerns raised.  Some others however propose radical changes either in priorities or methods.  The secretariat resources to be allocated to each activity under the different options are proposed on the attached table.  Naturally, the list is not exhaustive and new options or combinations of them could be developed during the meeting.  Participants are invited to use these options to agree on one strategic direction for the ECE/FAO work.  This option can then be developed in more detail for more discussion at the COFO side meeting.  It is suggested the participants use the table as a basis for discussion, focussing on the “activity” column, rather than the broad allocation between work areas, as the type of work to be undertaken in each area would vary according to the option.

Option 1: Monitoring and analysis only

Gives priority to data quality, recording of events and understanding them, less to proactive measures, less to policy issues.  TBFRA and annual statistics have extra resources, at the expense of other activities.

Option 2: Flexible, policy oriented

Gives priority to participation in policy dialogue, analysing policy options.  Addresses complex and sensitive issues if necessary, using objective analytical tools, notably a strengthened EFSOS.  Market analysis downgraded to release resources.

Option 3: Implementing SFM

Gives priority to helping countries implement results of dialogue on SFM, notably through the Joint Committee as well as workshops etc.  More analytical activities receive less resources.

Option 4:  Focus on CITs

All activities relevant to countries in transition, including policy and technical issues as well as monitoring the transition process itself (H3 mandate) are given priority at the expense of other parts of the programme.

Option 5: Market focus

The focus is on market analysis and the promotion of sustainable forest products markets, at the expense of forest operations and policy issues.

The “Infrastructure” items including both managing the programme (sessions of the Committee and the Commission etc,) as well as management and contributing to ECE-wide and FAO-wide efforts (e.g. SOFO) have been left roughly constant (except for study tours), as it is not realistic to expect to make economies in this area.

The objective of these quantified options is not, at this stage to take decisions as to the resources to be assigned to each activity but rather to help make meeting participants aware of the trade-offs involved in the choices and thus stimulate a realistic discussion of priorities

It should be noted that the table refers to a percentage of the time of regular budget staff (ECE and FAO) in Geneva, without consideration of travel and consultancy funds (which are in any case not very large), or possible loaned personnel (as was the case for TBFRA, for which Finland made an APO available for a year, which made an enormous difference to the secretariat’s ability to carry out this core project).  It includes both Professional and support staff time: this is necessary as some of the support staff, notably the statistician, constitute the major input in some work areas.  It is not possible to take into account in a quantified way input of resources by countries, although this is clearly vital in a number of areas.  Participants are requested to bear in mind when considering the options their possible implications for country resources and whether this input can be relied on.

Next steps

The extended bureaux meeting is seen as the second stage (the enquiry was the first) in a process of consultation and participation intended to achieve a high degree of understanding and consensus on the strategic directions for the integrated ECE/FAO programme of work.  The following stages are proposed, to lead up to formal adoption of a revised programme in October 2001:

· COFO side meeting (Rome, 15 March
): discusses results of extended bureaux meeting, develops options, briefs/consults a wider range of experts and countries

· Joint FAO/ECE/ILO Committee Steering Committee, (Lisbon, 1 April): is briefed on developments and invited to comment

· Regular bureaux meeting, (Geneva, 8-10 May): finalises proposals, agrees on strategic direction

· Joint FAO/ECE Working Party (Geneva, 16-18 May): is briefed on developments and invited to comment

· July: preparation of formal proposals for Timber Committee session: document drafted by secretariat, approved by bureaux.

· Timber Committee, (Geneva, 1-5 October): discusses and formally approves revised work programme (EFC bureau represents EFC members).

� The present formal mandates of the Timber Committee and the EFC are available in the meeting room


� For instance by negotiators at the climate change conference in The Hague.


� For instance including a complete job description for any proposed loan of experts, including tasks, qualifications, terms, time needed etc.





� This would be in addition to the existing arrangements for interns, notably of University of Helsinki graduate students for the market review every summer.


� 16.00, Mexico Room.





