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The assignment of ergquiririq into the departmental
operation as practiced in the State of Assam during the recent
past was accepted by me -on three, amongst others, agreed
assumptions. They were :

1) Necessary transport facilities will be made
available to me by the Government for visiting the different
work centres and offices of the Divisional Forest Officers
for study and varification of the records and conditions in the
field.

2) At least one Assistant in the rank of Assistant
Conservator of Forests or a senior experienced Forest Ranger
will be provided for helping in collection of date and scrutinising
the records. And

3) The department will extend full co-operation
in making the records awvailable as and when requested and

will extend all necessary help in conducting the study.

Unfortunately, these did not prove true and

the promised assistance never came forward. No assistant was

made available at any stage. The requirement of a vehicle,
except for the first two months or so had te be managed with
begged and borrowed ones or by availaing chences of other
officers of the department going on tour, whom I could accompany
by adjusting my programme accordingly. The want of a transport
put serious constraints in conducttng the enquiry as visits to
work centres had to be drastically reduced. The co~-operation
at divisional level was understandably lacking. Many of the
Divisional Officers failed to furnish basic information like what
was the quantum of timber operated and the expendiiure made
on different items of work, the quantity of timber now lying
at different depots waiting disposal, etc. even after requests
were made from the level of the Chief Conservator of Forests
and remindep! more than once. The authenticity of the figures
received from a few divisions, who cared to submit them was
doubtful - a point discussed in detail at relevant place in the
report. The enquiry, as such, had to be conducted within serious
limitations and the report that fellowed is based on the informa-
tion I could personally collect from the records and visits to
few of the more important work centres.




I will fail in my duty if I do not put in record
the help I received from the officers and the staff of the Chief
Conservator of Forests (G) office at Guwahati, the Conservator
of Forests posted at Jorhat and Kokrajhar without which it
would have been impossible for me to complete the “work. 1
have also received help and suggestions from varlous officers
both in service and since retired, at personal level - I record
my thanks and gratitude to them all.

I would also llke to mention here that the depart-
ment's working standard, specially so far as the maintenance
of records are concerned needs a drastic and immediate overhaul

and there is a lot of scope for improvement of the monitoring

system in the working of the department. .
/\/ s

Dated Guwahati, . L,:/
the 20th Sept.,'88. ( N. Goswami ).




The enquiry to which this report
relates is a sequel to the Recommendation
NO.17 of part V of the Report of the One
man enguiry Commission undexr the Chairman-
ship of shri s.D.Phene,I.A.,S5, submitted te
the Government of Assam on 24th April'i1987,

The recommendation ran as followess=

“Phe Departmental forest operations
were started for elemination of the malpr-
actices of the private contractors.Unfort-
unately there are many reports that Depar-
tmentalisation of operations has also de-
partmentalised these mal-practices,specia-
lly where the Departmental Operations and
regulatory organisations are headed by the

same persons. This may be examined in depth.®

This recommendation was accepted

by the Government and the undersigned was

appointed vide the Government (Forest Dep-

artment's) letter NO.FRS,188/87/6 dated 27,
2.1988 to "enquire into the Departmental
Operation of timbers and to suggest impr-
ovements and remedies as per recommendation
NQ,17 of the One Man Inquiry Committee,"The
initial term of appoinment was for a periai
of three months which was subsiquently ex-

tended by a further period of three months,




I took up the asignment with
effect f£from the forenoon of the 14th
March'1988 and as such,the term of the
asignment expires on 13.9,.,1988, The Geovt,
order did not contain any specific terms of
reference, as such, it was assumed that
the enquiry was to be of a general nature,
covering all aspects of Departmental Ope-
ration of timber, a fact which was confir-
med by the Secy,te the Govt,of Assam,Fore-
st Department, in an initial discussion
the undersigned had, prior to ﬁaking up

the asignment on 14.3.1988,

DEPARTMENTAL OPERATION 3 THE BACK GROUND
INFORMATION.

In the Forest Departments all

over the country, it is customary to harvest
forest produce in two different recognised
ways. The most wide spread practice used to
be the one‘generally termed as the contr-
actors' operation or operation through pur-
chasers® agencj. Under this system,the trees
required to be cut and removed are maked &

formed into coupes, which are then sold th-

rough competetive sales; through public au-

etions or by inviting tenders. The intending
buyers are expected to offer a price for the
entire produce of all the marked trees forming

the coupe« The buyers are expected to operate




the trees within some specified period and
remove the outturn from the forest area,
They are also required to clear all dues
prior te removal of the produce.,Because of
its inherent simplicity and because the
system demands minimum involvement of the
Department, financially or otherwise,in
actual operation of the trees, this system
enjoyed an universal preference not only

in Assam but also in the country as a

whole, Under this method of working, the

Departments' responsibility was limited
to the watch and ward duty of gurding
against removal of trees not included in
the sale and realisation of the offered
value of the coupe before produce is act-

ually removed,

The second method of timber opera-
tion,followed to a limited extent was,what
is tgrmed as "Departmental Operation" where
the department directly invests in fell-
ing, sectioning and transport of the resul=~
tant produce to sale or storage depots.The
disposal of the timber is then arranged as
' lobs’ through competitive sales.Departmental
Operations, though has gained a lot of att-
ention in the recent years, is defenitely
net a new concept introduced in Assam, or

to that effect, anywhere in the country.




T.JeCampbell in his "Brief History of the

Forest Department in Assam® (upto 1895-96)

mentioned under Para 1023

"Iwo methods are adopted for wor-
king Assam Forests : (a) Departmental Oper-
: ation anmd (b) Purchasers' operation. The
first is confined to reserved forest areas
or the collection of wood elsewhere, It is
almost exclusively restricted to felling
of large timber and stacking of the same
in timber depots, for convenience of traders,
the conversion into scantlings and Railway
materials have been undertaken at various
periods, but usually at a financial loss,
wﬁilst timber in the rough pays if the
market is at all buoyant, Generally these
operations are discouraged, as they occupy
>a-dispr0portionate amount of supérvision to
the return received." Earlier in the book
Campbell mentioned (Para 80) "Earliest opp-

ortunity was taken for commencing Depart-
mental Operations, but the results from
1870 - 71 to 1872 = 73 were a loss of
B, 2,839/~ the éxpendituré being 8s,5,727/=
and receipts Bs,2,933/-. This was due to the
working out of first class timber from Lake
himpur and Sibsagar® **x**+%, He mentioned
that the results of Departmental Operation
within the period from 1874 to 1895 - 96

resulted in a profit of B.1,37,516 and the




Goalpara figures for 7 years, after making

due allowances for contingencies showed
that Departmental work realised about 50%
more revenue per CFt, than obtained by se-
lling standing trees, He then goes into some
lengthy calculations, comments and explana-
tions and finally arrives at a figure of
1,22% as the net return on the capital inv-
ested in the Departmental Operations, His
remarks are®" #*** guch operations are not
sufficiently remunerative and only justifi-
able on the ground of either stimulating
trade in timber or husbanding the timber

required from the forests **saxn

Prior to the present phase of
complete departmentalisation of timber
eperation, timber to a limited extent was
always extracted by the Department in most
of the Divisions. These were mainly for the
extraction of trees damaged by wind and other
natural causes, trees felled by encroachers
and other illegal operatdérs and when some
specific small area was needed to be cleared
of trees for making the space available for
nurseries, building sites roads and extraction

paths.

Both these methods of Operating Forest
areas have their inherent merits and demerits.

The purchasers' operation system, as already




mentioned earlier, being siﬁple and calling
for no investment of men and money in actual
operation process, ensures complete dispo=-
sal of the trees, There is no fear of a part
of the outturn of the trees, for the opera-
tion of which the Department has made some
investments, remaining undisposed(or becoming
undisposable because of decay set in during
the period of operation) involving loss of
revenue, In the purchasers® operatibn. the
trees are sold in "as is where is" condition,
It is the purchasers' responsibility to find

out their worth before they offer their bids

for the coupes, But precisely, for this very

reason the buyers are always comtious and
conservative in offering their bids for st-
énding trees. There is always an area of
uncertainity about the quality of the timber
the trees will yield and the operational di-
£ficulties involved, The individual trees can
not be inspected by them and even if they do,
the outward look may often prove to be dece~
ptive, Buyers therefore, try to keep as

large a factor of safety as the competition
will permit in offering the bids for the
coupes, thereby adversely effecting the re=-
venue earnihgs of the Department.In the other
extreme, if the expected competition is too
highrthere is a tendency of offering specul-

ative bids which the buyer's fail to pay




later, on actual working of the coupes.All
types of pressure technics are resorted to;
political or otherwise, to get additional
trees allotted on the pretext of defective
ones found, loss etc, in the coupes purche-
ased; results, again a loss of revenue,Aga=
inst this, when the trees are operated by the
Department anéd the logs are graded to size,
species and quality, before they are offered
for sale in centralised depots, the factors
of uncertainity are redﬂied to the minimum
possible, the period of investment of capi-
tal by the contractors is considerably cut
down} therefore, produce gives much higher

returnse.

Other short commings of the purch-

adr's operation method are enumerated as.

followst=-

The contractofs aré guided by ' the
principle of higher profit margin'.They are
not interested in operating the produce not
likely to give proper return even if they
have paid for the trees. Coupés will always
contain some poorer quality trees, removai
of which is imperative on silvicultural
grounds or for improving the senitation of
the fbrests. Operation of such trees sometime

even give & negetive return to the buyer which
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acts a strong disincentive for their operatign:
The net result is a wastage of scarce resource

and adve:se effect on forsst sanitation.

2« Unscientific logging resulting
in higher felling demage, The purchaser of
the coupe is not concerned akout the damages
caused on the crop retained after trees marked
for removal, On the other hand,there is an
underlying tendency to damage a few unmarked
treesrin the pocess of felling the marked
ones, because the system allows him to get
the trees sc damaged on pavment of proporte
ionate value, except in the rare occasion
of some one taking the trouble of proving
that the damage caused was 'will-full and

aveidable!,

3. Exploitation of labourers

engageds- the labourers engaged in forest
operations usually belonging to underprevil-
edged classes living in and around the forest
areas having very little venues of employ-
ment available to them are often forced to
take up hazerdous works at unremunerative

wages by profit guided contractors.

4, Defaulting payments of instal-
ments qf'adversly effecting the Department's
eérning schedules, Unsuccessfull operation
by‘contractors resulting in irrecoverable

cutstanding dues,




5. Unscrupulous contractors in
colution with egually unscrupulous employees
of the Department operates trees not marked
for felling and take out the produce as outturn

of permitted trees.

Against all these and many other

shortcoming, the system has some recognised
merits tolkeep in use for a century in Indian
forestry. The details of the operational sys=
tem is wellknown to the operators as well as
the emplovees of the Department at all level,
Many checks got built in the system against
the known defects through the years Qf ope=-
ration, Seperate officials are employea for
gseperate items of work - tree marking, pie-
cemarking of logs, sale marking of the final
outturn, coupe inspection etc,,thereby making
it possible to detect commission or cmmission
of any act, intentionally or otherwise.bs one
man, by another, The contractor is agreement
bound for all his actions and liable to be
held responsible for any illegality detected
within the area of his operation, The rules
provide that the area of operation is to be
properly inspected by a responsible officer
of the Depurtment at the end of the working

period,

Yhe National Commission of Agri-
culture, in its report published in 1976,
included a recommendation to do away with

the intermediaries in forest operations.




The recommendation was aparently based on

the assumption that the country's forest
areas were degraded and runied by illegal
operation by the middleman contracters in
the guise of legal and authorised working
of the same. This recommendation was appro-
ved by the Central Board of Forestry and
accepted by the Central Government,Directi-
ves were issued to all states accordingly.
This subject was discussed in various natio-
nal forums and letters from the highest level
in the centre were received by the States

to expedite complete departmentalisation of
all forest operations. Prior to Assam's inte-
roduction of Departmental Operation, several
States of the country had already switched
over to Departmental Operation either under
direct departmental supervision or through
Forest Development Corporations specially

established for this purpose,

A meeting of all the senior forest
officers of the State was called at Dispur
on 17th and 18th Aug'1978 to discuss about
introduction of Departmental Operation as
one of the agenda items, This was addressed
by the Chief Minister, the Minister, Forests,
and senior officials of the Government, A
decision was taken in the meeting to introduce

Departmental Operation in Kachugaon Division
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from that year itself. Necessary fund was
earmarked and work was started from the fag
end of the financial year. By the next year,
about 60% of the expected outturn of the Ka-
chugaon Division was extracted departmentally.
The works were managed by meeting the need

of additional manpower by borrowing few sup=-
ervisory staff from other Divisions. The work
was taken up mainly on a trial basis. The
results of the coperation showed that the
department's net earnings(after the cost of
operation was duly accounted for) increased
by 215% of the otherwise expected amount, i.e.
if the older fystem of operation through the
purchasers' agency was continued,Justifiably
encouraged by the results, the department
proposed introduction of the system in the
other two Goalpara North Bank Divisions,i.e.
Haltugaon and Phubri Divisions, from 19éo~81

with an envisaged outlay of B,55.80 lakhs,

The Dubhasi Committee Recommendationst-

A Central Task Force on Agricultural
Economy of Assam was appointed by the Union
Ministry of Agriculture(Forests at the relevant
time was a part of Agriculture Ministry) at
the instance of the Prime Minister.,The Task
force was under the Chairmanship gf Shri P.R,
Dubhasi ,Addl.Secy.to the Govt.of India in

the Ministry of Agriculture and had a mal-

tideciplinary composition. The Task force




visited Assam from 19th to 27th March'80,

besides visiting various places in the
State, had several rounds of discussions
with the senior officials of the State,The
Taskforce submitted its recommendations
immediately there after, During its visit,
the,_’I‘askvforce had found that the Forest
Department then possessed 9 Assistant Con-
servators of Forests, 21 Forest Rangers and
38 Foresters who were trained in various
Logging trainihg centres run by the Govt.of
India, The departments proposal for departe
mentalisation of timber operation in the two
divisions of Haltugaon and Dhubri was awaite
ing sanction for want of necessary financial
resources.The state's potential for introdu-
ction of departmental operation was duly
recognised by the Task force and on its
recommendations, the additional allocation
Of R.56.00 lakhs was made available within
1980 - 81, The Task force alsoc recommended
complete departmentalisation of timber obe-
ration in the entire State in a phased ma-
nner under a time bound schedule. By 1982-83
all the plains forest divisions of the State

were brought under this system of operation,

The Works as Initially Planneds

When the work was first started

in the Kachugaon Division with subsequent
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expansion of the programme to include the
Haltugaon and the Dhubri forests divisions,
every aspect of the operation was duly con-
sidered and detailed procedure was laid down,
not only the duties of the departmental staff
at various level and their responsibilities
were spelt out, the payment and accounting
proceedure to be followed and the wvarious
records and returns to be maintained etc. w
were also duly prescribed, A geminar was
organised at Kachugaon where most of the
senior forest officers pulled their knowledge
and experience to standardise the forms and
registers to be maintained in connection with

the Departmental Operation,

Forest Department is one of the

oldest (if not THE oldest) organised depart-

ment of the country, manned exclussively by
well trained personnel at all executive level,
The department was proud of its tradition,
its well documented working systems and pro-
ceedures. The Forest Manuals and the forest
department codes are comprehensive enough teo
include rules and proceedures of all forest
operations, activities and working. As such
devising forms and registers to be maintained
in connection with total departmentalisation
of timber operations, at best involved minor

modification of some relevent forms to suit
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changed circumstances and new policy
directives, The detailed procedure laid down
in the initial planning of departmental ope=
ration in Kachugaon Division therefore, was
only a re-enunciation of what was already
provided,The Kachugaon Division envisaged
the following "Duty distribution" at differ=-

ent levels.
1.At Divisional Forest Officers level.

i1i.To decide the areas of operation
based on the working plan prescriptions =
fixing the time schedule and seguance of ac-

tivities and monitor progress of works,

ii.,Arrange disposal by organising

timely sales, arranging supply orders{eg.Ra-

ilway supplyl.

jii.Expenditure control and reali=-

sation of revenue.

iv.0ver all planning of the works,
and maintaining coordination of works of
different work units,take appropriate action

for removal of constraint if faced,
2, At Assistant Conservator's level(Attached).

The Asstt.Conssrvator of Forests
attached to divisional office will assist

_the D.F.0. in all the above mentioned works
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besides timely and regular supervision/
inspection of all field operations inclue~
ding check measurements of some percent of
the logs operated and varification of reco-
rds in the field tc ensure their correct

maintenance,
3, At Range Officer(Logging Range) Level,

i.Preparation of plan of action
for each coupe to be operated - arrange
labourers, equipments and stores, camping
gears including water supply arrangements

before actual starting of the works,

ii.Arrange proper supervision of
working - ensure sectioning of the trees to
the optimum lengths for obtaining the best
price. For this purpose, -the Range Officer
was expected to conduct market study and
collect information from the regular timber

traders,

iii.Arrange for getting the logs

piece marked by regular and timely requision

of piece marking officers from the territor-

ial Range concerned,

iv.To ensure issue of weekly work
measurement slips to labourers and transport

contractors engaged in the field and arrange




for reqular and timely payments strictiy>

on the basis of the work measurement slips
only. All bulk payments, €.g. On road tra=
nsport bills etc., were to be paid from the
divisional office against bills prepared in
prescribed forms, duly certified by the Ran-
ge Officer and supported by work measurement
slips and the receipted copy of the extra-
‘etion challan duly signed by the Depot

Qfficer,

The Depot Officer was to maintain
a register in a prescribed format to keep
record of receipt and disposal of all logs

entering the depot,

The Depot 0fficer was required to
submit a monthly/fortnightly progress report
of receipt and disposal of logs in the depot
in duplicate to the range office, a copy of
which was to be forwarded by the Range O0ff-

icer to the D.,F.0,

A fortnightly progress report on
the Departmental Timber Operation was also
prescribed to be submitted by the R.0, to
the D.F.0, This report was to be prepared

coupe-wise,

The work of departmental working
of the forests was initiated with this fra-

mework and the basic reagon why the operation
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in the initial period was very successful,
which in turn prompted the department to
its introduction in other divisions was
because the rules were scrupulously foll-
owed at all levels, all records properly ma-
intained and all checks properly exefreised,
It is however, to be placed in record that
dedication of officers at divisional level
and their personal‘invol§ement to make the
venture a success,contributed significantly

towards its success,

The ultimate success of Departmen-
tal Operation depend not on felling,logging
and transport of the logs to the sale depet,
but on ultimate disposal.of the logs before
they deteriorate, at a price which yields a
higher revenue than otherwise obtainable,
The initial plan of operation ensured guick
and timely disposal of the outturn of the
coupes by holding monthly sales either by
open auction or under tender system, The

materials that arrive at the sale depot

within the month and any material that may

be lying unsold in previous sale(s) could
be put up for sale in the monthly sales. Th=
is was the practice followed by the Kachugaon
Pivision as well is the two other éoalprra
Divisions and as a result very little unsold

mate:ial remained.The fact that the bulk of




the produce of Goalpara forests is of dura-
ble quality (mainly Sal) with a long self-life
B;igy gg\éigébsal of such material,within re=
asonable period of time does not adversely
effect the price regimen ~ it may, in some
cases, give a positive effect due to price
escalation in the timber market. Whatever li-
ttle non-durable timber came out of the fo-
rests of these divisions had also more or
less earmarked consumers like WIMCO for the
match wood and the plywood mill at Dhubri

for the plywood material.Kachugaon's success
is also partially attributable to the exise
ting infrastructural set up of the division
the transport network available inclusive o
their Tramway system and the sawmill,which
could convert the unsold logs to salable
produce in the form of railwéy sleepers and

scantlings; apart from the easy workability

of the forests compared to those in the

Upper Assam areas,

The Extended Operations

By 1982 - 83, when Departmental
Operation was extended to the evergreen for-
ests of Upper Assam,the fact that the cone
ditions there were drastically different,does
not appear to have been taken inteo due con-

sideration. The workability of the Upper Assam




forests, the end use of the material to

be extracted, their quality,durability

and expected sghelf-life and above all the
Government's commitment to make nearly 90%
of the expected outturn of plywood species
from these forests available to the existing
and mashrooming plywooed and venser mills,at
subsidised price make the situation enti-
rely different from those prevailing in

the basically sSal forests of Goalpara.The
then Chief Conservator of Forests in propo=-
sing to extend departmental operation to
the Upper Assam forests wrote (Corresponds
ance in file NO,FA,.39/81-82/T.0C. - C.C.F's

office File,) that instead of buying the

plywood logs from the cohtractors working

in the Upper Assam forests and then supply-
ing them to the Millers, the forests will

be operated directly by the Department,

The budget provision available fer ﬁurchasing
the logs will cover the cost of operation
not only of the plywood logs but the @ntire
prescribed yield from the forests, It appw
ears that at that time the departmwent was
concerned only asbout the fund requirement
for the operation of the forests but a
basic difference saught to be brought in and
the possible effect there of, does not

seem to have been taken into account, In

the then prevailing system only the selected
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logs were bought from the working cén—bl
tractors as per terms of agreements which
made it obligatory for them to supply a
specified quantity of plywood logs at
prefixed prices,and the entire guantity

8o procured was given over to the millers.
There wés no question of part of the

thus procured quantity of timber remaining
with the Department as unsold materiai.

The logs which are not selected by the
department for procurement against the
plywood guota remains the property of the
coupe holder who had already paid for them
as the coupe value.Non-procurement of a

a part of the cutturn from a coupe against
plywood quota does not entail any loss

to the Government.,But under the changed ci-
rcumstances when the forests are operated’
by the Department by investing Govt.fund,
there is a envestment on each log opera=
ted,apart from their intrinsic value as Go=
vernment property.Wwhen the cream of the pr=-
oduce is selected as plywood logs to be
~supplied at a subsidised price what is
left with the Department is only the much
of inferior quality timber of quickly de=
teriorating species with poor marketability.

The cost of extraction of the left over

logs added to the royalty at rates of
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comparable class of timber from the uncla-
ssed sState Forests,(which is the basis at
which the sale prices of the logs are
fixed) makes their price too high compared
to the rate at which good guality timber
is made available by the Government,This

appears to be the main reason why a large

quantity of logs are lying undisposed and

rotting in the depots all over the Upper

Assam,

REVENUE AND FORESTS

Forests' contribution to the
States' exchequer is toe welknown to
need repeatition.Forests has always been
accepted as a primary source of revenue
from the time Government took interest
in its mapagement in India in the mid-
last century.Conservation was never
given the due importance it deserved.The
efficiency of a forest manager was jude
ged not on how well he has been able to
protect sustain and enhance the biological
and environmental value of forests,but on
what revenue he has been able to collect,
On one hand there is a growing concern
all over the country about the steady
dépﬁetion of forest resources,on the
other hafd forests are managed only as a
source of revenue and environmental aspe-

cts are sacrified in favour of earning
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revenue, The havoc wrought by this revenue
oriented forest management practice has ne=
ver been congidered at any stage, Even in
the instant case, the criterian of incre~
asing the revenue seens to be the guiding
fector in taking up Departmental Operation,
At no stage, in any of the propesals the
fact that Departmental Operation will re-
sult in better protection and more efficient
managenent of the forests of the state was
high lighted; and in the execution stage the
need for conservation was given tg‘go by in
favour of fulfilling imaginery revenue ta=-
rgets fixed without congidering what the
forests can prodﬁce without causing irre=~
versible deterioration of the growing st-
ock, The working plan prescriptions both

in terms of yield to be taken out and ar-
eas to be operated were completely ignored

in many cases.

THE SYSTEM AS FOLLOWED3:

A study of the records available
in the Chief Conservator of Forests(@)
office and few of the major Divisions wh=

ich could be visited, showed the followings

After the Gevernment approved

departmentalisation of timber operation

and necessary provision of fund was
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received, the Chief Conservator of Forests
takes up a detail exercise of finalising
the work plan for the different Divisions.
The expenditure required was met both from
the Non-Plan and Plan budgets.The revenue
expenditure reguired to be made in actual
operation of the trees in most of the
Divisions was met from the Normal(Non-Plan)
sector while the cost of infrastructure de=
velopment, €.,g. cost of additional staff,
vehicles, heavy equipments buildings and
roads, establishment or expansion of saw
mills as well as the operatiocnal cost of

a few smaller Divisions were met from the
plan allocations,The Chief Conservator of
Forests is competant to sanction revenue
expenditure under noneplan budget without
limit, subject however to the avajilability
of required provision in the sanctioned
budget of the ‘year under the relevent

head of account.8pecific sanctions were
obtained from the Government for expende
itures chargeable to plan as well as the
capital component ©of the non=plan expen=
ditures.The detailed work plan as app=-

roved by the Chief Conservater of Fore=

sts included the quantity of timber and

firewood to be extracted and the itemwise
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cost of each operation involved.It has beéhp

noticed the quantity allowed to be opera=
ted as indicated in the approved schemes,
had been somewhat on the conservative side
compared to the allowable maximum yield
prescribed by the respective working plans.
The basis on which the quantum of timber
to be Departmentally operated was arrived
at and why a lower yield was allowed to be
operated could not be agcertained,Discuss~
jons with different officers of the Depart=
ment seem to indicate that the then CeCul o
arrived at the figures after considering
the facts that (a) nearly 10% of the forest
area is under encroachment,where the gro=-
wing stock has been badly depletedy (b)
there has been cosiderable amount of ille-
gal fellings all over the State resulting
in a steady but oftenm unaccounted for
depletion of the growing stocksrand (c)

some of the working plans seemed to have
over estimated the growing stock as reve=
aled suosequently when coupes marked
covering the prescribed areas repeatedly
failed to produce the estimated yield,
shri A.H.Choudhury,presently CoF « sHeadgue
arter,mentioned in course of discussion
that,while he was holding charge of the

Digbei Division,he found that the areas




prescribed for operation consgistently fai=
led to produce the prescribed yield year af=
ter year. This fact was reported to the
Circle Conservator, who after due verifica-
tion of records and in the field ordered a
15% reduction of the prescribed yield,.This
was communicated to the D,F,0, by a formal
letter and the fact was also recorded in
the ofifice inspection register,{Unfortuna=-
tely neither of the records could be traced
in the Digboi Division®s office). The Wore
king Plan of the Digboi Divigion's prescr-
ibed. the following yvieldst~-

Plantation working Circle 6300 cu.m,
Regeneration * e 46400 cu,m,

Total prescribed yielad 53300 cu,m,

A 15 percenti reduction will make the pres-

cribed total yield stané at 45,300 Mo,The

Digboi Division's wWorking Plan dees not
count species Other than Heollong and Mekai
towards yileld,Against this back ground,

the C,C.F, approved working of 40,000 Cu.M,
of wood inclussive of species other than
Hollong and Mekai in approving the programme
of Departmental Operation and allotting

fund for the same,The Chief Conservator of
wasg very mich aware of the Government's

commitment to make raw material to the
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plywood industry available, As such.c.c.f'sr'

fixing the farget at 40,000 M3

perhaps only
indicate that, that was the quantity}he
felt, that can be safely taken out of

the forests, whatever be the reason of
reduction (or increase) of the yileld from
the working plan prescriptions, the fact
remains that the guantity shown in the let~
ters sanctioning Departmental Operation

is the guantity authorised to be removed
and variation amounts to a deviation from
sanction, While a negetive deviation may be
explained as trees being not silvicule
turally available or may reflect as an
inefficient execution of the scheme,a
positive deviation can not be so easily
explained.,A very minor deviation can be
because of difference between the estima-
ted volume of trees marked for felling and
the actual outturn there from,which is
usually higher.But when the deviations
hich and when the estimated volume of
trees marked itself is in excess of the
volume approved for extraction,there is

no explanation except that the action was
intenticonal.Extraction in excess of the
authorised guantity amounts to unregulated
and also UNAUTHORISED felling and any one

doing so irrespective of his being a forest




officer or not is guilty of an offence
under the forest act, A forest officer
involved in unauthorised felling is more

so because his duty is to protect the tree=
s from being illegally felled and not

perpetuate illegal felling.

A serous attenpt was made to
collect the information from all Divisions
about the results of the Departmental Ope-
ration done upto 1984«85, A guestionnaire
was prepared and circulated to the Divigions
with a letter of request from the Chief Co-
nservator of Ferests for furnishing the
reports, Repeated reminders from the CCF's
level, my personal contact with the circle
Conservators of Forests and a nuxber of Die-
visional Forest Officer failed to get the

informations saught, The authenticity of

the figures supplied by a few of the Divie

sions can not be taken for granted as they
do net stand scrutiny add in many cases

do not bear reslation with the figures fur=-
nished earlier from time to time in diffs-
erent connections toc the C.C.F, It is stre
ange that Divisions can not even furnish
basic information like quantity of timber
extracted,quantity disposed,expenditure

incurred in different operations,revenue
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realised etc, even years after completian‘
of the operation,.,This only shows hOow uncon=
trolled and illmanaged(if not unmanaged)
the entire operation had been., For example,
the Digboi Division earlier reported the
quantity of timber operated Departmentally
during 1984-85 as 56,009,8 Cu.M, (BFO's NO.
G.37(a)/1059=60 dated 8,9,85).The report now
received in reply to the guestionnaire cir-
culated contains three different figures

as the quantity operated during the same
perliod; they ares=

i. Volume of trees felled and sectioned

(at page 5 Results of operation 3 acte
wals s item NO.(e) ) = 72,653 M°

ii.Quantity Departmentally
Operatedsin column 8 of
Form 1B of the questio-

nnaire. = 60,799.4 M°

iii.Actual quantity operated
during the yearsin Col,I
in form 2(A.Physical)of

the same questionnare = 61,503.3 M

The information respect to Dibrugarh
Division for the same period (84-85) are as
follows: Quantitf,operated as reported by
the Circle Conservator {(vide FG,50/6/D0T/

Genl/EAC dtd,31.7.85) = 11,116.7 M .As re-

ported by the DFO(Vide Gc./1/85/1101-02 A

dated 29.9.85 = 13,365.3 M> Information

as furnished in reply to the guestionnair




at page 1 item NO,3 10,544.8 H:

at page 6 item NO,(e) 10,457.9 M
in form 1B of the Ques. 9,581.8 M
in form 1A  =do=- 10,710.6

Attempts were made to reconcile the

figures without any positive effect.The only.
explanation put forwarded was that the fi-
gures were based on the information coll-
ected from the Ranges and thére is nothing
in the Divisional offices to varify them
with] Three years after the close of the
operation year the Department ¢an not say
what was the guantity of timber operated
out of the forests and how much of it is
still lying undisposed is some thing unima-
ginable.Digboi and Dibrugarh are not lone
examples,others are equally bad when we
come to the year 198485, Kamrup (East)
never submitted any repert earlier to

CCF even after repeated reminders - and
the present D.F.0. expressed his helple=-
ssness not being able to get any informa-

tion in this respects

For want of anything better;
have taken the figures available in ihe
CCF's office as the basis for this study.
The results of the two years operation
i.e, 1983 - 84 and 1984 -~ 85 are shown

in the Statementss:
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Name of Division Quantity of timber-deparﬁmeﬁtﬁl Bp:n.

1983-84 198485

Approved |Actual ‘Approvéd 'Actualr

Dhubri 18000 14700 20000 4848
7152

Haltugaon 12000 12285 12000 13287
Kachugaon 23000 16495 15000 18928
Nagaon 10000 15598 15000 15566

Lakhimpur 3000 3222 1000 1737
+626

RKamrup(East) 6000 N.A, 7000 N.A,
Kamrup(gBest) 7000 12080 15092 18116
Karimganj 1400 1400 3000 2203
Silchar 1000 748 3000 1506
Digboi , 40000 44582 40000 56010
Dibrugarh 8000 14877 10000 13365
Peoom Dooma 10000 10640 5000 7367

Darrang{west) 15000 15633 15000 12345
Darrang(Bast) 10000 9200 7000 4535
North Kamrup 12000 15148 12000 10344
Ale valley 5000 3915 5000 1898

Golaghat 3000 4657 3000 820
+4075

Sibsagar 5000 6034 7000 5534
Goalpara 2000 2501 3000 3201

N.B., Figures with * are as reported by
D,F .0, now. + figures relate to
seized timber.,




The statement in the prepage
will show that there had been consider=-
able deviation between what was approve=
ed for operation and what guantity had
actually been operated, The Divisions
like Haltugaon,Kachugaon,Kamrup West,
Digboi,bDibrugarh,Doom Dooma as per re=
cords, extracted far in excess of the
approved gquantity.,The excess extraction
becomes even more serious when it is
deleberately done by a Division in
violation of rules and proceedures and
when senior officers in the ranks of
C.Fs and C,CFe fail to take notice
even after the matter was brought to

their knowledge,

During 1983-84,8ibsagar Divi=-

sion was alloted fund for operating

3

5000 M~ of timber., At the end of the

year the DFO wrote to his Circle Con=-
servator that the rates sanctioned by
the CCF for his Division were inadeque

ate, He had alsg increased the operate=

3

ion to 6000 M” instead of the approved

3

quantity of 5000 M™ hence he is need of

additional fund,

Dibrugarh Division was allowed
3

to operate 8000 M

only against his ap-

3

roposal of 11000 M~ and he was informed




accordingly vide CCF's NO GFA039/83684/ e

T,0, dated 6.6,83 ~ 1.e, well in tipme
before the yeérs operation was started,
But in EFebruary 1984 the DFO came up with
a proposal for additional fund on the
ground that he has operated 10411.7M3

and further operation was in progress.
He had till then already spent about
40,00 lakhs against he allotment of

29,55 lakhs = his requirement for the
badlance operation during the year is

8,00 lakhs more,

The North Kamrup Divisdon
was allowed to operate 12000 M of
timber and 3000 st.M> of firewood but
in February he reported that his anti-
cipated volume of operation will be

3 3

21500 M™ timber and 12000 st.M” fire=

woOd,

The Conservator of Forests,Ea =
stern Assam wrote to CCF for additional
allocation stating that unless more
fellings are done plywood supply to
the mills will be badly effected and
he will not be ablie.to collect the

revenue allotted to his Circle.

Some of the irregularities
were pointed out by the office but the

only tengible regult was additional
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allocation of R.56.00 lakhs to CF(EAC)

and Bs,5,00 lakhs to CF(NAC). No ques=
tions were asked about the irregulari=
ties | But a caution given to CFs"see
that your Circle's allotment of reve-
nue is fully met®™ In the process of
meeting the revenue targets, if the
forests are depleted it was no one's

concern |

The D.F.0.,Digheoi was given an
allocation of Rs,116,00 lakhs for Depa=
rtmental Operation of 40,000 M3 of ti-
mber during 1984-85,vide CCF's NO,FA|]
39/84-85/T0 dated 3,5,1984,The itemwise

break up of cost was as followsti=

a)Felling,logging sectloning

b)Dragging from stumpsite to

roadsﬁde depots & Rs,140/=

per M” 40,000 M3 56.00 lakhs,
¢c)Transport to storage depot

by trucks @ BRs,120/« per M
40,000 M 48,00 lakhs,

Total : 116,00 lakhs.

The DJF.0.,Digboi, on 1,385 v
vide this letter NO.,G.37/A/7377~78 add~
ressed to the C.F.{(EAC) with a copy
endorsed to the CCF.repérted that he
had already made an expenditure of
B.149.76 lakhs upto the end of February
1985 against the allocation of Rs. 116,00

lakhs received by himy; and had already
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operated out 53,723.6 M of Plywood timber

(against 40,000 M of Plywood and non
plywood timber allowed by the sanction)
He wanted an additional allocation of
Bs¢75, 00 lakhs for extraction of further
guantity of 12,000 M3 of plywood timber
{in addition to the guantity already
extracted) and for making payments for
works already done(for which no allo=
cation was made) amounting to Bs,37,00
lakhs., The Division ended up the year
with an excess expenditure of B.67.03
lakhs and what was the actual guantity
pf timber operated during the year is £
still uncertain as indicated I earls
ier., The only action at CCF's level
that appeared to have been taken was

to submit a supplimptary proposal to
the Government for saction of an amount
of R.6,00 lakhs for operating 2000 M3
of plywood timber (CCPF's NO,FD/C/VI-P/
70/*4-85 dated 28,3.85),The expenditur e

to be met from Plan savings,

Strange facts were revealed
while trying to £ind out the actusl
gquantity of timbef operated and dise
pesed during the year 84«85, by cone
gulting the recoxds at the base levels

of ranges and depots.Scrutiny ef the




records and enquiries made from some
of the field level subordinates of the
department gave the impression that the
Departmental Operation by 84-85 was
working with a pinpointed single aim

of pleasing the millers and other allo-
ttees of timber by making the logs
available as quickly as possible, In
the haste for pleasing them, the depar-
tmental norms and laid-down proceedures
were completely ignored and given a goby
The expiry of the timber year on 31.10
necessargly makes all allotment orders
to lapse on the 31st Oct. following

the date of allotment order.Any guan-
tity not physically delivered(and

paid for) within the expiry date

gets lapsed needing a renewal order
from the competant authority (Govt.

in this case) Besides the delay and
fficulties invelved in getting once
lapsed orders renewed,such renewel
often entails higher rates to be

paid, The allottees interest, for

getting the timber or atleast as

much of the same as possible within
the period of wvalidity of the order

i{s understandable,but the extent to




which the officers of the departrment

went to help the allottees can be seen

from the feollowing example,

During the timber year 1983-84
{ending 31st Oct'84,financial year 84-85)
some plywood millers obtained allotment
orders for plyweod logs from the coupes
operated under Saraipung Range under the
Pigbei Division. The outturn of the
coupes marked and operated could not
meet the requirement of the allottees.,
Instead of intimating the fact to the
DFO, the Range Officer got two addit-
ional coé%s marked in the UDR(WB)/142
as coupe Nos,.7/142 and 8/142 of 1983-84
with 70 and 30 trees respectively.,All
the marke® trees, except one 'Dhunal’,
were Hollong.whether the marking of
these two additional coupes were with
the approval or orders from the DFO or
not could not be agscertained from the
Range office recerds,The coupes were
m&rked by one Shri Maneswar Chelleng,
Forester-l1 of Kathalguri Beat of Sar-
aipung Range,The tree Marking Field
book NO,817 said to have been used for
these coupes in missing from the Range
Officer.(A fact recorded by D.F,0. in

the recent inspection report of the
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range). As such it was not possible

to find the actual date on which the
marking was recorded, but the weekly
diary of the Forester concerned for the
relevent period showed that the coupes
were marked on 25th and 26th Qct'84.The
felling and gectioning of 100 trecs of
the 2 coupes, were supposed to have
been completed by 30th Oct'84, making
it possible for the same Forester to
piece mark the logs on 27 and 28 Oct.
in coupe NO,7 and on 29th and 30th Oct
in Coupe NO.8, The tree marking field
RecokK N6 217 and Ko loeg mawvkcagfield
Book NO,366 used for recerding meagu-
rements of logs of these two coupes
were issued from the Divisional Office
to the Range on 31,10,84 and the Range
Officer issued them to the Forester
concerned on 1st and 2nd Nov.respecti-
vely as seen from the entries in the
Pass Permit register of the Saraipung

Range,

Outturn of these two coupes

finds place in P.I, Notes numbers 70-

71/107 dated 23,10.84 and subsecquentiy

ones issued within the month of Oct'84.
All the P,I.Notes were signed by Sri C.K,
Gogoli,the then Range Officer,Saraipung

Range,




-l .

Bills were ralsed againét_ﬁhe
above P.I.Notes within Oct'84 and twe
such bills Nos,SP/NS8/89 and SP/N5/90
both dated 23,10.84 were actually paid
by the allottee concerned vide T.C.Nosz

1983 to 1986 dated 29/30 10.84,

The flrst log f£rom these two
coupeg came to the depot only on 21.12.
84 as indicated at page 2053 of the de=
pot register of the Kathalguri depot.
A check of the Saralpung Logging Range

Cash Book showed that, payments in res-

pect of the operation of coupe Nes,7 and

8/142>were done ag follows:=

'1.Eelling & gectioning costsi-
Coupe NO.7/142/ vide Cr,item NO.16 of 24.1.85
Coupe N0.8/142 vide " 10.0f 16,2.85,
2.Dragging Chargess
Coupe NO,7/142 vide Cr.item 23 dt.26.2.85
Coupe NO.,8/142 " 13 dt,.16.,3.85

The points of interest here are:

a) Maggng of trees and logs were
recorded on dates prior to the dates
of receipt of the field books from the

Divisional office.

b) P,1, Notes were prepared sh-
owing the outturn of coupes before the
coupes were even marked - when they

are supposed to be records of joint




passing of logs at the central depots,

The passing officer could anti-
cipate the exact sizes of logs that
trees yet to be marked were going to

produce,

c) Both tree marking and piece
marking of the logs were done by the
same forester within the same weeck,The
fact is recorded by the Forester in

his weekly diary,

d) Bills were raised on imaginary
guantities supposed to have been jointly
passed with the allottee and the allottee
accepts them and makes payment and waits
for months together to lift the logs

allowing them to get dfried up,

This again is not a solitary
pshere

instance e£‘advance P,.I. Notes' were

prepared to ‘'catch the dead line'’ There

are many such cases were logs included

in P,I.Notes dated last week of Oct.have
arrived the depots even 5 to 7 mon;hs
after the date of passing, as recordea
in the depot registers.Interestingly,
such logs go out of the depots on the
gvery day they arrive the depots.This

makes one wonder,whether the logs at




all came to the depots or it was shown
as such to legelise the "extraction che
darges” booked in the accounts as cost

of Departmental Operation,There are
reports that the plywood passing of logs
used to be done at the same time asg log
measurements and the allottes themgelvés
were expected to arrange their transport,
which is perhaps true as revealed by the
circumstancial evidence but there is no

way to prove or disprove tt now.

& check on the results of op=-

eration of coupe ¥D,3/I111/24 of Sarai-

pung showed the follewing:-

Total number of trees marked 100
No.of logs piece marked 888

NO,0f logs dragged to forest
depot : 886

Volume of piece marked logs 799,14 M3

Volume of logs dragged to 3
Forest Depot 794.74 M

Number of logs transported to
storage depot 883

Volume of 30w 794,60 M>
Number of logs dispeosed : Records in the
Depot llegister
incomplete.,
The timber register of the
concerned coupe shows 12 logs as un=

disposed as there is no remark of dis-

posal against those logs.Assuming that
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the records as found are authentic = a
fact which is doubtful,the guestions

the
that naturally come to/mind aresg=-

1) Why two of the piece marked
logs (Volume 4.4 MB) were left in the

forests unextracted 7

2) Why three of the logs drage
ged to road side depot were left untre
ansported to depot - was the volume of

3 as indice

those three logs only 0.1 M
ated by the recorded volume of 886 and

883 logs seem to indicate 7

3) what happened to the 12 lo=-

gs remaining undisposed in the depot ?

Leaving of the 2 logs in the
forests and 3 more in the roadsides
depot after they have been piece marked
and recorded in the field books and the
timber register of thé coupe amounts to
virtual writting off of their values

> : :
and the cost incurred in their operation.

This is the nature of situations
noticed in checking the results of coupes
operations where some records are |
available but the records relating

to later part of 1984-85 are maintained

in such poor condition that checking is
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next to impossible. The depot registems,

which are expected to show the day to
day arrival and dispesal of logs to the
depot, were more or lass discontinued

5

by 198485, or where they were maintai-
ned, the important columns .0« dates
of arrival and disposal, sources

where logs were received,

k Extraction Challans or Transit Pagses
under cover of which logs came in or
want out etc. Maintenance and submiss=
ion of timber returns (F.D.Forms NO.1,
2,3 etc,) as prescribed by the forest
manual were ﬁisccntimuad,making b
impossible to know the stock position of
various forest precucts ~ inclussive df
departmentally operated timber These are
supporting documents to momthly cash
accounts and the D,F,0s8 do not seem to
have any authority to digcontinue ihem,
But no questions appear to have been
asked about this from any level . Atte
empts are now being made to reconstruét
the forms from the time they were dige
continmied « but their correctness will
always remain doubtful as the regquired
basic information like extractiocn cha-

1land ‘themgelves are rot there,




In the Kakopathar Range of
the Doom Dooma Division, a Central
Depot was established very near the
area of oparation within the same
Regerve Foregt.,As no transport out si-
de the Reserve Forest wag involved exte
raction challans were not issued at
all ., The depot register was also not

properly maintained, It is now impow

ssible to check the stock of that dep=

ot, neither can the entries in the depot
register be varified as there is no=
thing to varify them with,The Kakopaw=
thar Range records showed that during
19684-85 a number of small coupes with
10 Hollong trees each were marked as
"Defective trees coupe® What the term
“Defective® included could not be asce-
rtained, The present Range Offjicer too
could not give a convincing explanation.
But,the timber registers of the coupe$
showed that practically the éntire
outturn of the so=~called dafective
treeg coupes went as plywood logss.If
the oukturn of the trees satisfy the
specification of plywood timber,the
basis on which the treesg themselves

were classified ags "defective™ ones,
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calls for a more convincing explanaticn,

and it makes one wonder if it was not
a convenient way of removing some gele-
cted trees which otherwise were sxlvia

culturally not available.

It was noticed that in the jo=-
int passing of plywood logs.,there is a
system of giving allowance on length/
cr girth or both length and girth for
making marginally below specification
Plywced logs acceptable tc the industry.
This system seems to be 2 legacy from
the days when the
procured from the plywood
ders and then supplied to
to meet the Covernment's commitment
te make raw material available at
cencessional prices.At that time logs
uged to be bought from the coupe holders
on payments for the disconted volume and
the same volume was pald for by the
industry, 2s such there wag ne loss
volved in the trangaction.The coupe
olders w  have 2 reaCy paid the
Government ion of the logs as
purchase prics of the coupes.But when
the logs are supplied to the industiry

from the Departmentally operated




timber,the situation is nolonger same.
Logs are government property,and there
is a CGovernment revenue due on them
till they are disposed and price rea=
lised,As such if the price is realised
on a reduced volume, it amounts to wr=
iting off of a part of the walue resul=
ting in loss of revenue.More eover the
investment made on the operation of the
logs,which is charged on per unit volume

basis also partly remains unrecovered,

It has been noticed that prace-
tically every P.,I. Note issued in the
Pigbol,bDoomdooma and Dibrugarh Divisi-
ons contains 10 to 15% logs where all-
owances from 10 to 50 ¢m in length and
10 to 30 e¢m in girth has been made.An
allowance in length does not effect
the volume as much as an allowance by
the same guantum on girth does,A sta-
tement given in the next page will show
that a 10 ocm allowance on a 3 M, long

log will reduce its volume only by

3.3% but a 10 cm allowance in girth

results in effective reduction of
the volume by 7 to 10% depending on
the girth of the log = larger the

log smaller is the effect,




A STATEMENT SHOWING THE EFFECT OF 10 CM
ALLOWANCE ON LENGTH GIRTH AND LENGTH &

GIRTH ON A 3 M., LONG LOG OF GIRTH FROM

200 CM TQ 260 CM

Volume

Girth !Actua1§ L-10 ]p.clcflm }p.clL & G-10] P.C.

200
210
220
230
240
250
260

0,750 ©,725 3 05077 3.7 0,654

2
0,827 0,789 0750 9, 0.725

0,808 0,877 C.827 04799
0,892 0,959 C.208 0.877
1.080 1,044 0,992 0.959
1,172 1.133 1.080 1.044
2268  3.225 1.172 1.133

12,8
12:3
12.0
11.6
11.2
10,9
10.6

This statement will indice
ate that if 10 percent of the ply=
wood logs suffer an allowsnce of
10 percent in their volume the ove
erall effect on the total plywocod
supply will have an effect of 1%
reduction in’volame;the revenue on
which is lost by the Department.This
may appear as a negligible amount
but when the total guantity of
supply is éonsidered,the amount
involved becomes considerable(Dige
bol Pivision alone sccounted for
37,533,5 M° during 1984-85 - which
will mean a loss of revenue on
379.3,M3 and an infructous expen=
diture of over One lakh on their

extraction).




If departmentally operated
logs have to be disposed after giving
allowances, it only casts an adverse
reflection on the efficiency and sta-
ndard of the operation carried out by
the Department, It has also been not-
iced that where ever the disposal of
the outturn of the Departmentally
operéted logs was by allotment or
permits, the operating agengcy nege
lected the operation of the portions
of the trees which were not immedia-
tely required for handing over to the

allottees against orders held by them,

This went to the extent of
portions of trees being left unextrac-
ted and left in the forests to rot.
Thus one of the very basic purposes
and aim of resorting to departmental

operation, i.e. "the most efficient

and complete extraction of the pro-

duce* is lost.Plywood passing,instead
of being done at the depots,after
logs were brought to the depots,was
actually done in the stump-side or
at the forest depots.Quite often it
was reportedly done at the same time

(or immediately before) as piecemarking




" hl

of the logs.Otherwise,how else can

we explain the P,1. Noteswhere not on-
ly the logs appear serially but even
the tree numbers appear in sequence,
It is unimaginable that the process

of dragging by‘elephants to the forest

depots and transport by trucks to the

sale depots was so done that thé SC =

quence of the logs remained unchanged
and undisturbed.What the allottees
were not interested to accept as ply-
wood logs or rejected plywood or saw
timber, the Department was not inter=-
ested to bring them to the depots.If
the reports received are anything to
go by,such unwanted timber were not
even -plece marked, I am unofficially
told by Forest officials who were
engaged in Departmental Operation
(who in all probability,will deny

if officially asked) that they
neither had the time nor the faci-
lities availatle then to extract
timbers which was not required teo
meet the allottee's demand,They

were under constant pressure from

all guarters to meet the allottee's
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demandsThey were under constant
pressure from all guarters to meet
the allotteels quotas.Allotments
were made not based on timber avai~
lable in the depots but trees had to
be felled and logs made avajlable

because allotment orders were ‘-:l'xer:e.""j

Elsewhere in the Sal areas,

portions of trees which could have

been converted as timber - although
may not be of the sizes preferred by
the market or of prime guality - were
allowed to be converted to f£irewood
by sectioning them to 1 metre lengths,

In fact lots of such so called firee

wood have been procured by saw millers

and converted them to various sawn
sizes.One metre long sawn scantlings
have a ready market for assam type
building constructiona.bridge railing
posts and struts,furniture industry

etc,

Where ever allotments were
given by the Government whether it wa
for plywood or rejected plywoéd or
saw logs of B.and C class timber,the
quantity allotted was far in excess of

the avajilable stock of logs.The prices
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were fixed by the Government.In other
words in a sellers market where the
demad far exceeded the supply and the
prices are controlled and the normal
demand and supply functions were not
allowed to operate,what one should no-
rmally expect,has happened.,Buyers
needed preferencial treatments to get
the comodity,and the buyers were ready
to offer necessary considerations for
receiving such preferencial treatments.,
The normal market forces,under such
conditions,instead of escalating the
price of the comodity escalated the va-
lue of considerations.Departmental

operation only came in as a handy tool

in the entire system under which the

entire forest department was operating
at that time,It will therefore,be wr-
ong to say" departmentalisation of op~-
eration has also departmentalised mal=-
practices®, A situation was created
and thrust upon the department with
active or passive connivence of a few
in the departments hierarchy and many
others availed the chance to exploit
the situation for personal gains,There

is nothing wrong in the process and
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practice of Departmental Operation per-
se but the conditions under which it
was practiced and the way it was exe-
cutéd was totally wrong.lt was the

"Pree for all" situation created and
allowed to prevail during the period,
which is to be squarely blamed fcr all
the mal-practices resulting in huge lo=-
ss to the Government revenue and wastage
of scarce forest resources and not the

Departmental Operations.

But every thing said and done,
it has to be admitted that the forest

official can not get themaelves abso~

ived of the blame and responsibilities

of allowing the forest areas under
their custody to be depleted and denu-
ded of the growing stock.No large sc-
ale illegal operation of timber with-
in the Reserved Forests under normal
circumstances is pessiblé_without the
convience of some forest staff at some
level or other.The Department is solely
manned by trained personnel,who are
expected to possess the basic silvic-
ultural knowledge to decide which tree
js silviculturally available under the

approved management technic.
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All allotment orders issued.
by the Government for timber of var-
ious qualities were subject to their
availability,i.e. their removal being
permissible under due silvicultural
considerations.It was the responsibie--
lity of the technical department to
raise the point of unavaility of the
material and the possible effect the
forests will have if the excess quan-
tity is removed,The department in the
peak period of operation failed to
perform this duty at all levels,.The

explanation normally put forward for

this lapse on the part of the Depart-
ment is invariably to mean "No one
will heed to such objections during
that time® dp not seem to hold much
water as it presupposes an imaginary
situation and even if it is taken as
true;had objections been raised the
reponsibility of depleting the for-
ests of the state would no longer hae
ve}rested on the department,Govt.with
its over-riding powers could always
ignore such valid objections,but fai=-
lure on the part of Department to
offer proper technical gu;dance to
the Govt.can not be justified by an

unfounded assumption,




To summeries the findingss~

1) This enquiry reveals that
legal,illegal or legalised illegal
operations of the forests far in exc-
ess of what the forests can stand
had taken place during the period when
the forests were under so called De-

partmental Operation,

Many areas will need to be
given complete rest except for sanie
tation fellings and if necessary ai-
ded agtificially to get them back
under proper forest cover.,They will
-require to be given proper protection
so that the younger trees,poles and
saplings escape further damage by bio=-

tiec factors.

2) It will not be possible to
stop all illicit fellings in the for;
ests completely under the prevailing
situation of pressure on forest areas
from different guarters and an ever

increasing demand for forest produce,

There is a very large insta-

lled capacity of wood based industries
within the State which will try to
procure raw material to keep the
industries viable.,If all legal sou~-

rces dry up,there will be a higher




pressure of illegalities on the for-
ests through engineered encroachment
and clearings,This is a situation wh-
ich can be easily foreseen and it is
essential that it is guarded against

+to the best of capacitye.

4) Such a large scale illega-
lities could not have occured without
support of the custodians at some le-
vel or other in the hierarchy.what
ever be the system of management %nd
operation followed it is going to be
executéd by the same set of personnel
in the Department.The morale of the
Department is at a low ebb because
the entire Department is suffering
for ﬁhe actions and inactions of a
few,.The Departments morale need to be

boosted upe.

5) Departmental operation
has not been given a proper trial to
prove its suitability or otherwise

except for Goalpara Divisions in the

initial stage.What was done in the

name of Departmental Operation was
an uncontrolled operation through the
same set of contractors with the res-
trictions and bindings under which
they were operating the coupes and

mahal, removed,The departmentalisation
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of operation introduced with the pro=-
fessed aim of removing the middle man
traders, in practice introduced few mo=-
re middleman under the piece work sys-
tem of operation,The work which was
dcne by one single contractor under pr-
oper agreement is now done by a nunber
of contractors e.g. felling contractor,
dragging contractor,off road transport
contractor and on=-road transport con=-
tractor etc.without any binding except
for proper execution of the work they

are engaged for.

6) Departmentalisation of
timber operation was adopted without
proper infrastructure being created,
The middlemean contractor was tried to
be eleminated, An useful link in a ch~-
ain can not be eleminated,it can only
be replaced with another linmk if the
chain was to remain functional.The
contractors set up can not be removed
without replacing it with an equally,
if not more efficient set up in the
Department,Thirty or forty contractors
with their all supporting parapherdalia

of men and material can not be effect=

ively replaced by providing two or three
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Forest Rangers with half a dozen su=-
pporting staff under them.As'situa-
tions demanded,the normal staff of the
Department whos duty is to grow and
protect the trees were diverted to
cutting them = in the process both

growing and cutting suffered,

7) Departmental operation and

subgequent disposal of the produce is

a Commercial venture.,The produce is
parishable to different degrees dep—
ending on the species,The persons res-
ponsible for their disposal must poss-
es adequate financial and administra-
tiée powers to take immediate and sp-
ot decigions on their disposal.No ad=-
equate powers were delegated to the
Department for arranging quick dispo-
sal,The requirement of sanctions and
approvals,want of powers to fix the
value of the produce based on the qua-
lity and condition and the wrong noti-
on that the value of all tiwmber in
whatever state of deterioration it
may be,has to be fixed only on the ba=-
gis of the Royalty rates fixed for timber

from the Unclassed state forests of




comparable gpecies and s@3e is respon-

sible for large quantity of logs ly~
ing undisposed till they completely de-~
teriorate, A commercial venture can

not be mwun within the existing frame

work of financial rules.
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Suggestions for future plan of aggionffl

Timber harvest is an inte=
rigal part of forest management.As
a renewable resource,trees have to
be cut and utilised when they attain
maturity.Government have imposed a
moratorium on all green wood fell=-
ings except for regeneration purposes.
This situation can continue £ill the
scars of misuse of the forests are
obliterated,Some felling of trees
and removal will have to be permitted
on strict silvicultural needs,sanita=-
tion fellings of dead and decaying
trees which otherwise will become
foci of spread of deseases and pests.
Besides the forest department has
a social commitment to keep - tc make
available basic timber needs for
construction of hduses making of fur-
niture etc, As such timber operation an
not be stopped - the quantum may vary
but the operation will always be there,
Two alternatives for tinber operation

are availables=

l.,Departmental operation te
be completely scrapped reverting back
to the o0ld system of coperation through

Purchaser's agencye.




