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AIDE MEMOIRE
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FIRST ODA ANNUAL MONITORING MISSION: 12-21 OCTOBER 1992
WESTERN GHATS FORESTRY PROJECT a 1 Dy

IO. 04.

1. The monitoring mission was undertaken by a team from the Overseas
Development Administration of the British Government (ODA), to the terms of
reference and with the membership set out in Annex 1. The team are grateful
to the Karnataka Forest Department (KFD) for all the arrangements made, and
to Mr Ramchandra Chetty, Principal Chief Conservator of Forests (Management )for meeting them in Bangalore to discuss project progress. The team thank the
project coordinator, Mr Yellappa Reddy, and his staff in the Planning and
Monitoring Unit (PMU) for giving the team so much of their time. The team are
particularly grateful for the comprehensive arrangements made for the visit
to the project area, Uttara Kannada (UK) Circle, and the gxtensive time made
available by all the members of the UK Planning and Monitoring Cell (PMC), and
by the territorial DCFs, ACFs, RFOs and other staff of KFD. The team was
disappointed it was not possible to meet the UK Circle Conservator. A
detailed itinerary, and list of those met, is set out at Annex 2.

2. A list of agreed milestones by which to measure progress over the coming
year is set out at Annex 3. Individual milestones are discussed further
below. The list of milestones will be incorporated into a revised Project

- Framework (PF). The PF is ODA's basic tool for monitoring progress and will
be a key document for the next monitoring mission. The revised version of the
PF will be presented by the ODA's Forestry Field Management Office (FFMO), at
the first meeting of the Circle level committee (see paragraph, 27 below).
3. The mission team was glad to note the signature on 8 October of the
exchange of letters between the Government of India (Gol) and the British High
Commission in New Delhi, which confirmed the British and Indian Governments'
agreement to the project. They hoped that Gol and the Government of Karnataka
(GoK) would now move quickiy- to issue the necessary orders giving full andfinal sanction to the project and the activities and expenditure planned underit, if at all possible by the end of November 1992.

Progress since the 1991 ODA Appraisal Mission

4, This mission took place some twenty months after the ODA appraisalmission*of January 1991, which aqreed the terms of the project with KFD, as
set out in that mission's aide memoire and in the final project document dated
April 1991, During the intervening period the process of securing the
necessary approvals, and-staff changes in KFD and in ODA, have resulted in
some aspects of the project plans needing to be clarified. The team had found
the mission helpful in this context in reaching a common understanding with
KFD staff. The rest of this aide memoire sets out that understanding,
together with a programme of actions focused primarily on the firsteyear of
the project, to initiate project activities.
5. The aide memoice from ODA's January 1991 visit set out four prior
conditions for any reimbursement by ODA of costs incurred on the project by
KFD. These are set out in paragraphs 6 and 7 below.
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6 The taisl was @ GOK order authorising the principles tor joint planning ®

and management of forest reserve resources in a manner consistent with the
approach set out in the final project document. The team are pleased to learn

They understand thatof the good progress being made in drafting this order.
there is no complete draft available but the project coordinator has made them
aware of the order in broad terms. They note in this context the following
points:

a The importance of completing and promulgating the order soon, and if
at all possible by the end of December 1992;

b. The need for a consistent approach between the order and the project
document. The team understand Joint Forest Planning and Management
(JFPM) to be a three stage process within the project. The preliminary
phase involves consultation with local people on the designation and
delineation of all forest zones in the project area. At that stage,
areas designated as zones 1 or 2 will be identified for management by
KFD, while retaining appropriate rights and privileges for local
communities in zone 2. No further work will be required under JFPM.

zones willThe middle phase for other include negotiation of
arrangements setting out the extent and nature of local groups' rights
to and management of specific areas of land. These negotiations will
culminate in agreements with local groups as reflected in the micro-
plan for each area. These first two phases constitute joint planning.
The last phase of JFPM will be the implementation of the management
acrangements so negotiated. It should be emphasised that the speed of
setting up and implementation of JFPM agreements will necessarily be
determined by the requirements of the process, and not according to
pre-assigned targets.

c For successful negotiations under JFPM, KFD need to work with the
Thesespecific groups of people making use of any area of forest.

groups are unlikely to conform to revenue village boundaries. The team
therefore records the importance of flexibility in determining the
nature of the local group(s) with whom KFD negotiates.

d Women should have the same terms for representation within local
JFPM committees as they do for zilla parishads,

e. JFPM agreements need to be adapted to local conditions. The team
therefore considers there should not be a standard model for such
agreements but that there should be a checklist of issues to be
addressed in any agreement. ¢

7. The other three conditions specified the committees to be established
at divisional, circle and state level. The team understands that the
necessdry order has been issued, but that the committees have not met pending
the order authorising the project. This can now issue, and the team therefore
hopes that the circle and state committees can become active very soon. They
urge KFD to ensure that they have both met by the and of December 1992, and

The team notes that the nature of the work of themeat regularly thereafter.
Divisional Consultative Committee suggests these committees should start
functioning as JFPM begins in Auqust 1993, but not earlier.
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what the U Kannada Circle now comprises only the
Hnmnuvar, Karwar, Sirsi, and Yellapur, and that it

nu cvele headguartecs to Sirsi. The team welcomes this
the Cirela management and the project, and

rola and respunsibility of cha Circle Conservator in the project.
They note the of ensuring that all Circle level staff, and
particularly the PMC, are co-located in proper office accomodation and
have aporesriates accomodation. 'The team notes the various provisions
made within the peojcct for equipping the Puc, and believes it essential that
these provisions uscd as soon as possible to provide FHC staff with fully
funcc1on.. ¢ alia this suould include:

starting, with the appointment of an ACF (Database) and the
eat out in the project docunant;

peovision, includiag two amy cars aula jeap for the PMC;

outer facilities for all MC staff, including the ACF
(Database), should bea IBM-compatible;

d. At loase cone telephone linc.
®

@

Tne teaa consider tied fe ties Sieuld all be in place, at latest, by end
December .1962. stresseu tue importance of full support to the PMC
from other circle

The Pe. have a crucial role in the project as set out in the April 1991
Jocument. ant Waideve if important that this role be fully spelt out,
and that the be,given the responsibility and delegated authority to
endertake jt. "oO this the taanu urge that job descriptions be drafted,
by the ia wich the Circle Conservator, which set out the
individual roles Pic staff in Circle Manayement and their authority to act
on all to their role in the project. In particular the job

inane clear their authority to communicate d&rectly with
Givisicnal forest staff in UK, and to communicate directly on technical
watters with the bus gulore. Job descriptions should be discussed with the
FFMO and agreed by unu 1992.

responsicle for
Plans} is @ member

of he PM In the longer term he should be co-located
with the rest na cell t, nis division will remain in Dharwad for the

oa 1115 point. Tha suitability of this
do by Lucure anal monitoring mresions.

1mpor

the April adecubent into activity on the ground,

wi

relate to the p ans in the April 1991. report' those
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plans need tu be ceviewed to assess their continuing relevance. To this end,
the ODA requestou before the first monitoring mission a report along the lines
shown un Annes 4 The complement to this activity statement 1s a

until these
ide activity and budget

statements for and 1693/94 as soon as pussible, and in any event by
the endcf Novi. 1392. The that, no claim tor reimbursement of

the oppoctun.ty Lo the pruposed Ludget, as was thew case, for example,
tne Cocial Forestry rroject Because the papers are not

reaction wathin 6 o .vars ob rectiving che drafts.

local cusis CoG
1b tnereLore poral practice to allow ODA

4

12. Planting and other opcratsonal activities make up 71% ot planned in-
+

fa

to a level of b,uJD Necture
compaics wath 6.000
project end,

af?"

repor. on the year's progiess, to,ether with az, LOpriate activity and budget

should enable ODA to agree a wudyet with KFD for future years (1¢°1994/95 and

later), wich of local costs by ODA in those years will
nol be possibic

14, {The main project activities during the coming year will include the
training and development of key project staff, including those to form JFPM
teams, and the preparation of tnose teams for work in the field. The schedule
of activities depends firce on KID signing an agreement with MYRADA to provide
training skills to "FO. The team ashs that the proposed agreement be shown
to the draft, for comrcnt, as soon as possible. and urges thdt 1t be

signed by tne end cf November 1992. Other activities would include:

a. a study tour, to v.sit successrul examples of JFPM elsewhere in
India, for the PMU, eC, the Conservator of UK Circle and his

be.s, rogethec with key MYR CA trainers, which the 1 PMO

Will abe ye ov oe a becou 6 199

Type Ltr at least thace vs the divisional level DPOs(JPM)
oy ce per yer 19M?

© ea' yD Lu WTO. ror ue sev KID staff should be
cm olete Ly 01 iaten 1693; ¢
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d. a Cetailed training programme for JFPM staff should be agreed
between the PRU, PEC and MYRADA by end of April 1993;

e. at least half the RFOs(JFPM) should be in post by end of April 1993;

f. at least halr the JFPM teams should be operational in the field,with support Crom MYRADA, by October 1993; and,

g. al? suniog territorial staff should have been trained by end October
1993.

15.
reflects the findings of joint planning in zones 1 and 2 (see paragraph 6b)
and JFPM in other zones. The team considers this should begin to happen bythe 1995 planting year, and that all planting in UK should be based on the
JFPM precess by project end.

One of the key indicators of progress with FPM will be the way planting

Financlil

16. The team notes that claims for reimbursement of planting and other costs
are due to be submitted DY in arcears through the Gok. The
tean recommends thut the PMC and PMU discuss each quarterly claim with the
FFMO before it is submitted to Gok, in order to ensure that its form andcontents are apprcupriate, thus speeding its processing by GoK, Gol, and ODA.This is standard practice in other ODA-funded Indian projects with Field
Management Offices.

Livestcc!:

17. During the visit tc UK Circle, a pressing issue which was raised by manyiocal people and KiD staff, and evident also to the team, was the pressure puton forest resources by livestock. The project proposes that KFD seek advicecn the subject from BAIF. Nevertheless, the team is concerned to ensure thatthis arrangemant will provide an appropriate solution bearing in mind the
Objectives of Jere Yae team therevore Propose that the ODA Livestock Adviservisit Karnataka, as soon as possible, they hope in November 1992. His termsox reference would be to discuss the problem with UK Circle staff, includingthe PMC, and the PMY, and with the suggested consultants, BAIF, In light ofhis discussions he may Propose amendments to the terms of reference suppliedto BAIF, or other additional sources of advice as he considers necessary.

Oxfam JFPi Support Projact
18. 4t Lhe time of appraisal, both ODA and KFD staff were concerned aboutthe feasibility of JPM in those locatious, probably the majority, where therewould be no immediate benefit to local user groups from the JFPM process. Inrecognition of this conceca, iL was agreed to explore the possibility of aSeparate, but supporiing, project which would explore ways to work with local

ODA and Expect this ploject Lo start slowly, und to develop in closeliaison with KfD. The FFMO will discuss with KFD arrangenents for liaison with

groups to problem.
(India) in liye a

A project hds Since nesn with Oxfam
is at Annex

been greed
ot their project Both

af

Oxfam in this area.
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Information

19. The team agreed with PMC and PHU staff on the importance of developing

appropriate systems of management information to enable them to monitor

progress in the project. The First step in determining the requirement for

any additional system is to review the forms of information already being

collected and available. The team recommends that such a review be undertaken

and that in light of it, and the consultancy report on management infgrmation,
the PMU and PMC should prepare a preliminary requirement, discussing it as

necessary with the FFMO, by March 1993. This requirement would be reviewed

in light of further progress and a revised requirement agreed by March 1994.

20. The team recognised the role that a comprehensive Geographical

Information Syste (GIS) could play in assisting project monitoring. The team

agreed that KFD should discuss with the the reconmendations of the

consultancy on GIS, and agree a strategy and timecable for implementation.

21. in order to ensure adequate baseline data ig available the team agreed

the following steps. Recial photograpns completing the cover of UK Circle

will have been taken by end_of December 1992. On that basis, maps of the

circle should be ready from the Dharwad Working Plans div 1sion, showing four

forest classifications, with 1991 census data on population superimposed, by

end May 1993. Sccavately, and by the_same date, the PMC, and in particular

the ACF (Database) once appointed, will collate information on the type and

source of other relevant material covering the environment and socio-economy

of the circle, including that from ocher government departments, zilla
parishads, and NGOs.

22. to be enumeration and inventory of forest
One nraject Gu is expected

task should be addressed in two steps.

The first step will be for the vcF (Working Plans) to compile a summary of

forest areas and their dates of enumeration. The second step will be to

develop a strategy to collect additional information following Zonation. The

team suggest that progress on this work be reviewed during the next monitoring

mission.

that thisresources. The team agreed

23. this
populations about

importance OF informing

to identify appropriate means of communication for ensuring that the poorer

and illiterate sections of the population are fully aware of the project and

The team notes the
the PMU ons un It is important

the project and welcomes

its approach. ODA is willing to provide local consultancy specialist advice

on this matter, and fund the production of necessary materials.

Resedren and raining

24. Research is provided for in the project, including arrangements for

restructuring the management of KFD's interests in research to form the Forest

Research and Training Institute (FORTI}). AS an initial step a number of

consultancies have been commissioned, the reports from whieh are either with

the PMU or will be shortly. A comuon theme of the consultancies is the need

for proper direction of research within the framework of the project. The

team endorses this finding, and recommends that KFD establish a,Research

Committee in Bangalore, to he chaired by the Conservator of Forests

(Research), and including other representatives of KFD (including the PMU and

PMC), the FFMO, and other outside institutions interested in research. The

initial task of the committe. would be to draw up a strategy for research
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within the framework of the project, and against which specific research
activities can be commissioned. The strategy would ensure that FoRTI's role
was put in the context of, and consistent with, the broader picture of
forestry and other relevant research in India. The team has asked the FFMO to
suggest an initial draft of terms of reference for this committee by end of
November 1992. Because of the complexity of the issues arising in designing
a strategy, the team recommends a further consultancy to review the scope of
proposed research proposals, consider institutional issues, and set out a plan
for ensuring integration across the various components of the research
programme. In light of this work, the consultants would assist the Research
Committee both to draft a strategy and to finalise its terms of reference and
composition,

25. The project also provides for a number of overseas training awards, as
summarised at Annex 5. These awards will enable key project staff to improve
the skills needed to meet the challenges'of JFPM. Some of the awards have
already been taken up, but the team urges KFD to develop a strategy for use
of the remaining awards for discussion with the FFMO by end of March 1993.
This strategy needs to take account of project development; in which context
the team notes that the role of the divisional DFOs(JFPM) is very important
during the next year, and therefore none should be sent for overseas training
in the coming year. The team is glad to note that some project staff already
have appropriate overseas training. They emphasise that staff who go, or have

a gone, for overseas training under the project must be posted to the project
on their return. Such trained staff within the project are crucial for rapid
project progress. The FFMO will continue to press GOI to process training
raward nominations promptly.

Role of the Forestry Field Management Office (FIMO)

26. The FFMO has been established within the British High Commission in New
Delhi to coordinate all British assistance with forestry in India. It is
responsible for day to day liaison with project authorities, and for providing
ODA with information on physical and financial progresg,of projects. It is
also a source of specialist advice on the disciplines covered by FFMO staff.
27. T..2 team formally confirms that the FFMO are empowered to represent ODA
on all project matters, between annual monitoring missions. The ODA will
normally be represented by one or more members of the FFMO on the Circle level
committee, as identified in the project document. As this will require their
presence in UK Circle each quarter, the team expects that such visits would
be combined with more extensive discussions with PMU and PMC staff on project
progress, and a review made of progress against project milestones.

Future Monitoring Missions a

28. As envisaged in the project document there will be annual ODA monitoring
missions. However, in view of the complexity of the project, ODA may wish to
make interim visits. The second mission, in about one year's time, will
review progress on the project, inter alia against the milestones set out in
Annex 3. That mission will also want to discuss with KFD the timing for:

a. Starting activities in and location of the second circle to be taken up
under this project.
appointment of the CCF Project Director.
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29. The third monitoring mission is required by the British Minister for
Overseas Development to review progress under the project and report back to
her on it. The mission will therefore need to satisfy itself such progress
is consistent with project objectives, and sufficient both to warrant ODA

continuing to fund project activities and to agree to fund activities in the
second circle.

R G Toulmin
ODA Team Leader
21 October 1992

at

tne orem ten4
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ANNEXES

Terms of Reference for First ODA Annual Monitoring Mission1.

Itinerary and List of People Met2.

Milestones agreed during the October 1992 Annual Review Mission3.

Outline of statement of activities and budget required forfuture annual monitoring missions
4.

Summary statement of overseas training awards provided for inthe project document .

5.

Oxfam Project Proposal6,

at
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ANNEX 1

TERMS OF REFERENCE FOR FIRST ODA ANNUAL MONITORING MISSION

12-21 OCTOBER 1992

General

The Karnataka Forest Department's (KFD's) Western Ghats Forestry Projectofficially started on 1 April 1992 and the first ODA monitoring missionwill visit India in October 1992. The mission team will comprise Mr G
Toulmin (team leader), Ms MacDonald (South Asia Department, ODA), Mr P Wood
(Forestry Adviser, ODA), Dr R Eyben (Principal Social Development Adviser,
ODA) and Dr C Clift (First Secretary, Economic, BHC New Delhi). Duringtheir visit the team will be accompanied by the members of the BHC NewDelhi Forestry Field Management Office (FFMO), Dr E Hanley and Mr I Napier.The team will conduct a joint review of progress with KFD personnel. Inaddition to reviewing project milestones, the team will offer guidance onthe project's activities for the coming year. This will be based on anOutline of proposed activities provided by KFD in advance. Arrangements for
OBA support to the project through the FFMO will also be reviewed.
To achieve the above, the team will visit the project area of Uttara
Kanara, hold discussions with KFD field staff, forest users, and otherrelevant organisations such as MYRADA, Oxfam and research bodies. They willalso hold discussions in Bangalore with KFD and Gok staff. Before leavingIndia the team will produce an aide memoire outlining their main findings

- the GoI in Delhi.
and recommendations This will be discussed with both GoK in Bangalore and

Terms of Reference

The main objectives of the team will be to:

1. Assess progress against the initial project milestones, as set out inthe Project Document dated April 1991. Particular attention will be
paid to:

The establishment of appropriate organisatignal structures,
Forest Planning and Management (JFPM).
The establishment of the requisite committee structure for the
implementation of the project.

The provision of an appropriate legislative framework for Joint

Review arrangements for the implementation of JFPM and agree a plan2.
of operations for the next year

Assess the nature, extent and appropriateness of the JFPM training to
be provided by MYRADA.

3

Agree a work programme and budget for the next year, based on anoutline document produced by KFD.
4
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Review the pre-project training provided, the use of traingd
personnel by the project, as well as the present and proposed
training schedule.

5.

Review the various consultancy reports submitted to the project, the
responses to these and decisions about resulting implementation.
Particular attention will be paid to the following reports:

Proposals for a Management Information System (MIS).

6.

Proposals for a Geographical Information System (GIS).

Arrangements for the commissioning of research on social and
environmental issues.

Arrangements for the commissioning of forestry research and
tree improvement.

Review arrangements for research activities generally, with
particular reference to opportunities for collaboration with other
research projects receiving ODA funds.

7.

8, Review arrangements for the control and financial monitoring of
project implementation.

Review arrangements for consultation and liaison between KFD ard the
ODA FFMO relating to project implementation.

9.

Review the structure and working of the FFMO in relation to the
implementation of the project and agree a programme of work for the
next year.

10,

To consider any other aspect of project design and implementation as
appropriate.

11.

To make comments-and recommendations on any of the above as
necessary.

12.

To revise the Project Framework to reflect the foregoing.13

To review the work of the parallel project operated by Oxfam and to.
make appropriate recommendations for future activities.

4.

Forestry FMO
BHC New Delhi

23 August 1992



s

rinal Version ®

ANNEX 2
ITINERARY AND LIST OF PEOPLE MCT

DURING OCTOBER 1992 MONITORING MISSION é

&eo

I. ITINERARY:

Sun 11 October Flights IC 186 Delhi-Bombay and IC 163 Bombay-Goa,arrived 1500. Meetings with full team. Overnighthotel, Goa.
c Mon 12 October Left by road for Karwar in Uttara Kannada Division,Karnataka Met by Mr Venkatesh, DFCs Visits tofuelwood depot and degraded forests. Overnight atJog Falls rest house.

Tue 13 October Field visits to villages 1n morning, acaciaplantations and fuelwood headloading. Visit toBala Koppa, teak and mixed plantation site, and toartisans using bamboo. Meeting with forestrers and
with MYRADA representatives Overnight at Yellapur
guards at Manemane, thence to Yellapur, and meeting
rest house.

Hat Wed 14 October Party divided into two groups to visit villagesbs, following visit to Manchireri Range Office (Mr 9Gowda, RPO). Afternoon visit to Arbail Ghat to view7one 1 and other forests, followed by eveningweeting with RFOs at Yellapur range rest house.Overnight at Yellapur rest house

e

Thu 15 October Travel to Tattihalla centre for meeting with ACFsand DCFs. Lunch, followed by travel to Dandelli formeeting with Planning and Monitoring Cell staff.Overnight at Dandelli rest house.

be

Fri 16 October Visit to Hakkal lands, under shifting cultivationlease dating from 1890 Travel to Goa. Team
meetings in afternoon. Overnight hotel, Goa.

Sat 17 October Team meetings and preparation of aide memoire in
4 morning. Midday flight IC 574 to Bangalore,arriving 1830. Overnight hotel, Bangalore.

Sun 18 October Team meetings and preparation of aide memoire.
Meeting with Oxfam (India) Medting with Social
Development APO.

Mon 19 October Discussions with KFD staff in Aranya Bhavan,t

for Delhz. Remainder of team overnight hotel,
Bangalore, and with GOK officials Toulmin departs
Bangalore

teeSHS



Tre 20 October

Wed 21 October
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Meeting with MYRADA and KFD staff at MYRADA

offices. Team departs for Delhi on flight Ic 404,
arriving 17.15. Eyben departs for London. Overnight
hotel, Delhi.

Individual duty calls in morning. Meeting with MoEF

officials in afternoon. Evening reception to meet
officials, NGOs and donors. Balance of team departs
for London. t

+ i!

1 Me

;
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Il. LIST OF PEOPLE MET

KARNATAKA FOREST DEPARTMENT:

Ramchandra Chetty, Principal Chief Conservator of Forests

(Management )

Project Monitoring Unit, Bangalore

A N Yellappa Reddy, CF, Project Coordinator

Jayanarasimha Raj, DCF

Project Monitoring Cell, Dharwad/Sirsi

K Yekanthappa, DCF (JFPM)
S Venugopal, DCF (E/F)

Working Plans Division, Dharwad

K N Murthy, DCF
MR Mutgi, ACF

Karwar Division

D A Venkatesh, DCF, Divisional Forest Officer
B Gopal Naik, ACF, Ankola Sub-division
G G Shetty,

Honnavar Division

M T Machan, ACF, Kumta Sub-division

,Sixei Division
K Ramakrishna, DCF, Divisional Forest Officer
S H Naik, ACF, Sirsi Sub-division
S P Raju, ACF, Siddapur Sub-division

yellapur Division

B Shivana Gowda, DCF, Divisional Forest Officer
GS Hegde, ACF, Yellapur Sub-division
VR Naik, ACF, Mundgod Sub-division

Haliyal Division

M N Narayanswamy, DCF, Divisional Forest Officer
H P Prakash, ACF, Alnavar Sub-division
K K Naik, ACF, Haliyal Sub-division

Wildlife Division, Dandelli

K Kawari, DCF
Krishna Udapudi, ACF

Magneteae

+

seg

a
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Forestry Training School, Tattihalla

Abhiyu Singh, DCF

(YRADA:

Aloysius Fernandez
Kiran Mandanni
George D'Souza

UTTARA KANNADA ZILLA PARISHAD:

Immediate past President

MINISTRY OF ENVIRONMENT AND FORESTS:

Samar Singh , Additional Secretary
§ § Rizvi, Joint Secretary
A Kshetrapal, Joint Secretary
Ranjit Isar, Joint Secretary
1 A Khan, Director (IC)

+
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ANNEX 3

MILESTONES AGREED DURING THE OCTOBER 1992 ANNUAL REVIEW MIs¢Ion

By the end of November 1992:

GoI and the Government of Karnataka (GoK) to issue the necessaryorders giving full and final sanction to the project and theactivities and expenditure planned under it.
The ODA Livestock Adviser to visit Karnataka.

1.

2.

Agreement with MYRADA to be signed.3.

Proposed terms of reference for the research committee drafted byFFMO.
4.

he

An activity and budget statements for 1993/94.§.

FFMO to review the draft budget and let KFD have a reaction withintwo weeks of receipt.
6.

Claims for reimbursement of planting and other costs to be discussedwith FFMO and submitted quarter by quarter.

rat 7.

3

By the end of December 1992:

Complete and promulgate GoK order on JFPM.8.

Circle and state committees to have both met, and meet reqularlythereafter.
9.

All necessary PMC staff and facilities in place.
Job descriptions for PMC staff should be agreed.

10.

11.

A study tour, to visit successful examples of JFPM elsewhere withinIndia, organised by the FFMO.

Ade Appointment of at least three of the divisional level DFOs(JFPM).
Aerial photographs completing the cover of UK Circle to have beentaken.

¢

he end of March 1993:

Initial workshops with MYRADA for the key KFD staff should be
complete.

An initial management information requirement agreed.

4,

1 ea



17. A strategy for use of overseas training awards.
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18. detailed training programme for JFPM staff to be agreed.

By the end of April 1993:

19. At least half the RFOs(JFPM) should be in post.

By the end of May 1993:

20. Maps of the circle to be ready.
21. Information on the type and source of other relevant materialcovering the environment and socio-economy of the circle.

By the end of Auqust 1993:

22. The Divisional Consultative Committees to start functioning as JFPMbegins, but not earlier.

23. report on the year's progress,and budget statements.

All senior territorial staff

the next ODA annual mission:

end.

should have been trained.

together with appropriate activity
At least half the JFPM teams should be operational in the field, withsupport from MYRADA.

A revised management information requirement agreed by end March1994,

Planting begins to reflect the findingsof JFPM by the 1995 plantingyear.

All planting in UK should be based on the JFPM process by project
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ANNEX 4 Rs

REQUIRED FOR ANNUAL ODA MONITORING MISSIONSOUTLINE OF STATEMENT OF ACTIVITIES AND BUDGET

ENERAL

1. The statement is intended to cover:

Objectives, as set out in the Project Framework, as well ase Achievements to date in relation to the project's Immediate

progress on project milestones.

Proposed activities and expenditure in the year ahead.

2. The statement will form the basis for discussions and recommendations

following year. To ensure this, the statement will need to be

supplied to the mission before their arrival in India.
which the mission will make about the project's activities in the

3. It would be advantageous for the statement to be prepared in such a

to GoK for project related funds for the following financial year.way as to enable it to also serve as the basis for KFD's submission

CONTENTS :

4, It is intended that the statement should cover the following:

i) Outline of activities and achievements to date,
including:

Organisational structures

Planting

Training

ii) Proposed JFPM activities, including zonation.

iii) Future programme of planting in the project area.

Proposed training programme, covering the following
areas:

iv)

JFPM

India-based training

Overseas training

Proposed capital expenditurev)

vi) Consultancies envisagedat

vii) Externally commissioned and in-house research activities ;

vili) Projected pattern of expenditure for the above items. Ay
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Final Version

ANNEX 5

SUMMARY STATEMENT OF OVERSEAS TRAINING AWARDS
PROVIDED FOR IN THE PROJECT DOCUMENT

TYPE OF TRAINING LEVEL

MANAGEMENT

PMU/PMC Social & economic planning MSc

Training & extension
Management

MSc

JFPM

Circle DCFs/ACFs (5 per Circle) Short

TRAINERS

DCFs (2) i/e Tattihalla college
ACFs (8) at Tattihalla college
Upgrading of technical knowledge

MSc

«Short
Short

RESEARCH

Visits by Librarian & computer Tour
people
Researcher upgrading MSc/PhD

Strengthening for social Short
science institutions
Strengthening for social PhDs
science institutions

Wage
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ANNEX6

WESTERN GHATS

SUPPORT PROJECT

OXFAM UK/IRELAND

FEBRUARY 1992

JOINT FOREST PLANNING AND MANAGEMENT

PROJECT PROPOSAL
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This is an application for ODA funding to enable Oxfam to carryout a project in support of the Joint Forest Planning and
Management (JFPM) Process of the main Western Ghats Forestry andEnvironnental Project, in Karnataka, India.
The scope. and nature of Oxfam's possible contribution has béenworked out over the past eighteen months in close discussion withrepresentatives of Non Governmental Organisations in Karnataka,senior officials of the Karnataka Forestry Department and with
discussions have involved Oxfam staff both hererin the United
staff of the Overseas Development Administration. These
Kingdom and in India.
Oxfam's role would be to facilitate the involvement of local NGOsor other groups in the JFPM process. The main project proposalitself stresses the importance of involving NGOs in order toachieve the overall objectives of the Western Ghats Project.'Tt is widely accepted that any measures which seek to reduce
pressure on areas of ecological significance and reduceenvironmental degradation are only likely to succeed if localcommunities are actively involved and the needs of poor and
marginalised groups are meaningfully addressed.

é
BACKGROUND

The Western Ghats Forestry Project of the Government of Karnataka
plans to maintain the ecological balance and the environmentalstability of the Western Ghats and to rehabilitate and protect.the major forest resources of the region, initially in Uttara
Kanara District. Simultaneously the project aims to assure the
sustainability of the living standards of those people whoselivelihoods currently derive, in whole or in part, from theforest. Clearly these objectives are closely interlinked. Itis very important that existing forest users whose livelihoods
derive from the forest fully participate in the planned Joint.
planning and management (JFPM) process. If they are to actually
encourage the process of sustainable management of the forest
resources. Forest users particularly the poorer groups must
understand the short and long term benefits which should accrue
to them from this project. Management agreements between user
groups and the Karnataka Forestry Department (KFD) will givethese communities a stake in sustainable management of forest

ee resources.
1

However the JFPM process will inevitably be a fairly complex
The concept will be new for most forest user groups. Theytask

may not be clear how to negotiate equitable and responsible

'effectively exercise the usufruct and other rights negotiated in
They will need to be able toagreements with the KFD

benefits they
agreement And in certain areas the forest resources will

would hope for.permit the forest users all the immediate

supporting the poorer userOxfam believes it co Id have a role in
fas in the JFPM processt Oxfam has

MB
Qroups to participate effectively

a

1
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POVerty proqrammes run by aowide of voluntary agone

and income
a

agencies and community groups in the district.
OBJECTIVES

The broad objective of Oxfam's JFPM Support Project would be:

disadvantaged groups, whose livelihoods currentlyforests.
To realise this Oxfam's immediate objectives would have four 1 inelements:

- To compliment efforts in the main project to promoteawareness of the Purpose and practice of joint forestPlanning and management;
~ To enable local people, and particularly disadvantagedgroups, to acquire the skills and understanding of technical

~ To explore and facilitate the development ofealternative

~ To encourage forest user groups to derive maximumbenefit in terms of Production and marketing from theforest resources to which they will have access to underJFPM.
As both the western Ghats Porestry Project and the JFPM SupportProject are still at an early stage it is rather
Support. Much would depend onbetween Oxfam and the KFD, Myrada,local communities and the speHowever we would anticipatesome or all of the

h we receive..
les would includeA.



The outcome would be, in the short-term:
1) Greater environmental and ecological awareness among allcategories of forest user groups ~ those who liye in the forestand those who live outside;
2) Awareness among poorer forest user groups of the purpose andpractice of JFPM and of the benefits that should accrue to them;
3) Effective participation by poorer forest user groups in theJFPM negotiation process;
4) Equitable JFPM agreements where the economic interests ofdisadvantaged groups are ensured;
and, in the medium term:

5) Improved income opportunities for existing marginalised forestdwellers;
6) Formation or strengthening of community associations orcooperatives of artisans and other forest user groups;
7) Upgrading of skills of artisans and other forest user groups.
8) Planning of selected income~generation schemes for groups offarest users whose natural resource base is in decline.
4

q

Project Mechanisms

The principal mechanism for delivering the project would bethrough grants to local NGOs, managed by Oxfam's office n
responsible for the area covered by the JFPM Project, Uttara
Hyderabad, which for internal administrative reasons is
Kanara.
coordination with the Karnataka Forestry Depargment, which wouldbe done in consultation with Oxfam's office in Bangalore.

However there would have to be close liaison and

Funding and Administrative Arrangements
Funding to Oxfam Hyderabad would be through the normal channels
the Government of India's Foreign Contributions Regulations Act.
for AllOxfam (India) Trust Funds to ensure the compliance with
Funds would be received by Oxfam UK and Ireland and disbursed toOxfam (India) Trust, Delhi which in turn would recruit the fundsto Oxfam (India) Trust, Hyderabad. Oxfam (India) Trust Hyderabad
submitted quarterly to the ODA via Oxfam in Delhi and Oxford.

maintain the accounts for the project They will be
Oxfam UK and Ireland will. make a quarterly requisition of fundsto the ODA depending on needs which at this stage are difficultto assess. Brief quarterly progress reports anda fuller annualreport will be submitted to ODA.



Bethe following provides a tentative budget for the project for a

- taken to maintain close coordination both to avoid

-partners is informed by relevant -scie

project. **Depending on w

orked out quarterly and annually
while detailed budgets will be w

£10,000

£29,000

me
€ 5000

€ 7,500
Consultancy costs

£105,000
Total

e

STAFFING

Primary responsibility for implementation of the project will
with existing Oxfam staff who cover Northern Karnataka for the

a project base in Sirsi will be considered. Great care would be
KFD, Myrada and others

involved in the main Western Ghats
duplication of effort and to ensure t

research data, which is to be commissio

main project, Oxfam's consultants might address some of the

following areas:

~ identification and survey of disadvantaged forest user groups;
~ gender needs assessment of forest user groups;
~facilitation of flow of technical information from the KFD and

research institutions to voluntary agencies, community/village
level groups and forest users;
- feasibility studies.
schemes; non-formal education and
~ training in community development,

by ODA monitors 4s necessary.

Accounting Procedures

examination. Procedures adop
funded projects. @

of skills training and income generation,

hat "research is being undertaken by the

Oxfam will submit its annual audited accounts to the ODA for
ted will be the same as for joint



PROJECT INDICATORS

It should be recognised as this is an area with few grass rootsorganisations or established NGOs, the project costs initiallywill go towards the identification of potential partners to workwith some of the poorest communitios and tribal groups in U.K.The project will give particular emphasis to obtaining theparticipation of women. Oxfam will' spend the first nine monthsof the project building up, or, in the case of the Siddis,strengthening contacts. Once individuals or groups have beenidentified, the project officers will work with them to developa programme of work. Consideration given to assessingS at athe at
The JFPM Sppport Project should be seen as a "process" projectand so the' progress of the project should be assessed in termsof the foltlowing criteria:

- community outreach
How successful Oxfam's partners have been in terms of encouraginglocal communities to understand and discuss the JFPM process willhave be judged not so much (at least in the initial phase) interms of numbers but in the quality of the contacts. Oxfam would

to strong start to
swid particead the soon. Community

- popular participation(The extent to which the poorest, most disadvantaged groups haveybeen contacted and their informed participation in the JFPMrocess has been facilitatéd.
jThe. optimum result would be if members of these groups were to"{form or become. part of user groups and local level jointmanagement structures. But-there would be intermediary stageswhich might be useful, indicators of whether progress was beingmade ~ for example if individual members of these client groupswere to attend JFPM meetings as observers.

Ly increased awareness of limitations to the resource base
e might judge the extent to which Oxfam's partners have helpedthe client groups begin a process of analysis of their use ofatural resources, the ways in which such use might change (orwith depletion of natural resources be forced to change) and howthey might diversify and seek other ways of sustaining themselves

and their communities. This might be assessed in terms of thefypes of m-.2tings held, the subjects discussed and levels of
participation.

programmes have been more fully devéloped after the first 12
months) Oxfam might wish to call upon the services of one of
QDA's small-scale enterprise technical advisers, to discuss withlocal partners and target groups possible income-generating:schemes. (A summary of Project Milestones can be found in
ppendix B.) ;

4

In the second phase of the project (that is when the work

Shp Le



APPENDIX A

JRAFT OUTLINE OF PROJECT ACTIVITIES

fonths 1-9

Identification/survey of the poorest forest user groups.
these would include:

- Siddi farmers/forest dwellers who number 68-9000
~ Gowli livestock farmers who depend on forest grazing
- fuelwood headloaders, primarily but not exclusively, the

'alakivokkals of the coastal belt;
small farmers and agricultural labourers, particularly

cheduled castes}
- cane and bamboo workers, particularly but not exclusively,

he Medar community;

urveys of all/any of these groups would also consider the
nd needs of women in forest based family economies.

ould .irticipate meaningfully in the JFPM . Analysis of their

: Identification of other community groups/associations both
geographical (village/hamlet) level or functional level (e.g.
sociations/cooperatives "of bamboo workers, milk producers.

Identification of.specific geographical areas Within the"
strict where there appears to be most need and'opportunity for
1y Oxfam supported intervention.

of publication, translation and dissemination
educational materials on:

'sustainable management of forest resources and the biomass
eds of local population;
'the purpose and practice of JFPM.
i

Support to voluntary agencies, community groups and

ucational institutions for educational programmes on JFPM

rough village meetings, use of audio-visual materials dtc.

nths 6-12
addition to conti

} Support to voluntary organisations (if such organisations can
» identified) in order to cover their staff costs for a few

mmunity development workers: (1) to work with poorer groups on
hemes such as non formal education and thrift and credit and,

nuation of the above, additional activities

a
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2. 'raining for such voluntary agencies in
- community development, including gender needs assessment
- income generation schemes
-technical aspects of sustainable forest management and biomass
needs of rural poor.
Months 12-36
Continuation of the above activities and
1. Identification of villages and/or groups of forest users who
are facing a decline in their natyral resource base and hence a
loss of income in their traditional livelihoods.
o. «Identification and feasibility studies of possible skill
fupgrading schemes and/or alternative income-generation schemes
for such groups.

B3. Still and financial management training in income-generation
schemes ;

4. Planning of selected income-~generation schemes for funding
by Government Departments, financial. institutions and, . where

mappropriate, Oxfam.

5. Monitoring of on-going income-generation schemes.

APPENDIX B

Bummary of Project Milestones

By Month 9

Completion of identification and survey of some of the poorest
user groups.

. Completion of identification of potential voluntary agencies_ community groups with whom Oxfam could work.

Initial educational programme/discussion with villagers on
PM started in a few selected villages.

2h Support for community development workers in selected
oluntary organisations/community started.

3

First round of training programmes for voluntary
rganisations/community groups completed.

Month 24
; Income-generation schemes underway.

t
athe oy
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TERMS and ABBREVIATIONS

Conservator of Forests (in charge of Forests Circle)
DCF Deputy Conservator of Forests
FEVORD-K NGO co-ordinating hody, Karnataka
FoRTI Forest Reserach & Training Institute, WGFP
GIS Geographical Information System
Go Government Order (usually about JFPM)
Gol Government of India
GOK Government of Karnataka

Joint Forest Management
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KFD Karnataka Forest Department
Ministry of Environment & Forests, DelhiMoEF

MYRADA Bangalore based NGO

pccr Principal Chief Conservator of Forests
PMC Planning & Monitoring Cell, WGFP, Uttara Kannada
PMU Planning & Monitoring Unit, WGFP, Bangalore
PPDP Project Process Development Programme, WGFP

PPST Project Process Support Team, WGFP

RFO Range Forest Officer
RMST Research and Monitoring Support Team, WGFP

Western Ghats Forestry ProjectWGFP



1. INTRODUCTION

The WGFP is the largest process project supported by ODA in India.
Process project are characterised by a focus on mechanisms and
means rather than ore-determined outputs; on identifying and
involving stakeholders as partners rather than as beneficiaries; cn
setting up objectives and finding solutions rather than implementing
blueprints; on learning from experience rather than from assumption
and theory.

WGFP is being implemented by KFD, who have a4 long association witt.
OD* since the start of the Karnataka Social Forestry "roject (KSFF).
The original proposal from KFD was for a development project in the
Western Ghats. This evolved into aproject focusing on people's
participation, planning and management practices, as well as
conservation and development activities. This switch of emphasis
reflected the experience of KSFP as well as changing national policy
and ODA's emphasis on process.

The major lesson of KSFP was that it was possible to achieve
output targets without achieving social objectives as a result of
focusing enough attention on (a) the process of working with people
and (b) the internal management and organisational mechanisms of
KFD, The project was written up in the language of being demand
driven, yet the management and organisetional structure was geared
up to being supply driven.

2. PROJECT DESIGN AND STRUCTURE

In this section we set out the main elements of the project design.
This is followed by an analysis of progress, issues and constraints,
leading to proposals for the future.

Goals, Objectives and Components The original project document sets
out four goals: Economics, Equity, Environment and Ecology -the
'four Es'. The Goals were not prioritised. The processes proposed
to reconcile differences and co-ordinate action between these
systems were twofold:

(a) a process of zonation, setting out areas where the primary,
but not exclusive, objective was one of the 'four Es', Each zone
was related to different clients, objectives and planning mechanisms.

(b) a process of organisational change in which:
2
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decision making would become site specific and linked to local
co-ordination and conflict resolution.

ai. organisational focus would shift from top down scheme-driven
to bottom-tip site-specific planning and, in particular

the involvement of local people in decision making about
forest planning and management.

the introduction of new technology in support of the newTv.
process and new techniques.

The link between cliamts/objectives and zones at the Circle level
is set out in the following Table.

Client Client tintana Responsibility Zone/Circle
(Manager) ActivitiesRepresentative Linkeae

Society: COP) Expert Ranger/ zone 1:
ecology (Wildlife) opinion Forester/ Conservation
and Guard of
Environ- Biodiversity
ment

Economy CF Economic Rangex/ Zone 23
(Terrirorial) Analyais Forester/ Conservation/
BMC Guard production
(Economist)

Village JFPM Partici- Ranger/ Zone 3 and 4:
Community Committee patory Fore ster/ Protection/

Planning Guard Production
(JFPM)

Farmer Farmer Indivisual Ranger/ Zone 5:
Choice Forester/ Private

Guard Forestry

In order to ahhieve these goals three Immedicate Objectives were
set out in the original Project Framework. The first two:

To promote a process of institutional change in KFD
* To involve local people in decision making about
forest planning and management

were recognised as a being central to the project design.
.3
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Activities in support of the demand-driven approach and the
institutional and organisational changes needed to support this
appraoch were brought together into the main project componant:
(A) PROCESS AND ORGANISATION.

Activities this component at two levels: Ciitcle and HO. The Circle
level activities included

i. Management development (planning and monitoring)
ii. JFPM arrangements
tii. Working Plans support

The project documentation did not specify in detail how these
innovations were to be achieved, but set out principles and created

space in which change could take place.

The third Immediate Objectives was:

* To minimise the furtherloss of forest cover and resources
and to maintain the sustainable services the forests
provide.

Activities in support of this objective were grouped under a

component called (B) PLANTING. This was perceived as being of
relatively lowerpriority; no immediate expansion in the area of

planting was proposed. ONDA funding for planting was seen SS an

enabling factor to ensure that process and orgenisetion could
proceed without conflict from other target-driven schemes.

The third component, entitled (C) RESEARCH/UNDERSTANDING, brought
together research activities which were demmed necessary to improve

of the Western Ghats ecology and economy. This
component subsumed a number of research proposals and had a wider
brief to operated throughout the Western Ghats of Karnataka, rather
than the specific territorial focus of the first two components.

Each of these components is reflected in the structure of the

financial tables that formed part of the project document.

4
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2.1 Structure and Organisation

The project document proposed several organisational changes in
orier to introduce project activities. However, it was recognised
that the formal organisational form would evolve out of the new
functions that staff would be expected to undertake and that further
modification would be necessary. The main orgénisational features
are as follows:

a) Circle level
Uttara Kannada Circle was re-organised to cover the project area
which had been limited to areas with rainfall 1000 mm. This
would ensure that the project, ana by implication the new

management structures, would be coterminous with a KFD management
unit. There was some re-organisation of Vivisional boundaries,
but Ranges were left unaltered.

Within the Circle a Planning and Monitoring Cell (PMC) was
established to provide analytical and strategic support to the
Conservator CF) . The idea behind the PMC was to ., operate as
a team and to support the introduction of new practices.

At the Divisional level the project established a parallel yet
slightly subordinate structure for JFPM activities. Originally,
under a DC¥ (.JFPM) there were to be JFPM teams consisting of an
RFO (JFPM), a community facilitator (not cecruited) and the
REO (Territorial).

b) Headquarters Level
The Project Director (CCF level) was based in Bangalore and was
responsible for overall project diction. To assist in this a

Planning and Monitoring Unit (PMU) was established, consisting of:

Planner OF
Monitoring DIF
Sociology DCF
Training DOF
Accounting Officer CAO

The purpose of the PMU was to provide overall co-ordination to
project activities, to link between the project and the rest of
KFD to support the development of a wider understanding of the
Western Ghats ani to plan for the second Tircle.

5
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The PMU was also intended to implement and co-ordinate a number

of HO level activities, some of which were ultimately intended
to be grouped institutionally into the new ForTI. These included:

Research activities associated with the 'four Es'
Tree improvement research
Establishment of a GIS

Headquarters activities also involved a number of linkages with
other within KFD in particular:

CF (Research) for the establishment of FoRTI,
execution of research activities
and the implementation of tree
improvement studies

eer (Working Plans) for the development of remote
sensing

CCF (Wildlife) for the development and implementation
of suitable management and monitoring
activities for Zone I areas

for the overall direction and
development of a "policy framework

(It is important to note that in this context a CCF has @irect access

to Government and is, in effect, in charge of an independent
budget).

2.2 Direction and Policy

2.2.1 Committees

There are a number of committees to steer activities at different
levels.

Project Steering Committee

Chaired by the Development Commissioner and containing 4 wide

range of representatives from GoK Departments, as well as

representatives of NGOs, research interests and the ODA. The

Committee has overall responsibility for project imptementation
and policy recommendations. It has now been proposed that an

Empowered Sub-committee be formed which will have direct powers
to authorise expenditure.



Research Committee

This will oversee the implementation of the research strategy of
the project. Committee has been proposed but not yet confirmed
by Government.

Circle Advisory Committee

Chaired by CF with official and NGO representation

Divisional Working Committees

compo sed in the same way as the Advisory Committee.DOhaired by

Range-Level Committees
It has recently been proposed that there should be Range level

2.2.2 Links with ODA

The primary contact is with the OFO, which was established to ensure
the flexibility needed in supporting a process project of this
scale was available to KFD ani to enable changes to be made on a
continual basis. A close partnership covering all aspects of the
project was seen as central to project success.

2.2.2 Consultancy Support

The project design emphasised the use of consultamts as a means of
bringing about change, introducing new ideas and as a means of
KFD utilising specialist skills. The contracting and management
of locally engaged consultants by KFD was seen as an important tool
of the new management strategy. In addition, the OFO was charged
with organising sustained consultancy inputs from overseas.
Overall this has resulted in the following on-going arrangements:

Support to JFPM training Circle MYRADA

Support to Management Process Circle PPST/Om
Change

Support to Research Management HO RMST

Contracts to local research ISEC,UAS, IDS
organisations etc

Individiial consultancies for operational advice or services,
including

+
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NRSA Aerial photography and mapping of
Uttara Kannada Circle

Project Management Teamp
Fire Protection Strategy and activities accepted
Gender Basis for strategy provided
Training Strategy provided
zone I Management Programme being developed
GIS implementation Strategy provided

Special studies have been carried out as follows:

Livestock Workshop held and links to JFPM
established, research identified

Social Development Report from APO provided, feeding
into JFPM activities and training.

2.2.4 Training and Visits
A regular programme of training in UK institutions has been

organised under TCTP. Ranging from short courses to year-long
MSc courses. Senior staff have also visited UK for an individually
tailored course. Specialist training has also taken place in
India, including Forest Survey of India and ATI Mysore. Study
tours to west Bengal have also been organised.

Outputs, activities and budgets

Project outputs have been reported in detail in the annual report
for 1994/95. This strategic overview of theproject is designed
to show how the outputs relate to the overall project design.
Some of the outputs have been adjusted during the year, a panded
and developed in the light of experience. These have not been

formally assembled into a new LogFrame. This is now a priority
activity.

Project budgets are set out for each of the components. These

are discussed separately.

3. ANALYSIS: PROGRESS, CONSTRAINTS AND ISSUES

3.1 Introduction
The MTR provides an 6pportunity to reflect on progress and

implementation to date and to update understanding about the

project's vision and direction. This is particularly important
8
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in a process project wherelearning and adaptation are explicitly
recognised, but where day to day operational activity provides few

opportunities to recognise overall progress and to reflect on

future direction and strategy.

The issues analysed in this paper are from the contanuous flow of
development within the project. Many are complex issues that cannot
be solved with a single decision and which ate currently part of the

on-going process of debate and dialogue, both within the project
and within the Department.

3.2 Project... Goals

Project goals and objectives have been the focus of considerable
debate since the start of the project. Concern over the relative
priority of each of the 'four Es' often arise. There was an

attempt to reconcile the objectives into a single statement using
the TeamUp approach. This was not satisfactorily completed and

the goats and objectives remain as originally stated.

The TeamUp workshop to redesign the project was not successful.
The major problem was not the TeamUp methodology; in fact as a

training exercise it was very successful, introducing a wide range
of KFD staff to the conceptual frameworks used by ODA and othar
donors. The major lesson to be learned was 4 that a single
objective team-focused approach works well when there is agreement
about the goal, framework and strategy. The workshop attempted to

develop single objective for what is effectively a programme.

This experience showed that it was not useful to focus on goal
level reconciliation and prioritisation, since this prvented the
development of a full LogFrame. In order to athieve the goals of
conservation and sustainable development, the project purpose should
be along the lines of:

To promote a process of institutional change in KFD, and
in particular to involve local people in decision making
about the planning and management of forest resources,

Follewing from this, each of the three project components will have
its own LogFrame. These are:
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Process and Organisation
Planting
Research/Under standing

The overall project LogFrame will then become more of a programme

LogFrame in the TeamUp idiom. In this it will be important to
ensure that the re-defined Outputs are & identified with accountable
units. An outline LogFrame setting out this approach will be

presented to the Review team.

When the component LogFrames are drawn up the emphasis will
remain on:

mechanisms to decentralise decision making to the lowest
level possible, whilst providing guidelines, information
and training to staff and ensuring that the interests of
all stakeholders are recognized.

The project components are reviewed below.

3.3 Zonation Strategy

Substantial progress has been made with bio-physical zonation.
This has been based on canopy cover data supplemented by data from

aerial photography interpretation. "one IV areas have been largely
determined on the basis of degraded forest land with a canopy
cover of less than 25% as specified in the GO on JFPM. zones II
and IIT have been considered as traditional production forest areas.
Zone I has been provisionally specified as protected areas,
undisturbed forest, steep slopes and river banks.

There are a number of policy issues which have to be addressed.
These include:

a) Whether a 25% canopy cover criterion is sufficiently wide to

allow many communities to be covered by JFPM provision. Such

specificity gives no flexibility to the project when establashing
VFCS.

b) Whether there is scope for a more active and collaborative
involvement of local communities, through VFCs, in the

management of Zone II and III areas where there is good forest

.10
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c) Criteria for the delineation of Zone I areas and the possibilities
for people's participation in Zone I management.

3.4 Process and Organisation Sompanent

The objectives of this component are:

the introduction of JFPM
* management process change

These are radical changes and although progress has been made there
are still many unresolved issues and there is still a need to

develop further the mechanisms and systems.

3.4.1 Introduction of JFPM

Issues:

In order for JFPM to succeed it is essential that KFD develop
into a learning organisation. The relationship with communities
not only needs to be sensitive to the complexities and pressures
found there, but also to be able to adapt and change as the needs

and priorities of local communities change, often as a result
of project activities. Inevitably there is sore hesitancy and

uncertainty in communities at present about the permanency of the
new relationship, so that one indication of success will be a

growth in new demands as the relationship strengthens.

A good start has been mace on the use of PRA, but it is only a

start. Techniques will have to be refined to ensure that they
are involving all elements of the community.

The transparency of VFC activities must be ensured. This will
entail review of the composition of the VFC, effective training,
monitoring of experiencesand development of further guidelines
on operation. Arrangements for adequately protecting existing
rights need to be devised.

How the funds aecruéng to the community are to be used is still
unanalysed. How benefits are to be shared and how interests in
the community are to be protected have all to be thought through
and incorporated into guidelines. Similerly, there is

.11
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considerable scope for contracting VFCs to undertake work for

KFD, including protection, maintenance and extraction activities.
These areas need to be explored and pursued.

There are already signs of sectional interest seeking to control
VFC resources. As the assets 7; created become more valuable

the risk of them being appropriated becomes greater. It is not

clear how far this can be prevented, but careful monitoring and

further analysis remain essential.

The whole issue of the participation of women in VFCs and the

ways in which these meet their needs has yet to be pur sued.

Here again continued monitoring, analysis and improved

approaches will need to be maintained.

MOUS have not existed until very recently, which means that the

full cycle of JEPM has not been experienced and tested. The

situation is now changing rapidly and the lessons from this need

to be captured and incorporated.

Microplans must be responsive to community needs and not built
on official approaches or policies. They need to demonstrate

the kinds of benefits a that will be offered and under what

timescales so as to enable people to plan in relation to any

change in resource availability. Ways need to be found to: ~

ensure the incorporation into microplans of local knowledge about

management options.

JFPM must avoid providing a technically determined

However, to be fully responsive to community needs potentially
imposes a major administrative responsibility on KFD and the

project needs to clarify what can and cannot Le delivered

KFD will need to clarify the level of support that they can

provide to VFCs on a long term basis. The needs of local
communities will inevitably extend beyond what KFD can provide
from within its own resources, and how far it can go beyond

that, possibly in association with other Departments, needs

to be agreed.
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Way Forward:

* A major initiative, the PPDP is underway with PPST support to
focus on JFPM methodology, leading to development of 'best
practice' guidelines. One of the key aims is to bring territorial
staff more closely into the picture and establish mechanisms for
reviewing practice and incorporating lessons.

The revision of VFC composition to ensure open access and
participation is being pursued. More effective participation by
women and less dominant role for the Forester are priority issues.
Any change will require GoK approval.

Revision of project committee structure and other communication
channels to ensure greater responsiveness to local needs is
planned. There are now enough VFCs to build effective communications.

KFD will pursue the issue of the scope for wider involvement of
VFCs in forest management. With the changing emphasis on local
level planning the prospects for an enhanced role of VFCs are good.

Development of gender and poverty focused strategies to monitor
and enhance effective participation of vulnerable populations and
sections. This is currently being pursued following consultancy
recommendations. Ways of working in association with the
Department of Women and -hild Development are being pursued.

Links between VFCs and the new Panchayat institutions will be
pursued. The exact shape of the new system is not yet clear, but
will be closely monitored. The development of VFCs will
inevitably he shaped by the emerging role of these other bodies.

JFM is a national phenomenon and the project needs to continue
to draw on experience from elsewhere in India. In many areas
new forms of organisation and approaches are evolving, so that
the project needs to ensure that lessons from these other
activities are incorporated into the project where appropriate.
Links are already established with a range of bodies and those
with other ODA forestry projects will be of particular importance.

13
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3.4.2 Institutional/Management Process Change

Management process change should be considered at two levels:
(a) the Circle, and (b) Headquarters since the management requirements
are substantially different.

3.4.2.1 Circle-level Management * Process Change

The strategy for management process change is to start with site-
specific planning. In Zone IV, this involves the process of
identifving clients and the establishment of joint planning
mechanisms leading to joint management. The same principle applies
to other zones; rather than apply prescriptions prepared centrally,
planning should be based on site conditions. Overall policy and

direction is maintained through development of:

(a) 'Shared vision'- the development ani sharing of uverall
direction and strategy to all field staff,

(b) 'Principles' - the development of guidelines (prepared in
terms of principles rather than prescriptions).

(c) 'Skills development' - to support field staff in the form

of both professional and process training and in-serwice
workshops. and

(ad) 'Systems' which will support this approach.

The outcome of this process change has not been finalised and will
be developed througheeper ience in the field. The attached figure
sets out a tentative 'process map' and highlights the two main

elements of the approach site-specific planning and strategic
planning and monitoring.

Site-specific planning

So far a start has been made on site-specific planning with a plan
to pilot the system in one range during this yeacs planning cycle
(ie to bee .. completed before May). The approach has been to build
upon experience of preparing treatment plans which were introduced

by the CCF in 1993/4. In one range, a Computerised Range-level
Management Information System (CoRMIS) will be introduced,

atment plans and using
Foresters will prepare site-specific tre

.14
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the planning parameters provided by the CF (known as the SSR) develop
buigets. These will be entered into CoRMIS for aggregation into
Range, Division anid Circle bu igets. Initially CoRMIS will be a

database for tabular output, but ultimately will link to the emerg-
ing GIS provision, to allow outputs to be presented in map form.
This data will be used for both budgeting anu monitoring purposes.
A reliable recording procedure is necessary & since auditing and

monitoring will be anainst the site-specific buaget rather than a

model or prescription.

Planned support to this process includes a series of workshops,
refeesher training as well as equipment for Foresters and Rangers.
Further, arrangements will need to be established to ensure that
'best practice' is identified and shared throughout the Circle.
This is an important element in the development of a learning
approach. This is expected to lead to demand for reseacch to address

specific problems.

The present role of DFOs and ACFs will need to be reviewed in order
to ensure the success of site-specific planning. The role of DFOs

and ACFs is critical to the success of bottom-up planning systems-
to ensure that field practice is cost-effective. A different
approach to monitoring is required with an emphasis on problem
sélving rather than control and censure.

Stragegic Planning and Monitoting

As well as bottom-up planning there is a parallel need for Circle
and Division level vision, strateg®es and guidelines. This requires
the development of analytical capacity at the Circle level, the
role of the A detailed plan has not been developed for this
element as yet, although this is to be focus of the next PPST
consultancy visit.

Status and issues:

(1) The introduction of decentralised decision making and site-
specific planning require considerable reorientation within
the Forest Department. There has been strong recognition of
the problems of the existing system in terms of inflexibility
and appropriateness. There is also widespread understanding
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within the Forest Desartment of the process change taking place
throughout India. There is a strong endorsement from senior staff
to move in this direction. Rightly there is also caution. The

critical element at this state is to develop the methodology(path)
to move from the existing svstem to the new system in such away
that the final system reflects the needs of staff and delivers
higher quality services. Also the time and resources reguired will
almost certainly be higher than anticipated at this stage.

(2) The demand-led approach is the same in all zones. JFPM is the

process by which the Forest Departments interacts with local
Communities, the outcome of which is an MOU and microplan. The

treatment plan plays a similar role in other areas. (This has

implications for Working plans-although it is too early at this
stage to address this issue). There is a recent proposal to re-

establish single control within the Division since this would
ensure higher priority to JFPM procedures.

(3) Field level staff will have to devote more time and resources to

planning than before. This requires an increase in the number of
ranges and the provision of transport to Foresters.

(4) Monitoring and auditing arrangements are very important and will
need to be developed. Auditing must be against site-specific
plans approved by the DFO, rather than against centralised models.

(5) Training is a major requirement in order to develop professional
skills.

(6) Networking at the local level and increased contact with outside
organisations will be encouraged. Proposals have been made for
range level steering committees to make this more systematic.

(7) Management staff should visit other institutions which have undergone
a similar change in order to build up their own vision of the

possible outcome of process change.

(8) Consultancy support to this process needs to he co-ordinate and

consistent. A team approach, around agreed principles working with
the Circle staff is essential. The primary focus should be on

facilitation of the management process change, although technical
expertise in forestry, JFPM, social development, ecology and

economics may be needed. .-16
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(9) Reporting systems. This approach to management change focuses on
institutional arrangements for monitoring and evaluation anu the
development of MIS and GIS to support these arrangements. This
approach follows an earlier attempt to introduce a more
traditional project reporting system, which has been deemed to be

inappropriate. However, the internal reporting system has been
modified during 1993/4.

3.4.2.2 HQ level Management Process Change

The Project Director and PMU provide overall steer and co-ordination
to the project includiny budgeting and finance, HRD and staffing and

contracting of consultancy inputs. As well as these general
responsibilities, the PMU is responsible for the startup of activity
in the Second Circle.

Co-ordination and planning

(a) Budgeting and finance
The development of new planning and operational approaches requires
a comparable revision of financial planning and budgeting. This
has proved difficult to achieve in relation to the traditional
procedures under which KFD has to operate. As a result of these
constraints there has been a tendency to treat the financial
planning tables in the project document as specified budgets.

The OFO has now agreed with the PMU a series of financial planning
arrangements based on an integrated series of spreadsheets
based on the original project document tables. The: link
budgets and quarterly reporting of expenditure to the overall
project buiiget, which has itself been updated to reflect project
experience to date. These arrangements are supported by revised
reporting arrangements from the circle level to the PMU.

Future activities will focus on the strengthening of linkages to
the evolving Circle level local planning procedures. Another
priority will be the establishment of links to the revised project
LogFrames, so as to feed financial planning information to project
planning and monitoring.

17
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A major problem faced by the Project has been the lack
of delegated authority to undertake expenditure in new areas, even
when these are provided for in the annual budget. Permission for
individual items has had to be sought from Gok and has not been

forthcoming in most cases. The provision of such powers to the

Steering Committee has been proposed and needs to be agreed as a

priority.
A problem remains over obtaining agreement on the annual budget
where there remain difficultkes in changing the provisions in the

original document.

Financial and budgeting arrangements are discussed in more detail
in the annex to the finance briefing paper.

(b) HRD and Staffing

The original project design called for the project to be staffed
mainly by transfer of staff from elsewhere within KFD. This hes

proved difficult to implement within the constraints under which
KFD operate and a number of posts have proved difficult to fill.
The creation of new posts, combined with the move of the Circle HG

to Sirsi, placed a severe strain on office and residential
accommodation, further adding to the problems of building effective
teams.

Postings are not fully under the control of KFD, which has
constrained the PMJ's ability to pursue a rational approach to
Capacity building. As a result there has been some doubt about
the viability of the initial intention of building up areas of
specialist expertise within KF in relation to research, training,
GIS etc. However, it now seems possible that specialists will be

contracted in to fill these posts. Gok has imposed restrictions
on recruitment which further constrains staff planning. The inability
to hire specialists on short term contracts is a limitation that has

particularly affected the research field.

Second Circle

The PMU is responsible to prepare for the introduction (selection and

ahdrtup) of the second Circle. Crdteria for the selection of the second
Circle were agreed and investigations pursued accordingly, From this
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Shimoga Circle has been selected and a programme of preparations is
being prepared, Preliminary training of Shimoga staff has taken
place and the operational structure will incorporate the experience
of Uttara Kannada. In particular, the organisation of JFPM activities
will be different, involving closer integration with the existing
territorial staff structure.

Other Headquarters Activities

Headquarters staff are responsible for:-

(a) Research:

This brief is wider than just the project Circle. Demanu is from
the research community. The number of potential contracts is very
large; there is little previous experience in KFD to manage such
contracts and there is a belief that the research institutions do
not have the capacity to implement. Although the original proposals
have been curtailed in some cases, there is still pressure not to
drop any research because it is prescribed in the document and
because of the interest from the research community.

(b) Training

This component also has a brief throughout the Department, yet the
project authorities only have limited influence over this area. A

training consultant has reported. Decisions are needed as to future
direction.

Like most Forest Departments, IFD has control over the training of
its most junior staff, Forest Guards and Foresters. The training
of all other staff is regulated by the Centre. New approaches
require a much wider training capability and a number of ways
fowward have been identified in the training strategy proposals.

(c) FoRTI

FORTI was identified in the project design as the vehicle for meeting
these m needs of research and training.

Institutionally research falls under the umbrella of the Research
Wing, under the cF(Research), which has the responsibility for
carrying out research for KFD. The project documentation did not
set out more than the principles under which the research activities

13
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of the project were to be managed. The main principle was to
separate the demand for research from the supply of research
services. However, it has not been possible to establish working
arrangements in line with this principle. The idea behind FoRTI
was to build up the Research Wing's capability to carry out certain
types of research.

KFD are now proposing to move forward with the creation of FoRTI
as outlined in the project document. Work would be focused on two

campuses: Doresanipalya and Gungerayghatti. Initially ForTI would
be headed by a CF (Research) within the project. Staff and
infrastructure, currently under KFD's research wing and working
in Dharwad and Mercara Zones (under which Uttara Kannada Circle
falls) would be transferred to the new FORTI. Ultimately, KFD
intends to merge KFD's Research Wing with FoRTI, outside the project
and it will be headed by a CCF (Research).

At present demand for research is still being led by the conventional
research community. The way in which the project document

incorporates ana presents long established research agendas
encourages this trend. The need for longer term research to enhance
understanding of processes at work in the Western Ghats remains.

Operationally, it was intended that the PMU has funds to commission
research on an contract basis, In theory there is no reason why
this cannot be either an internal or an external contract; internal
if using the Research Wing and external if carried out by outside
agencies. A similar proposal, containing objectives, activities,
budcets, responsibilities ana deadlines would be needed in both
cases. However, demand for research from within the project is,
as yet, relatively weak. This is because:

* The process of articulating demandon the basis of site-
specific planning ahas only recently started. A full cycle
of experience is required before field staff ere in a
position to assess research need.

The possibility of commissioning or carrying out adaptive
research has traditionally not been available ana

(d) Zone I management:

Again this camponent has a wider focus than other activities.
However, this component provides a model for working with other

.20



types of project activities. Currently implementation is the

responsibility of the ccF (Wildlife) who is contracted by the CCF

(NGPP) to carry out activities in National Parks and Sanctuaries.
This model could be developed as a basis for the project carrying
out activities in areas not under the control of project staff.

(4) Working plans and GIS:

Proposals have been made to introduce a GIS which will ultimately
build up into a more comprehensive system to meet the wider planning
and monitoring needs of the project and KFD as a whole.

The local planning approach anu JFPM will ultimately lead to a

revision of the Working Plan approach. However, that is a longer
term objective which it is too early to address directly now. It
will be kept continually under review and the emerging practice ena

experience will provide guidance on future proposals,

Issues:
The main overall issue affecting the verious project components relates
to the rationale for the component and its linkage with the main

project objectives. The cese for continuing these Bub-projects
depends on (a) their merit as an individual project and (b) on the

scope for development of new procedures within KFD.

The skills needed for manegement change at headquarters level need

to be identified and a programme prepared. Since most activities
are implemented in other parts of the Forest Department or outside
the Department, there is a need to develop capability for managing

internal contacts, agreements, or MOU. There has been no attempt
so far to introduce new processes into these relationships although
there is considerable scope to develop internal contracts usting

the LogFrame and the TeamUp approach. At present, success depends

on personal contacts in other parts of the Department rather than

on a systemic arrangements.

The issues relating to each of these sub-projects have speciic
issues which are discussed elsewhere.



Planting Component3.5

.1 The planting programme has progressed well in area tenms. The

major problem has been the restrictive nature of the economic
models. Although these were originally agreed as being for
analysis only, they have, in fact, been applied as planting
prescriptions. Further, this problem has been made worse by the
absence of any discretionary power for officers to deviate from

the models. Statutory auditing arrangements require the AG to
audit against these models and this has further resulted in

3.5

inflexible application cf inappropriate interventions.

Some progress has been made to change this situation. In Zone II
CCF (4GFP) and cF(WP) have introduced the concept of the treatment

plan, which is similar to the JFPM microplan in 4one IV. The

treatment plan is the basis for the site-specific local planning
approach now being introduced. However, formal agreement is
required that the auditing authorities can and will use the
treatment plan as the basis for their scrutiny. Secondly, the
PMc will look again at the existing models and their use for
planting purposes.

3.5.2 Experience has shown that the planting models have been misnamed as

'gap models' and cover a range of situations, including enrichment
and restocking. However, in many areas of Uttara Kannada Circle
there is now little scope for further planting, with many of the

areas presently under a gap-planting regime essentially only
requiring protection to allow natural regeneretion. Gap Cc model

has already gone and the scope for Gap A and Gap B is limited, and

in most cases uneconomic and only marginally effective. Costs
per hectare are likely to change as 2 result of recent critical
re-examination of experience to date, resulting in revised
budgeting guicelines.

3.5.3 A number of new possible priority treatment interventions have

been identified by the CF and PMC, which are currently being
examined. These include large areas of failed plantations including
some by KFDC. Such alternative approaches are to be encouraged.
The PMC will initially carry out the analysis and prepare
guidelines, whilst field staff will implement using site specific
treatment plans.
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3.5.4 The multi-purpose model was useu to puaget for ana analyse the
JFPM/Zone IV situation. However, as a result of JFPM staff being
allocated their own planting targets and no MOUs and been signed,
planting in Zone IV areas has often been through the application
of the multi-purpose model. This has been in consultation with
rather than partnership with VFCs and confirms how easy it would
be to repeat the mistakes of the Social forestry approach. "ith
the finalisation of microplans and the signing of "MOUs there will
be- scope.fer' the expansion planting. As a precursor of
that it has been agreed that planting targets for JFPM staff will
be abolished.

3.5.5 The project displaced all other schemes in the project area,
including the FOF, in order to ensure the flexibility needed for

process change. However, the long term intention of the project
desion was to 'disconnect' the planning anu financing functions. It
was initially envisaged that the 'disconnect' would be at the level
of the Circle. With local level planning outputs coming to the
Circle, the role of the Circle administration was to arrange funsing
for these plans. The time is now right to develop the operational
mectenisms for 'Sisconnect'. A further imperative is that with
the priority being given to Panchayats, which have ear-marked
forestry funis, some mechanism is needed to ensure that activity
is co-ordinate within the overall project strategy. This points to
the level of 'disconnect' being set at the Vivisional level. The

relationship of the VFCs to Panchayats and the role of different
funding sources are all issues that will neea to be pursued as the
scope of the various institutions evolves.

3.5.6 Associated with several of these items is the need to link
expenditure with the maintenance of future benefit flows and with
the help of a GIS, develop a forest : . resource accounting system
at the Circle or Divisional level. Targets coulu then be set for
the maintenance of given assets at a given buuget.

3.6 Research/Understanding Component

The cesearch agenda of 16 areas of investigation urawn up uuring
the research workshop is a satisfactory way to carry forward the
longer term needs of the project. Nevertheless, more

sustained progress needs to be made on commissioning ani managing
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the research activities indicated. This will pose a substantial
management challenge that will needa to be given an adequate priority.
The establishment of the Forest Research Committee is the first
step, followed by adequately resources management arrangements.

This system cannot fully address the information neeas that will
emerge from the enhanced sensitivity of JFPM activities and the
local level planning initiatives currently being jeveloped.
Mechanisms will need to be devised to enable Circle level structures,
including down to VFCS to commission investigation to aduress
problems arising from new activities ani approaches. It is likely
to be necessary to consider alternative arid more flexikle arrangements
than those used for the mainresearch ectivities, possibly involving
more local institutions. The funus for this work will need to ke

provijed in Circle level budgets and the committee structure will
provise participatory mechanisms for deciding priorities.

4, DIRECTION AND P@LICY

Committees

The role of the Project Steering Committee has been limited and
needs to be developed.

Control over project direction hasremained largely withing KFD and
has not been opened up to the extent envisaged in the original
project design. The overall project Steering Committee hes not
been able to break away from the role of symbolic
overseeing and approval of items put to it. It hes not become a

government body to which project management are accountable. In
part this is because of its composition, which reflects a broad
range of, largely official, constituencies. As a result it has
been constituted more as a consultative body than an executive one.
A major element cf process and organisation change is the
devebpment of a significant role for the Steering Committee at both
the project and the Circle level.

The Steering Committee offers an opportunity to bring experience
and ideas from elsewhere and provide a positive and beneficial
influence on project direction. Further development might entail:
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(a) eareful consideration of its membership, perhaps going outside
the state in order to bring in field experience elsewhere,
and outside the bureaucracy

Cb) powers, including the ability to sanction innovative approaches
and the authority to ask questions and seek clarification

(ca) a plan of action to ensure that members are serviced with
sufficient information, such as briefings, fielu visitsand
papers to enable them tosbeer project direction. This is a
role for the PMU. Such an approach would ensure that members
do not see the committee as a means of representing their
own sectional interests but develop a wider interest in project
success.

The proposals for new committees at range level are positive anu to
be encouraged. The role and operation of the project's committees
needs to be reviewed and strengthened, possibly through a facilitatéd
workshop.

The Research Committee has not been formed-although thisveflects
concern about losing control to outside interests. The proposed
membership for this committee is largely drawn from the research
community and rightly there is concern that the interest of the research
community will not align with project needs or priorities. The

impasse here reflects the concerns within the project that externally
driven research would have its own dynamic.

Links with ODA4.2

These have been handled through the OFO in Delhi. This have involved
frequent and often intense interaction. As the scale ofaetivity
expands increasing consideration will have to be given to whether
to have a local office in Bangalore.

5. ®Ocus ISSUES FOR MID TERM REVIEW

The following are issues mentioned in the above paper to which the
project would like to draw the review team's particular attention

1. Hierarcy of LogFrames

This approach combines the cheracteristics of the original project
design with the clear need for a comprehensive LogFrame against
which monitoring can take place.
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Local Blanning Initiative2.

This combination of site specific treatment plans and devolved
decision making underpins the JFPM approach and offers the main

mechanism for sustained adaptation with KFD. This needs to be

clearly associated with a move > to greater financial autonomy
and more flexible auditing arrangements.

Effective Participation3.

Experience so far with the working of the GO, the composition
of the VFCs and the structure of the project's committees
indicates that the time has come for a review of these structures,
leading to more effective participation by primary stakeholders.

4. Developing Specialisms
The original intention of KF staff developing a wide range
of technical specialisms to pursue institutional change is now

in doubt. The source of technical support for KEY needs to he

clarified, especially the possibility of recrufting specialists
from outside the Department.

Role of PMU5.

The location of the PMU needs to be confirmed, Its role and

responsibilities need to be clarified, particularly in relation
to FoRTI and its responsibility for the relationship of the

project to the rest of KFD.

Steering Committee6.

The role of this committee needs to be revised to give it a more

positive input to the project. Linked to this is the issue
of delecated authority and the ability of the project to undertake
expenditure specified in the annual buuget.

a. Sonsultancy Inputs
A number of Key project activities need subpained inputs to:
support a complex process cf change. These need to be confirmeu
and programmed.

Karnataka Forest Department
ODA Forestry Office
January 1995
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NGOs AND WGEP

In one of the meeting of NGOs involved in helping KFD to implement

JFPM, the NGOs suggested to VTC members that they should not enter

into conflict with officials. They suggested that the people

should try to understand the behaviour of the official and adjust

accordingly. The KFD officials do not want to change their

attitude. They continue the same age old 'policing' methods to

deal with people.

The people, after formation of VFC have tried their best to leave

the conf attitude and to cooperate with KFD officials.
However there is no reciprocate action on the part of KFD. This

has further confirmed peoples, belief that JFPM is just another

'trap' and the real motive of KFD is sugarcoated with JFPM concept.

Due to the apathy of KFD the NGOs are apprehensive about the

probable negative outcome of lending a helping hand to KFD. Some

NGOs feel that the people have lost faith on KFD and now after

the whole 'fraud' of JFPM the people may loose faith even of on

NGOs! If this happens, by coopting with JFPM the NGOs will also

loose their credibility. In fact this will be one of the main

outcome of Oxfam helping NGOs in Uttara Kannada district. This

will affect the functioning of the NGOs in the long run. It is

also: *- an £ndicator of NGOs when coopted with implementation

of government programme and up in loosing their eredibility.
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A joint KFD/ODA team conducted a mid term review of the Western Ghats forestry
Project between 6th February - 15th February, 1995.

\. MISSION COMPOSITION :

Karnataka Forest Department :

Mr A S&S Sadashivaiah Project Director
Mr A K Verma Conservator, Uttara Kannada Circle
Mr S Venugopal Conservator (Planning & Monitoring PMU)
Mr Swaminath DCF (Tree Improvement)
Mr K Supara DCF (Working Plans-PMU)

Overseas Development Administration ;

Ms Susan Unsworth Head of South Asia Department (Team Leader)
Mr Michacl Scott Deputy Chicf Natural Resources Adviser
Mr Peter Wood Senior Forestry Adviser
Ms Judy Walker Social Development Adviser
Mr Richard Moberly Economic Adviser, BHC, New Delhi

a

ODA Forestry Office :

Dr Eric Hanley Ficld Manager
Ms Moutushi Sengupta Financial Analyst7

2. OBJECTIVES OF TIE REVIEW TEAM

The objectives of the review team included :

to confirm that these are still valid and appropriately defined,
and to agree any necessary moditications;

To review progress made in achieving project outputs against

agreed target/indicators; to identify any gap in performance and

any changes in key assumptions; to asscss whether proposed

guiputs are still appropriate to achieving project purpose or

whether modifications are needed; and to identify any major
constraints to achievement of outputs and purpose level

objectives;

Specifically, to consider the case for the project starting

operations in a second circle, bearing in mind the experience
to date and the need for any modifications to the existing
model;

6-15 February 1995
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Western Ghats borestry Project
Mid Term Review Atde Memoire

24 To review the progress of the project against the activilics

agreed with the last annual review mission (October 1993);

2.5 'To agree a revised project log frame.

THE MISSION'S IFINERARY

A Cull itinerary is included in Annex 4. The team met a wide range of stall within KFD,

Gok, NGOs and spent Wo days mecling VEC teams, range officers and NGOs in the

field. Phe team divided itself into three subteams and reviewed Lorestry operalions,

review.

4, ACKNOWLEDGEMENTS

The Mid Term Review Mission would like to express its sincere thanks to colleagues in

KFD who participated so enthusiastically in the Mission's many discussions and visils. In

OVERVIEW

The Mission concluded that there was a good foundation on which to build including :

3.

wd opel al tions OL At Bangalore, the team met senior

PM process itical policy issues that were dent ied cut the

rents a t Mob to discuss

due to the Team Leader an the Conservator of Forest (Uttara

panised ield visits. KFD alsoyarticular wovided excellent transport

1 hese tooKannada 1 ie), who ol
vere 0 peat assistance to the Mission

shared objectives bebween ODA and project team members4

prowling understanding and commitment to the principles of JFPM at all

levels

i

4

4

iMproving relations with NGOs

initial cathusiasm of VCs

But. it noted with concem the lack of overall strategic direction for the project including
+

lack af clear plan of operation (POP) and budgets

weaknesses in project management siruclures

3
3

3

1

5 iput level objectiveslevel
Vv. SOLE useful Al

ou
3

3

4

5

4

5

need to build a wider constitucacy Lot the project within
KED/Golt1

4

ey, problems over implementation
of JFPM.4

8 iv.
7

4 2
7
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PROGRESS

Progiess Against Key Objectives

The Mission reviewed progress to date against the main project output indicators,

as set out in the Annual Report of the OFO. From this it noted that good progress

had been made in a number of areas, including the JFPM training provided by

MYRADA, which bas improved understanding and contributed to acceptance of

the JFPM approach within KED. A 'Praining Needs Assessment has been carried

out, but an overall taining strategy has not yet been produced as a result of this.

Progress has been made with the establishment of VWFCs and the negotiation of

microplans. In relation to this the workshop hicld in August on experience of

JFPM to date helped to review and disseminate useful information to a range of

key stakeholders. However, the intended JFPM manual has not yet been produced

and there is an urgent need for improved guidance to support the JFPM process,

Within dis context the Mission noted the way in which relations with NGOs in the

project arca are improving.

There have been a large number of workshops and consultancies held during the

year, details of which are set out in the OFO Annual Report. These have all

served to open up key issues for discussion. However, to date litte progress has

been made on turning recommendations from these activities into strategies for

action within an overall plan to fake forward key project objectives. This is a

priority for the coming year,

In particular, the Mission noted the urgent nced to create effective management

structures and systems, including a clear and effective role for the PMU and

PMC; decision making powers for the Steering Conuiltes; functioning Circle and

Divisional Committees. In relation to systems it noted the lack of progress in

developing a detailed plan of operations and budget; a monitoring and evaluation

system; and strategies for taking forward project activilics in training and research.

OFX bebrrary £605
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KEY FINDINGS AND RECOMMENDATIONSa

3

of. PROJECT OBJECTIVES

The original wider and immediate project objectives remain valid but
were relormulited by the Mission as follows:

3

8

GOAL: Conserve and protect the biodiversity of the Western
Ghats forest while maintaining sustainable
productivity with peoples' participation.

3

3

PURPOSE: KFD has the capacity to develop, test and implement
belter systems for sustainable forest management
through devolved decision making and cllectively
involving all stakeholders in this process.

3

1

These are incorporated in the revised logical framework at Annex I.

There is a need for a detailed Annual Plan of Operations (POP) and
budget to set priorities for the year abead 'and to link activities to project
obicctives. This will replice the "Red Book" as the reference point for

monitoring activities and accounting for expenditure. The Mission noted
with concern that unit costs had increased and careful prioritisation will
therefore be necessary in order to slay within the overall project budget
limit.

For 1995/6 the PMU needs to prepare a revised budget supported by a

statement of priorities and broad strategic approach to mecting objectives.
The OFO and PMU should agree the procedure and timetable for the

1996/7 POP and budget.

Action: PMU and OFO.

2. PROJECT MANAGEMENT

At present the Steering Commitice has a limited role and is not able to

provide the support that was envisaged in the project design. In order to

achieve this, it is necessary to have an empowered committee formed out

of the Steering Committee. In particular, the empowered commiltce must

be able to take policy and administiative decisions relating to the project on

all matters, including:

a) Recruiting personnel on deputation from other Governmental and

semi-Governmentd istilidons,

OFX bebreary POO
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b) On contract basis from the open market.

c) Purchase of scientific equipment (for GIS) and vehiclesbe necessar to meet the project objectives

Further, it needs to be einpowered to delegate powers to Karnataka ForestDepartment at all levels to take administrative decisions on project-relatedactivities that are not possible in the existing delegation of powers, Inaddition, there is considerable scope far it lo serve both as a means tochannel valuable experience into the project from outside, as well as
disseminating the lessons of the project to a wider audience. Proposals forachieving this need to be produced by the PMU.

Action: PMU,GOK.

The respective réles of the PMU and PMC should be reviewed to ensurethat'they can effectively take forward project objectives. Recommendationsshould be put by the Project Director to the OFO by the end of May 1995with revised terms of reference which should include appropriate levels ofdelegated responsibility; workplans for individual members of PMU andPMC linked to the POP: and recommendations on staffing and otherresources needed to take these forward. The OFO will consider, in thelight of these proposals, whether there is wnced to provide additional
resources, Meluding incentive payments to PMC or PMU stall.

The Mission recommends that the terms of reference and procedures forthe review be agreed between the Project Director and OFO, including theneed lor consultancy support.

Action: PMU and OFO

Experience to date demonstrates that the PMU and PMC require sustainedaccess lo sophisticated skills in socio-economic analysis and planning. Thecurrent arrangement of expecting serving forest officers to acquire theseskills has not worked well. There is therefore an urgent necd to find waysof supplementing the existing capacity of the PMU with the appropriaterange of such specialist skills. There are a number of ways in which thesecould be supplied, including deputation, fixed term contracts and
consultancy inputs. The Mission recommends that the steering committeebe empowered to make these decisions.

Action: PMU, GOK

The Project needs to strengthen its links with key stakeholders includingother parts of KFD and GOK elected representatives at all levels and
NGOs, to casure that project objectives are understood and lessons are fedback into. planning and decision making. [tis particularly important to
cusure a regular exchange of lessons learned with the JFPM Main
Commitee.

iv

ofS LePriary [008
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Uncertainty about location of the PMU has limited its effectiveness. Since
an important part of the PMU's role is to interact effectively with the rest
of KED, the Steering Committee, the OFO and outside institutions, the
Mission regards it as essential that the PMU be located in permanent
premises in Bangalore. An early decision is needed on this.

Action: GOK

The Mission supports the intention to merge FPM and territorial staff.vi

Future consulfancy support to the project should be determined by the
PMC/PMU in consultation with the OFO, as necded to support objectives
setout inthe POP. Provision for this should be included in the annual
Project budget. Twill be an objective for the coming year to make
increased use of local consultants as appropriate.

Vil

3. JOINT FOREST PLANNING & MANAGEMENT

There is a need to monitor and keep ander review the formation and
funetioning of VEFCs with a view to guiding their future development.
Specific issues to be addressed include membership, legal status,
accommability, incentives, rights of aceess to plantation resources raised
under other programmes, and the operation of the VFDF,

Further guidance needs to be developed on the process of negotiating
microplans and their content, including; the scope of activity; a system for
linking planning to budgets; ways of ensuring that the basis on which
benelit-sharing takes place 1s transparent; the scope for community
contributions and their capacity to raise additional resources; and the need
to involve all stakeholders in the process. This is one objective to be
included in the 1995/6 POP.

The PMU should produce a discussion paper for the workshop (see iv
below) to evolve a strategy to cover the involvement of VFCs in the

planning process for other zones. The strategy should be finalised in the

light of the workshop findings, and should be available by the time of the

next annual review mission.

The proposal to extend the eligibility for Member Scerctary of the VFC to

Forest Guard and Agricultural Assistant is welcome, However, in view of
the other commitments of these officers we fcel consideration should be

piven to a system of electing the Member Secretary from the WFC itself.

iv
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Committee, within six months to discuss the issues set oul in paras i to ivabove,

Action: PMU, PMC, OFO

integrate microplans and Working Plans, with special emphasis on
protecting the interests of all stakeholders, and to develop broader
guidelines for preparing microplans,

a)
Jennings report and to link this to POP for 1995 and beyond.

b)

houschold members. There is a need to examine incentives for their
ry

4+. SIPE-SPECIEIC PLANNING: RANGE PILOT

This should be taken forward urgently on the basis of the recommendationsof the December workshop, in order to start this planting season.

Action: PMU, PMC, OFO

5. RESEARCH

anced lo develop mechanisms to take this forward in the context of
considering the roles of PMU and PMC and the 1995/6 POP. The Mission

the necd for research inanagers within the PMU and PMC with
the authority to commission research as provided for within the POP and
budvet, froma wide range of institutions. A Research Advisory
Connnittce should be established. (Proposed membership and 'TORS in
Annex 3).

Action: PMU, PMC and OFO

015 Bebriary [YOS 7
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ii A detailed proposal tor the development of FORTI should be put to theOFO and provision included as appropriate in the 1995/6 POP and budgettor approval.

Action: PMU and OFO

6. STAFFING

The project has suffered considerable difficulties in obtaining and retainingstaff, including Uiase who have reecived UK training, and there are
currently a large number of posts which remain unfilled. As a result of »
experience to date, it is proposed to combine the special JFPM teams with
mainsvveam territorial stall, who will in future combine both reles. To
facilitate this the size of the Ranges and Sections for which they are
responsible ts to be reduced.

The Mission supports this change, particularly if it is clearly related to the
implementation of site specific planning. However, we remain concerned
tbout whether the current vacancies will be filled in time to pursue this
eftectively. Similarly, we note the wider implications of developing
approaches based on staffing level that are'higher than exist elsewhere in
KED. The Mission recommends that the PMU/KFD should review these
issues and develop appropriate recommendations. In pursuing this
objective, the PMU/IXFD should also indicate ways of addressing the
vencral gender imbalance within KED, along the lines recommended by the
gender consultant. This review also needs to cansider the need for the largenumber of pasts sanctioned at the start of the project that have never been
filled, and the continuing need for which is now in doubt.

Action: PMU and KFD

7. COSTS AND BENEFITS

Vhere is anced for much more informauion and analysis at all levels to
provide the basis lor informed choices about policy objectives. PMU and
PMC, with the help of a consultant economist, should develop a strategy
lor quantilying costs and benelits and using this as part of the decision
making process at all levels.

Action PMU, PMC, OFO

5. MONITOIING AND EVALUATION

A system should be in place by the end of 12 months at the Jevel of
VECs/RFOs (for microplians), PMC and PMU to provide appropriate
information so that lessons are learnt and applicd in taking forward JFPM,

01 February 1405
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in the first and second circles, and more widely. An important vehicle fortaking this forward is CoRMIS.

Action: PMU, PMC, OFO.

9. TRAINING

A training Strategy to support project objectives needs to be in place within6 months. This could involve some delegation of responsibility to PMC,but must take account of agreed needs and past expericnce with trainingCOUTSES,

Action: PMU, PMC.

10. PLANTING

This should be directly related to project objectives. The aereed priority for1995/6 is to support JFPM. The POP and budget will replace the "RedBook" tables as the basis for monitoring physical progress and expenditure.The PMU will issue guidelines on a strategic framework to censure that the
planung activities identified in the field relate to project objectives.

Action: PMU, PMC

11. SECOND CIRCLE

It is important to test JFPM ina different environment, which would beprovided by the second circle. Shimoga Circle has been approved by theStecring Committee on the basis of agreed criteria. However, a priority forthe next six months is to establish the basic project management structuresand systems in order to Support JFPM in the first circle. If the milestonesestablished for the next six months have been met, the Mission
recommends that a joint KFD/ODA design team be established to preparedetailed proposals for Shimoga Circle. This should be taken forward ina
way that docs not detract from the PMU's ability to meet objectives in thefirst circle, Further details are in Annex 2.

[t is proposed that two of the KFD members of the design team should bemembers of the Shimoga Circle PMC. They should be deputed to the
existing PMU/PMC as soon as possible in order to gain experience of the
strategic developments taking place in the project prior to starting the
design process for Shimoga Circle.

12. GOVERNMENT ORDER

The mission notes the proposals to change the GO on JFPM in light of

¢ I5 Mary [005



Western Ghats Forestry Project Mid Term Review Aide Memvire
expericnce gained to date and Supports these proposals in gencral.However, the mission would like to offer the following observations:

(G.O. Annex para 4)
The mission welcomes the proposal to make both spouses members fromany household that participates in the VEC. However, we would urge thatconsideration be piven to making provision for:

it)

membership, so as to cover single adults who form parts ofhouseholds.

Al members ol the village to be cligible for

The sharing of benefits be on the basis of individual
membership and not on the basis of households, so as toensure equilable access to such benefits.

(G.O. Annex para 3(a))
The proposal to extend Provision of the JFPM scheme to areas with acrown density of greater than 0.25 only where there is a predominantlytribal population seems unduly restrictive. We feel consideration should begiven to ways of extending this to other populations in such areas,

o
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ANNEX 1 DRAFE LOGFRAME

Narrative Summary Verifiable Indicators Means of Important(NS) (OVD) Verification (MOV) Assumptions

Goal:
(Goal tu Supergoal):

11.1 Zone Maintain 1.1 GISConserve and protect
the biodiversity of the No of species per Ha. mcasurements (+Western Ghats Forest over all time without + ground surveyswhile maintaining patticipation 7 and trithing)sustainable
productivity with Zone 2.2 Canopy,
peoples' participation cover araiutiined:

Species diversity
nutingained: Pa. cover

n lined with
participation in

pluining to EOP

Zone 3: Varied M & Annual
Canopy cover Reports
jnercases according to
local VEC
requirements for
usufruct; Ha.
coverage faintained
M present levels;
Species increased
(accarding to lecally
determined criteria);
people participation in
planning; increase in
non-wood forest
products

Zone 4 : Canopy
increase (oO niin 25%; Special Impact
specics Nos dependant studies
on locally deteraitued
plans; Ha. coverage
matatained: Cull

participation in
planning and

hiinagement by
VICs; increase in
forest offtake (to be
determined lovally)
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Narrative Summary Verifiable Indicators Means of Important
(NS) (OVD Verification (MOY) Assuniptions

Purpose: (Purpose to Goal):

1 Karmataka Forest 1.11.1 A proven system(s) of 1 fornis links
Departinent has the PM operating in to agencies which
capacity to develop, project atcas and provide
lest and implement adopted by KFD for allernative /
better systems Lor replication elsewhere.
sustainable forest

supplementary
social and

Mianapemncal tlrouph 1.2 Participatory Site 1.2 economic
devolved decision specific planning plogramincs with

and operating, Unrouphont ihe potculial to
ploject areas by HOPeHeclively involving provide additional

all stakeholders in or alternative
this process, 1.3 incomes and1.3 KFD management of

participatory process livelilioods for

approaches rural people.
denionstialed

Outputs: (Output to Purpose):

1 Suppoulive policy and 1.1 CIOs and Policies 1.1 Workshop
fegal framework in Reconmmendationmodified ep: situs
place wud incentives for s and GOs

VCS, or Green
Antal statusFelling Ban

reports

> Project managenent 2.1 Rottom-up, local, 2.1 Annual PMU
stiuctiies in place plans and annual Stralepy aud POP
and operating progress icports [rom (aud budget)
effectively VCs + Range

consolidated at PMC,
{ hen PMU! levels, into
the timely production
of annual plans and

budgets within
strategic
frameworks,on a

rolling basis, to KOP

2.2 lull personnel job 2.2 PMU / PMC
descriptions Report and POP

on a rolling basis

2.3 Delegated budpets 2.3 Annual budgets
discharped according and pm report
to agreed animal plans

2.4 Peedback Jrom M & 2.44 M & Tt Annual
incorporated into Reports and POP

auntal planning cycles

O-95 February [995 12
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Narrative Summary(NS) Verifinble Indicators

(OVE) Meuns of
Verification (MOV) Assumptions

KFD and other
Stakeholders acqvire
and use new skills

4 Information Laps
identificd and met

> Monitoring and
evaluations systems
contribute effectively
fo planning and
jmiplomentation

3.1 Training, workshop,
Visits and information
dispersal slratepy
developed according
lo a stakeholder

3

3.2 Implement training
Sritegy (on rolling
basis)

3.3 New skills
demonstrated
- to be defined on a
case by case basis

cg JEPM, PRA,
Strategic Planning,
Kconomic Analysis,

4.1 Annual identification
of data / Information
kaps and means of
filling.

4.2 Data / Jaformation
studics / research
propeaniies
completed

5.11 Micro and
INahagement plans
become increasingly
relevant to project
objectives and cost
effective

2 KFD's policy
ditlopue is better
informed

5.2M & E Systems in
place

3.1 Stratepy
Docunieut
(annual)

3.2 POP and M & Lk

Reports

3.3 Assessed on a
case by case
basis according
10 skills training
lype (fo he
defined in POP)

4.1 Pop
ME&E
Annual Plans

4.2 Annual Report
tnd POP

5.11 Impact
Studies

2 PMU/ PMC
Strategy Papers

3 Micro plans
analysis

Annual Plan
of operations

5.2 Annnal Reports
POP
Annnal ODA
Monitoring
Mission Report

Felwnary [905
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Narrative Sumunary Verifiable Indicators Means of Inportant(NS) (OVI) Verification (MOY) Assumptions

5.3 Data for M & 5.3 Policy Papers
Systems used 1} Workshopdecision making Outputs

POP qualily
analysis

establishes Jinks 6.1 Formal mechanisms 6.) Strategy andwith other major operating within (he POP,stakuholdeis systems at all levels

(Specifics to be

identified)

tncluding Anuual
Stakeholder analysis
appropriate to all
fevels incorporated
info POP

7 Mechaniseis .7 second Circle 71 Second Circleestablished for (Shimoga) JFPM Plan and POPreplication of JEPM implemented
a

7.2 Plan for replication of 7.2 Replication plansJFPM in other forest
arcas of Karnataka

Activities:
(Activity 10 Output)

1.1 Establish mechanisaas I Ll 1far policy review

1
> Review implications 1.2of range pilot for GO
by mid 1945

J special 1.3esaniiaation of the
gender implications
of GOs

Review and
2.1consolidate toles of

PMU and PMC by
August 1995

~
2 Diaw up work plans 2.2
for PMU PMC and
Range Olficers
accordiag ta POP
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Narrative Summary
(NS)

Verifiable Indicators
(OVI)

Means of
Verification (MOV)

Important
Assmupltions

2.3 Plain and oversee a
2.3pilot, site-specitic

JFPM at Range level
beyinning in 1995
and included in 1995
POP and budpet

2.4 Produce annual plans
md budget by
December cach year
lor vetilication by

Committee
and ODA

2.4

Prodave Long tern
and annual strategies
on a rolling basis,
(Vitst by 1995)

2.5

>.6 Recruit specialist stalf
for PMC acconding to
Operational work
Plogeanimes on a

rolling annual basis

2.6

2.7 Metge JIIM and
Tenitorial staff and
implications of this to
he reviewed for 1996
budget and beyoud

2.7

2.8 Consultancy needs to
be incotporated into
POP on annual

tolling basis

2.8

2.9 ixamine the need for
it specialist ponder

the EMU and recruit
accordingly

2.9

ONS beluary [YoS
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Narrative Summary Verifiable Indicators Means of Tiuportant(NS) (OVI) Verification (MOV) Assumptions

2.10 Pxantiog whether 2.10
changes can be
made to the

employment
policies of K8D
in cehwiow to
JFDM to

cCAourape nrare
Walco Cone
foeward into the
Forest Service,
Special cuiphasis
should be piven

existing: at the
level of Forest
Guard and REO,

3.1 PRA Lraining of
3.1KID officers

according to annual
POP

3.2
3.2 Fraining programmes

devised for PMU /
PMC stall (on an
anual rolling basis).

3.3 VEC comutittee 3.3members training
identities! ans
implemented

3.4 Pxposure and study 3.4visuls fae WED and
other critical
personnel identified
and implemented

3.5 Workshops intl 3.5inlosmation dispersal
plained and

implemented
according: to POP

3.6 Develop tatining 3.6
stalery for taclusiant
in POP (ona rolling
hhasis)

3

3

3

a Valeancies

0-75 February 1995
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Narrative Summary
(NS) Verifiable Indicators

(OVI)
Means of
Verification (MOV)

Important
Assumptions

3.7 Special studies of
render needs of
stakeholders to be
implemented and
Iraining, workshops,

designed and

implemented.

Establish research
cnt and

adVisory system by
May 1995

0 1995 Research
Progrunme
completed aud rolling
plan apreed

1.3 Workshop to review
formation and

Sanctioning of VCs
(Hist by Anpast
1995) and submit
Heommendations to
annual ODA Review
Mission on an annual
basis.

44 Consultancy to
review the case for,
and scope of FORT]
within the project's
objectives before the
end of 190s

4.5 Develop a plan for
collection aad
analysis of
iaformation costs aud
beuclits and

incorporate this in
decision making
processes at all levels

Information paps
about pender needs
and in providing
information to women
should be speciticaity

t ssed ona
continuous basis,

VISES cud intonation.

3.7

4.
4.2

4.3

4.4

4.5

4.6

OLS Febrnary $3625
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Narrative Sammary
(NS)

Verifiable Indleators
(OVE)

Means of
Verification (MOV)

haportant
Assumptions

5.1 Develop puidclines
op planning
and Review (he
content af micro
plans annually

$.72 Develop and
implement the M &
system by end of

L99S Coma colfing
basis)

5.3 Mechanisms for
including monitoring
oulpat itorniation ta
the annual stralegy
and POP papers

5.4 Range pilot desipued
and running with
Jessous learned made
widely available.

0.5 Special systems for
tacorpatating
information on
pender aceds aud of
relevance fo women's
participation should
be dneusporatcd into
the M & systems

6, Revise TORs for
Siccding Commilice

6.2 Research Advisory
Commiltce mecting
repulaily

6.3 Membetship of VFCs
revised tooretiect all
stakeholders' interests

0.4 Ciiele level advisory
and joformation
commilfees
established and
meeling regularly

5 The differing nceds
women and men

should be piven
special attcntion in atl
stakeholder analysis

5.1

5.2

5.3

5.4

5.5

6.1

6.2

3

6.4

6.5

oe
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Narrative Summary Verifiable Indicators Means of Important
(NS) (OVI) Verification (MOV) Assumptions

71 crileria fori] 7.1
commencing work on
sccond citele
plauniap

7.2 TORS and Beam 7.2
membership for
second cticle
planning by
September £295

7,3 Lessous on second 73
cirefe plaguing. and

implementation
distributed for
consideration by KFD
through workshops
and papers by ROP

7.4 Second Circle 7.4
(Shimoga) to develop
nieans of gender
training, gender
analysis, gender
employment policy
from Che outset and to

incotporale pender
considerations into all
JFPM planning aad

implementation
Welivilies,
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ANNEX 2: MOVE TO THE SECOND CIRCLE

I. It has been recommended that proposals for the project's move into Shimoga Circle
should be prepared by a design team. These proposals would need to be appraised by
ODA and Gok. A tentative outline of the type of criteria that the proposal might be
considered against are set out below.

Belore moving to Shimoga Circle ODA would expect to sce substantive progress in
the Hirst Ciele. The sort of criteria against which progress could be measured might
include the following:

Satistictory progress against the recommendations of the Mid 'Term Review
Aide Memoire and implementation of the strategies developed.

A (flexible stratepic planning process in operation which relates the plan of
operations to the project objectives and is no longer ticd to prescriptions in
the Red/White Book.

Roles of PMU and PMC clearly defined and both operating effectively.

A site specific planning system (including community involvement in Zone
[Hf land) successfully piloted at the range level and a strategy for introducing
it on a wider scale developed.

The introduction of JFPM being successfully taken forward. In particular
evidence that lessons from the initial experience of introducing JFPM are

being fed back into operation of the JFPM development process.

Mechanisms in place to enhance the links {rom the project to KFD and
Gok.

Cost and bencfit considerations systematically included in decision making
processes at all levels. Further reduction in unit costs and further
quantilication of benctits.

3. The proposals for Shimoga Circle will probably necd to address the following issues:

The lessons that have been learnt from the operation of the First Circle, and

elsewhere, applied in Shimoga Circle.

The Second Circle should not be a simple replication of the First Circle.
The design must set out the strategic framework in which it is operating and

identify initial activities on the basis of how they will assist in meeting
project objectives. The budget in the Red Book is not a relevant
consideration, except that the agreed total project budget remains a

OTS February 1998 20)
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constraint. The budget for the Second Circle will need to be considered inthe light of the spending priorities between the two circles.

The phasing of activities in the Second Cirele will be important and willneed to take into account the nature of the Second Circle, as well as the
requirements for successful JEPM.

The focus should be on replicability and take into account the financial andhuman resources available and likely to be available within KFD and
elsewhere.

The conditions in the Second Circle will require some different approaches.Some experimentation may be necessary,

0-15 February 1995
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ANNEX 3: RESEARCH

1. lollowing the report of the Research Workshop in May 1994 a list of 22 research
pliorities was prepared, on the basis of the views of the workshop participants.
These, however, largely represented the research community, with heavy emphasis on
the maintenance of high scientific standards rather than on relating specifically to the
information needs arising from the JFPM activities in the project.Four of the rescarch
subnussions have now been funded.

2 The management structure for ensuring that research is end-user-led is still unclear
and itis now urgent that responsibility be delepated to a designated Research
Management Otficer in the PMU,

3. At the PMU U level it is recommended that a research advisory committce be set up to
advise the designated Research Manager. This should meet four times a year; ORs
arc given in Appendix 1,

Action: PMU and OFO.

4. lt is also recommended that research arrangements be set up at the PMC level and that
30% of the research budget and much of the adaptive.research in support of local level
planning is allocated at this level. There is therefore a need for delegated budgetary
authority.

i

5. The research at this level will be considered by a committee of end users including
VEC representalive(s), ficld officers and NGO representatives. Initially it is suggested
that this committee under the chairmanship of the CF responsible should meet twice a

year. The chairman should liaise with the PMU for outside assistance necded.

It is anticipated that much of the research will be carried out in the village forestry
areas, or on farm.

6.

7. The development of FORTI is closely linked with the ability of KFD to conduct
research for itself. This development must be sect in the context of the expectation that,
atthe PMU level, research will be commissioned not only from the KFD Research
Wing/FORTTL but also from other specialised institutions. Relevant areas of expertise
that may need to be accessed include socio-cconomics, ecological analysis and survey
and soil science, for example. The proposals here nced to be implemented
independently of decisions about the development of FORTT.
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TERMS OF REFERENCE FOR THE FOREST RESEARCH ADVISORY
COMMITTEE

PREAMBLE

1. Research needs within the project can be classified under:

Monitoring and management information supply

Optimising existing practice, and

Aduptive, strategic and innovative

The mission of the Forest Research Committee is to support and assist the Research
Manager of the Planning and Monitoring Unit (PMU) in implementing the research cycle,
as follows:

Identify information necds, primarily arising from the field
level

slalf and
and from workshop findings;

Formulate research. programmes to mect these needs, with the assistance of a
panel of reviewers as needed;

identify a suitable implementer for the research;

Commission the research;

Manage the research implementer;

Assess the research results in relation to the objectives;

Disseminate the results and feed back into practice.

MEMBERSHIP

The members of the committee shall be:

representing commercial users of forest products;
representing, project committees;

1 representative of the field DFOs
1 NGO representative, with experience of NTFPs

PMU/PMC representative
Research Manager (chairman)

O-15 February 1995 23
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4

The Research Manager has the power to coopt other members from time to time as found

necessary to provide expertise in subject areas not represented by the above.
1

1

4

4

MEETINGS
1

3. The committee is expected to meet four limes a year to consider research demands.
In this process the chairman and the committee will be able to draw on the help of a
range of advisers, referees and consultants. Members will be entitled to receive a

daily fee for attendance, plus subsistence and travel cxpenscs.

4

4

4, If members of the Forest Research Committee are asked by the chairman to evaluate
research demands and proposals and to report by post, a fee for half a day's work will
be payable on acceptance of the evaluation report. Standard forms for proposal
evaluation will be prepared and agreed by the Forest Research Committee.

1

4

4

5. The method of dissemination of results within the project is within the discretion of ;

the Research manager, but should at the least be through a Project Working Paper.
As far as possible relevant findings should also be disseminated in vernacular

languages and also orally to WFCs.

4

4

9

3

4

3

3

4

4

4
4

3

4

1

3

1

4

4

4

4

4

4
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PRELIMINARY LOGICAL FFRAMEWORK FOR RESEARCH IN THE PROJECT

NARRATIVE MEANS OF
SUMMARY VERIFICATION
GOAL:
ktd has the capacity to

develop, test and

implement better systems
for sustainable forest
management through
devolved decision making
and cllectively involving
all stakeholders in this
process,

PURPOSE: 75% of research
To ensure research 1s programme identifiably
carried out to address resulting from end user
needs for information {rom demand by year 3
end users

6-15 February 1995 25
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OUTPUTS:
1. Functioning Research Olficer agreed and acting
Manager in PMU holding
funds and powers to Agreement on financial and
subcontract direct subcontracting

responsibility

2. Research Advisory TORs for Forest Research
Committee to advise the Committee
Research Manager, with
agreed membership 4 RAC mectings held
operational between 4/95 and 4/96

3. Functioning research TORs for PMC Forest
comunittee al PMC level Research Commitiee
operational

2 PMC meetings held
between 4/95 and 4/96

4. Systems to generate Flow of information needs
research demand at both from end users to

committees +levels operational

5. In country training
course on research Course completed by 50
derivation completed for DCFs, DFOs and ROs by
DFOs end of 1996

ACTIVITIES

1

2.

3.

4
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ANNEX 4: ITINERARY

3

4

6/2/95 Monday Team arrived at Goa
Team briefing
Overnight Goa

1

7/2/95 Tuesday Overview and LogFrame Workshop (ODA and KED team
Overnight Goa

8/2/95 Wednesday Drive to Uttara Kannada
ODA and members split in three subteams to review :

i. Forestry operations
ii. JFPM Process
iii. Planning for JFPM

through ficld visits to Village Forest Committees, JFPM
teams, NGOs etc
Overnight Sirsi

9/2/95 Thursday Meeting with Circle level staff

Overnight Sirsi
lhe three subteams continued to review JFPM operations

10/2/95 Friday Workshop on JFPM & planning issues; SWOT analysis
undertaken
Fly Bangalore from Hubli
Overnight Bangalore

11/2/95 Saturday Team split for visits to Planning & Monitoring Unit, KFD
HQ, Research organisations, MYRADA, NGOs etc.
Discussion with KFD on strategic planning for the project

12/2/95 Sunday Thinking and writing

13/2/95 Monday Workshop and discussions on project issues and future
aclivilics.

14/2/95 Tuesday Discussion of Aide Memoire with KFD
Discussions with Gok
Fly to Delhi

- Overnight Delhi

15/2/95 Wednesday Discussions with BHC
Presentation of proposals to MoEF

6-15 February 1995 27



ASSESSMENT OF ODA/ATGFP

In the real sense the ODA sponsored JFPM is going against its stated
objective. The project has dual impact on both villagers anu the

environment where in it is being implemented.

Its impact can be listed ag follows

Relation between the villagers and forest officials was spoiled
and the earlier gap has further widened.

The project was used to vacate the poor people without land
tenure (encroachers) in the forest land.

KFD has made @ team from among the villagers to watch and guard
the forest where the VFC has been formed, thus lowering its own

work. The VFC is acting as a free watchmen.

In almost all villages the plantation area was uscd for grazing
Now by transplanting tre plants anu by fencing these areas the

villagers lost grazing area and grazing lanu has reduced,

Common path has been disrupted. It has affecteu
movement of cattle and people.

Monoculture of acacia and in some places teak will hinder the

growth ani development of natural species and grass in the

plantation area.

In many aCases the selection of VFC Chairman and formation of
the committee was done only according to the wish of officials,
just to satisfy the legal requirements and to meet the JFPM fules.
Some people were purposly neglectei and KFD has succeeded in

keeping them away from the VFC who have been able to express
their own views and who opposed the KFDs mistakes/or wrong

policies.
ace



PEOPLES PARTICIPATION

Participation of villagers in the JFPM functioning is not more

than 25% of the total population in the village. Although there

is lot of effort taken by higher officials of the Forest

Department including Conservator of Forests, DFO; they failed to

attract the villagers towards the JFPM. Some villagers told that

"like many other schemes ODA is also another scheme where in the

KFD has all the power everywhere and forest officers are coming to

villages and tell something. The villagers just shake their
heads, that is all about the JFPM project". Want of confidence @
between the villagers and the forest department the manner that
the forest department treated the villagers since the beginning?

keeping away the villagers duging plantation time, failure to

explain the actual goal of JFPM and its benefit, may be the reason

from which the people are still hesitant to be part of the project.
The secrecy of forest department may the another point from which

the people do not believe them.

It is noted that the public is not satisfied by the rules and

regulations of the JFPM act. eo

Some people were interested in JFPM because they are allured by

the forest departments bait like the distribution of 50% of the

product from the plantation. They also think that they could

secure some power and also they have an ardent desire to fulfil
their own wishes by making friendship with the forest officials.

This it can be very well noticed that the people started thinking

negatively from the initial stages of JFPM. They show least
interest in growing and maintaining the plants and to make the

JFPM success. Every one wants more power from the forest department

aed



they want to know the budget of the plantation, like that they want

income from the JFPM.

VFO PUNCTIONS

In very few places the VFC is functioning and in many places it is
just to satisfy the rules and regulations of the JJFPM order anu to

satisfy the funder. Its function is just on the paper but not in

reality. They discussed a. lot and heard many promises from the

forest officials. But VFC is unable to make true those promises

or the matterdiscussed in the meetings. n fact only limited number

of people are participating in the functioning of VFc. In some

villageg (to give an example VFO at Kilar) the VFC Chairmans are

not aware of the name of the committee members. Tt is rather
difficult to get the information like the total plantation area in

the village under ODA p¥oject, total plants, plant species, what

may be the cost of planting etc., from the comnittee members and

also from the VFC Chairman. In many villages the KFD has selected
the VFC Chairman who is in contact with the forest department like
forest contractor or persons who has good relation with the

department. Due to this some villagers are looking at them with
doubt and this suspicion may be a major factor in keeping out

genuine people,

ODA : PUBLIC OPINION

Many villagers opine that the forest department should have given
the responsibility of transplanting the saplings to village people.
It was easy for them to maintain the plantation because they would

have affection towards the plantation. But forest department has

not given this responsibility and in many occasions KPO acted as a

diplomat and has not planted sapling that the people have asked.
«04



Another factor which created a dispute between KFD and public is
that KPD has vacated the farmecs from their encroached land which

they had it since long ago. <..

By these actions the people started
to think that by means of this ODA project some people are making

money, The RFD has not been giving the information about what is
the budget for the particular plantation and the cost of plantation.
This created an opportunity for the people to think that there is

In many villages thethe possibility of misuse of the money.

plantation work was done without informing the villagers ani after~-

wards VFC has been imposed. This factor further deepened the

villagers doubt. In many villages has kept away the people who

are opposing them and the people who have expressed their views.

Thus, while froming the JFPM it has succeeded to keep those people
Theaway and also to meet the legal requirements of JFPM order.

peoples intention is to give the complete responsibility of plantation
to NGO's or some other organisation and to the people and the KFD

should watch and guide them, then only the things will go correctly.

USE OF ODA PLANTATION

Villagers may benefit in getting fuelwood, green leaves and dry
leaves in the near future. But for the time being it is difficult
for them to collect fuelwood green leaves ani dry leaves. Availability
of green grass and fodder was reduced to a great extent because of

planting acacia and teak plantations. This has direct affect on the

cattle. Many poor families are facing difficulty to feed their
cattlesa. In fact KFD has transplanted maximum acacia and teak with

commercial intention, this may affect the natural ecological
balance of the area. Because the villagers told that noting will



grow under the shade of this acacia and teak plants and these plants
hinders the growth ani development of natural variety of trees, and

grass. If the forest department had planted more natural variety
of plants, it would have more use to the villagers. But any how the

XFD has increased the canopy over the area. In some villages people

said that illegal cutting of forest trees, forest fire etc., has

been reduced considerably after imposing the JFPM in the village.

1995)

(Report based on 3 months of field work)
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Meeting at Overseas Development Administration, 27.11.95.

Present: Susan Unsworth, in charge of India desk at ODA; moving to
Delhi in January 1996.
David Turner, responsible for the environmental policy of ODA,
formerly at India desk
Mary Hobley: consultant working in support role with Western Ghats
project, on beneficiaries and losers in the scheme; a forester with
social science training.
Chris Athayde, a newcomer to the department.

-Pandurang Hegde, representative of Appiko movement of Karnataka, who
has been researching and monitoring the effects of the ODA programme
in 50 villages in Uttara Kannada.
Nick Hildyard, editor of The Ecologist magazine.
Alex Wilkes, from the movement to reform Bretton Woods Institutions
Sophie Grig of Survival International
Jeremy Seabrook, independent writer and journalist.
Susan Unsworth welcomed the chance to meet with Pandurang and other
critics of the ODA scheme. She stressed that it is a process project,
form which the ODA is learning all the time. This means that many of
the critical papers submitted by Pandurange Hegde are already out of
date, some based upon pre-project documents, earlier publications,
whose wisdom has long been superseded. Unsworth said that the project
has moved away from planting targets and models to site-specific
models. They have also moved away from rigid zoning to
microplanning,which extends beyond Zone 4 level, the most degraded
areas, to which VFC participation was originally to have been
confined.
Unsworth detects a major shift of attitude in the Karnataka Forest
Department. This is reflected in relationships between the KFD local
NGOs who are involved in the project in a variety of ways, supporting
Village Forest Commitees in some areas, helping income-generation
schemes in other villages. In the mid-term review of the scheme in
Sirsi in February 1995, the NGOs presented papers and discussions
which expressed genuine concerns, but showed that a real dialogue was
now taking place between them and the KFD.

'Some of the criticisms we accept. We now accept that a lot of other
major causes of deforestation (other, that is, than people's over-use
of the forest) are not touched by the project, including illegal
smuggling and unofficial corrupt felling. The KFD is equally worried
about these things, and is looking for allies within the Government of
Karnataka to address them.'

She also agreed that making maximum use of local resources, including
consultancy resources, had been a further failing. They are now
trying to identify sources of expertise there. 'We have cut down on
consultancies on this project.' [Much of the money has already been
"spent in UK. That the £5m or so spent on UK consultants is a form of
out-relief for under-funded academic departments in UK she also
vigorously repudiated. ]



'We are also concerned with livestock and its place in the forest;
and are anxious to study local traditional practices in an effort to
find ways not to exclude graziers and nomadic Gowlis from the forest.'
"But we reject the idea that there is a hidden agenda in the ODA,
getting employment for UK consultants. The. trend in the India
programme over the past 3 or 4 years has been towards local cost
projects; we have greater delegation from the Treasury to call on
local expertise; and the nature of the projects demands this.
'Neither does the KFD have an agenda of commercial logging. There is
no commitment to free-felling. This does not correspond to my
understanding of reality. It is about the sustainable management of
forests, taking account of the needs of the local people. How to do it
well - that is the question, It is not easy. We have been encouraged
and excited by the progress so far. There has been real change, a
change in KFD at village level, especially in site-specific planning.
It looks set to take hold, and take over from the top-down target-
driven approach.'

Pandurang Hegde: 'All the material on which our criticism is based is
from your published sources. One senior officer of KFD at a press
conference had spoken openly about the resumption of commercial
logging.'
S. Unsworth: 'There has been talk of the lifting of the ban on
silvicultural practices; but they are cértainly net advocating the
lifting of the ban on clear-felling.'
Mary Hobley: 'The distinction is they don't. want felling for
commercial purposes. They are interested in felling in some areas for
local livelihood under JFM plantations. It isnot agreed dogma in KFD;
they want thinning of plantations, not of areas of natural growth. All
must be site-specific. In any case, what was said then is not
necessarily current: now.

P. Hegde: There have been many changes to the project since the final
document. We acknowledge the serious concern with the process. The
strengths, as we see it, include the commitment to participation;
this is a good shift. Earlier village participation was not there in
social forestry projects. How to involve people in the implementation
rather than have it carried out by government machinery. The KFD's
traditional policing role, their anti-people attitude, are supposed
to be changed by this project. There is an attempt at attitudinal
change. And the Government of Karnataka order to form VFCs would
not have been implemented if the ODA had not been there behind it.
'We understand that the money from the ODA is being given to the
Government of India which has given 30% as a grant to Gvernment of
Karnataka, and 70% as a loan at 9% interest. This makes it complex.

"But whatever changes have occurred now in the thrust of the project,
what has happened in the past three years has already had its effect,
both on the people and the ecology of the region. Of the data I have



On participation, the most recent report was completed in October
1995, so that is decidedly not out of date,
'What we found was that initially the people were interested. The
promise that they would get a 50% share of the rewards, 25% going tothe people, 25% to the VFCs. This naturally excited their enthusiasm.But after that, they saw areas taken over for plantation, and afterconsultation with them over planting they were ignored. VFCresolutions were simply overridden. This disregard of the people hashad its effect. It will be difficult to re-start, even if your methodshave changed; they have seen themselves by-passeed, they will be
suspicious.
'Those VFCs that have NGO support are better than those where thevillagers have no one between them-and the KFD. Where there are no
NGOs, they are functioning badly or not at all. The KFD may be awareof the attitudinal change required, but cannot handle all situations.In some places, the VFCs are ignored completely, and earlierplantation models are still being implemented.
'In the whole process, when people see money spent in their name for
plantations, with only token involvement or control, mistrust is
engendered. This mistruust bodes ill for the future. They will say OK
you have come back back again. But the damage is done; why should theyco-operate this time, or expect anything different?
'Plantations do not address the biomass needs of the people;microplanning has not taken account of them, they see the microplansas irrelevent. The actual planting is against their biomass needs, andare an extention of commercial forestry.
'We have been looking at the effects in four villages of monocultureswhich were supposed to be multipurpose plantations, gap or open spaceplantations, and followed them over time. We surveyed 20 metre
quadrants in four village areas: 80% teak in one village, 82% acacia,75% teak in others. In , Ghattikai, after a time, the percentage came
down, in Bellankari, acacia came down to 62%. Natural regeration isthere, but at that level, the plantation trees become invasive, takeover. All are ostensibly multi-purpose, but they remain an extensionof commercial forestry.
'Where gap plantations had occurred, it was 91% acacia in Ghattikai,72% acacia in Shikeli.
'The implications for biodiversity, as well as for popular use, aredisastrous. The livestock report of the ODA was excellent itindicated that any disturbance to existing grazing land hits the
poorest very hard. This is expressed by the people, and is shown bytheir forced sale of cattle. Access to minor forest produce has alsobeen denied where enclosures have removed grazing land and forestaccess,
'How do you propose to reduce the ill effects of plantingmonocultures, they want to know.
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'In many villages, people have been uprooted from their survival base.
Paddy growers have been evicted, saplings planted. People have beenarrested under the project; forced to plant under duress; they have
been to Court to claim back land that has been enclosed and taken awayfrom them. Some havespent their life savings. How can they be expectedto relate to a later stage of development of your project. How are yougoing to win over those who have suffered through it?
"You have spoken of sustainability. It is a six-year project, withthree years gone already. Within. six years you cannot establish
sustainability. If monocultiures are planted, natural resources used
by the people will be under threat. It will destroy diversity;monoculture suppresses local varieties. The sustainability depends on
changes in KFD: but once the project is over, what then?
"Is it not time for an independent evaluation of the whole progrtamme?Parties not tied to ODA or KFD should do the evaluation.
"We are monitoring 50 villages; every three months we document andcollect data; academic institutions are involved as well as Chipko andAppiko.'
S.Unsworth: 'The information we have from NGOs is that the-committees
have been broadly successful; that forest oficials are changing.
P.Hegde: 'These are exceptions. It is true that in places where NGOshave had a significant role, the committees have functioned better.
Mary Hobley:
There is a new approach. Many issues are being addressed. What do we
do about the past, to regain conidence and build trust. There is no.off the cuff solution. We must find ways of working with the peopleand KFD to rectify unpleasant situations. It has important lessonsfor the future of areas not yet under JFM; those, with theintroduction of site-specific planning, will be different.'

think the important point is that things are changing.

S.Unsworth: 'In February in Sirsi, I met 10 NGOs, who cover the other
part of the picture. Many have been heavily engaged for some time.
Appiko is working with other groups. Now those NGOs are not led by the
nose; they are concerned groups, articulate and critical.'
P.Hegde: 'We have good meetings with them and good contacts with NGOs.
They cannot always bring out some of the most sensitive issues,because of their need for funding. They share our concerns and express
They help us, co-operate with us to collect data, but they keep a lowprofile. Appiko covers the whole of the Western Ghats; we are not justa snapshot of a few isolated areas.

them but cannot always publicly take on issues which are raised.

S. Unsworth: 'I'm puzzled by what you say is NGO reluctance to comeforward. They were extremelyy vociferous at the beginning; now lessso. They still express real concerns - the role of women on committeesfor instance, which we recognise to be a problem. But they felt thattheir concerns were being listened to and addressed. We know that



results are mixed on the gorund; there are causes for concern, but
there are also good things. We need a more balanced picture.'
M. Hobley: 'The ODA is currently involved in looking at participatory
forest management around the world, and the lessons to be learned from
it. The projects in Himachal Pradesh and Ghats will be looked at by
someone independent of ODA, with a good understanding of the issues.
This is to be a review of what has been happening in forest
management. Arvind Khare is carrying out the study of ODA projects
globally.'
S. Unsworth: 'We are prepared to think about an independent review,
because we do want a picture of what is happening across the board,
not just reports from here and there only. Do Appiko and NGOs see eye
to eye?'
N. Hildyard: 'The NGOs at the beginning were vociferous because they
had predicted that the zoning process would not work; you have clearly
conceded some of their criticisms.'
J.Seabrok: 'There is also a wider issue, fear of the the NGOs that
they will lose their funding if they criticise projects which benefit
them financially. There is also a wider culture of fear which operates
in the KFD. It is the biggest employer in the region. People cannot
go against the KFD. Furthermore, forest officers have depended on
private enterprise to augment their income - extortion, intimidaiton.
of the people, illegal felling and smuggling. That is not changed by
training. Indeed, there is a sweet irony in the fact that the forest
department culture is part of the legacy of the British raj; and in
that British expertise now claims to be changing the forest culture
which it bequeathed to India.'
S. Unsworth: 'Yes, we were just talking about that a few days ago. We

recognise that the KFD is king. Nevertheless, from what I've seen of
the NGOs in the project, it does not square that they are yes~men.
They've brought up a series of points about implementation of the
project, and the KFD has been listening. It may be that we couldn't
get it right to begin with, progress is patchy, but for instance the
Karwar DFO has a good understanding, and there, it is certainly
happening.'
M. Hobley: "It is a point of transition. There is. concern that in the
past foresters talked only to village. elites and.excluded the rest.
But there are present examples where foresters are involved, working
with local people.'
J. Seabrook: 'Illegal logging by KFD officials is at the lower level;
their involvement in it is to their material advantage, especially if
they are low-paid. How is that going to be reached?'

N. Hildyard: 'The ODA and the KFD are often running several stages
behind the villagers. There are actually other models of forest
Management by local people, some of which have been in existence for
many years; one of these you'll see on the video.'



S. Unsworth: 'We are pursuing the course of attitudinal change, There
has been a transformation as far as planting goes; the site-specific
model will be applied to the Shimoga Circle [the next area of Uttara
Kannada to which the prpoject is to be extended]. We must regard the
changes brought about as a gain to hang on to. At the Circle and DFO
level there are people who think it can work, and are convinced that
this is the right approach. Above and below them are officials who are
not convinced; it is to those we have to reach out now.

"But we must not lose the gains by giving ammunition to people who are
out to destroy the process.
N. Hildyard: 'Within the ODA itself, do you find that there is a
division of opinion, between those committed to furthering
participation and those who are sceptical about it, indeed would like
to jettison it? And if so, which faction is in the majority?'
S. Unsworth: 'There are not many who are sceptical. The general
position is that people haven't seen a better alternative to JFM. Some
are asking questions about how it is operating, just as they are in
other sectors. Participation is not a fragile plant in ODA; yet there
are those asking questions about what is really happening, about how
sustainable it is.'
N. Hildyard: 'How sustaimnable will it be after the project?'
M. Hobley: 'Having changed to site-specific planning, we are also
changing to social-specific planning too; so that the needs of the
immediate community are answered; that means, not necessary village
community, but also user-groups, whether women, herders or whatever,
perhaps covering a series of villages. We can build on the existing
.social structures to facilitate this.'
P. Hegde: 'In places there are long established forest panchayats. In
others there are people's irigation schemes, some of which have been
operating for many years.'
M. Hobley: 'Yes, these are the diverse social institutions which must.
also be built on. There are those who say Give the money to the
villagers, and they can decide exactly what to do with that money. In
Karwar now, they are addressing the complexity of the institutional
arrangeents. This project is about encouraging space for everyone
involved. Not top-down prescriptions. The policy framework has to be
sufficiently open to let these things happen.'

VIDEO.

S. Unsworth: 'The figures you give on monocultures do not correspond
to the figures I've seen.'
M. Hobley: 'Some villages express a desire for mixed plantations.
Others say they want plantations of teak or acacia, looking to future
value and revenue; others see potential for natural regeneration, with
spot planting of fruit trees.'



P. Hegde: ' The question is who is making decisions about the species
to be planted, who is making the choices in the villages? - Even when
local people say acacia and teak, which people are saying it? Is it a
minority imposing their views on the others?
'Of the 50 villages for which we have data, we have found that natural
regeneration has. been excellent, but even where this has happened,
monocultures have still been planted. Another study we have brings
out the fact that VFCs decide on species to be planted, if that
.choice is narrowed by influential members of the VFC, the
possibilites of chooisng commercial species is greater.
'The forest has to provide biomass to the people. Unless those needs
are met, how can it be sustainable?'
M Hobley: 'Even no-intervention management is as much management as
going in and planting. On some very degraded lands you have to plant
with low species diversity; the question is, how to manage that in the
future, how to encourage more species over time. There can be creative
management of monocultures, which will remove some of the excesses.
Even bad plantations can be managed by. local people.
Even though the zoning areas have now been cancelled, not all the
forest officers know this.You need pioneering species in degradedareas,'
P, Hegde: 'To. manage a resource, you have to give the people a
resource to manage. It is no good giving only the most degraded land
and saying manage it. They have to live now." f

M. Hobley; 'In Karwar, VFCs have been set up in areas with higher
canopy cover than 0.25, because of the far-sightedness of the people
there. There is joint management of all areas. Experience is beingbuilt up. We need to maintain the pressure. on the FD, so that
participation occurs in all areas of the forest.'
P. Hegde: 'There is no mechanism, for involving people in managing
the forest resources. Power is not given to them to manage. The people
want JFPM to.go right across every area of the forest, but they want
control. They want to identify the mechanisms for doing this. Benefit
sharing is only in Zone 4 now.

M. Hobley: 'The ODA perspective is different from KFD perspective.
This is a transition period, where these will converge more, as we
move from targets to site-specific plans. The KFD has not yet adaptedin all areas. The commitment. is there, but they are starting from a
low base. If we go in too critically, this will produce a
defensiveness on the part of the KFD, and we will lose the advances
that have certainly been made.'

J.Seabrok: 'How long will it take for the fragile plant to become
robust enough? After all, we are in the 3rd year of a six-year
project.' ;



S. Unsworth: 'We don't get invovled in a major management changeproject and then simply wash our hands of it. We are still talkinginto moving into a second Circle in Uttar Kannada. If we think we have
something that is really changing, we would want to support it,perhaps in a different way. We are considering coming out of someactivites in the first circle. It is a process of continuous learning.We have to develop new mechanisms outside Zone Four; user-groups are,we feel, a good idea, in identifying appropriate social groups.'
-P.Hegde: 'People need legal and practical rights over forestresources. User rights. People should feel it is 'our forest' not KFDproperty. People would then get a total share of the environment inwhich they, not forest officials, live.'
S. Unsworth: 'Before drawing the meeting to a close, I'd like to sayI've found it useful. I would like there to be some follow-up.
'To sum up; tThere are a number of areas on which we have common
ground. It's a pity that Judy Walker, the Social Development Advisercould not be here. I'm sure she would have wanted to Say that just assite-specific activity applies to planting, so it must also apply tosocial institutions. The possibility of social diversity is as
important as diversity in planting models.

"Secondly, where damage has occurred during our learning process, this

'Third, we are not against an independent review of this. Learning howto do it well is important.

must be addressed.

You also have moved to a recognition on your part that things are
changing. We are more open. We never look at the Red Book now [theoriginal plan.] There is no original project document that guides ouractions. We have moved on from models and planting targets, as well asfrom zoning. Learning is taking place from our experience with VFCs.How to make site-specific planning work is the issue. Many practicaldetails have been worked out. In one year, there has been aconsiderable shift. The KFD were very hesitant at first when we spokeof site-specific planning, but now they are keen to move to site-Specific planning for all activities.'
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There is a considerable unanimity among the historians that the colonial forest policy
and the post Independence forest policy in India upto the late 1980s were not very
different and their effect on the ecology and the people were also similar. Use of
forests to subserve strategic colonial needs and subsequently for fulfilling the industrial
and commercial needs is best reflected in the revenue and surplus generation for the
state. Annexure 1 compiles the figures for the revenue and surplus since 1925 till
1980-81 for the selected years. It will be seen from the table that the generation of
revenue and surplus have kept pace during these years. The State control of the forests
and deprivation and alienation of the local communities are not unconnected. Various
protest movements from the early 19th century to the famous Chipko in the Himalayas
in the 1970s reflect the miserv faced by the local populations. Despite its control of
more than 22% of the land area of the country, the State failed to maintain forest cover
on it. It was estimated in the early 80s that less than half of the forest area had a crown
density of above 40%. The continuing degradation of forest and increasing protests
from the local populations as reflected in a surge of popular movements led to a serious
rethinking of the policies and programmes in the forestrv sector. The national forest
policy of 1988 provided the final expression of the rethinking process. For the first
time in 125 years the National Forest Policy reversed the objectives of the forest
management. It says "the principal aim of forest policy must be to ensure
environmental stability and maintenance of ecological balance including atmospheric
equilibrium which are vital for sustenance of all life norms, human, animal and plant.
The derivation of direct economic benefit must be subordinated to this principal aim."
The salient features of the new Forest Policy are:

1. Maintenance of environmental stability through preservation and restoration of
ecological balance.

Conservation of the natural heritage of the country by preserving the remaining
natural forests and protecting the vast genetic resources for the benefit of the
postenty.

Meeting the basic needs of the people, especially fuelwood, fodder and
small timber for the rural and the tribal people.

Maintaining the intrinsic relationship between forests and the tribal and
other poor people living in and around forests by protecting their

4.

customary rights and concessions on the forests.

The main approach outlined is as follows:

1. Existing forest land and forests will be fullv protected and their productivity will
be improved. Emphasis will be given to enhance forest cover on hill slopes and
catchment areas of rivers.
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2. In order to conserve biological diversity, a network of sanctuaries, national

parks, biosphere reserves and other protected areas will be extended and better
managed.

3. The people will be actively involved in programmes of protection,
conservation and management of the forests.

The circular issued by the Government of India on ist June 1990 was the first
serious attempt to give effect to the intentions of the forest policy. This is now
popularly known as the Joint Forest Management Resolution. Forests being on the
concurrent list of subjects in the federal structure of India, the implementation of 1st
June circular needed ratification from the State Governments. By this time 15 State
Govts. have issued the relevant notification for the implementation of Joint Forest
Management. Karnataka and Himachal Pradesh are amongst these states.

Conceptually the Joint Forest Management represents a fundamental shift in the
forest management methods which can be depicted as under:

From To

2. revenue orientation resource orientation
3. production motives sustainability

i +. single product | multiple products

6. target orientation ; process orientation ;

7. unilateral decision making participatory decision making ;

8. punitive rules self-abnegation mules
| 9. controlling people facilitating people
10 department i peoples institutions
11. assumed homogeneity recognising diversitv

13. area management site specific management

15. single technical package menus of options
16. fixed procedures experimentation and flexibilitv
17. plantation as first option | low input management and regeneration
18. single species i multispecies and multi-tier plantations

1. central management decentralised management

| 0. large working plans microplanig

| 12. achieving single, pre-set objective fulfilling multiple, need-based objectives

1.. timber production multiple products combined with
j

biodiversity

In a sense the JFM processes as envisaged above provide an opportunity to
begin the reversal of a continuing historical process of alienation of people from their
resource base. It is an immense task. The inherent contradiction in the development
policy of the State, the pressure from industrial and commercial forces and the inertia
of bureaucracy makes it even more difficult. On the positive side it should be noted
that despite all odds more than 10,000 village communities have been organised in India
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Who are protecting approx. 1.5 million ha. of forest land under the Joint Forest
Management system. It is in this context that the ODA supported participatory forest
management projects should be seen.

Western Ghats Forestrv and Environment Project: The project is currently being
implemented iin the Uttar Kannada circle of Karnataka (another circle will be taken up
in project year 3). Given its unique biodiversity and history many historians have
chronicled the developments in this area, specially of the last two hundred years. The
following background information has been abstracted from Madhav Gadgil's
"Conserving Biodiversity as if People Matter : "A Case Study from India". The district
ofUttara Kannada (13°52' to 15° 30'N and 74° 05° to 75° 5'E) with an area of 10200
kmz lies at the centre ofMalabar. It is a region of gentle undulating hills, rising rather
steeply from a narrow coastal strip bordering the Arabian Sea to a plateau at an altitude
of 500 m with occasional hills rising above 600 to 860 m. The annual precipitation
largely confined to the monsoon months of June to September ranges between 3500
mm on the coast, rising to 5000 mm on the crestline and declining to 1000 mm on the
eastern plateau. An interpretation of the Landsat imagery suggests that around 6900

of the district is under forest cover, around 2000 km' is under paddy and millet
cultivation, 130 km' under coconut and betelnut orchards, 200 km' under rocky
outcrops and the balance under habitation and reservoirs. This tract of 6900 km of
forest land is the largest single contiguous tract of humid tropical forest in Peninsular
India. Today, it harbours 1741 species of flowering plants and 403 species of birds.
Notable wildlife include the tiger, elephant, gaur or Indian bison, lion-tailed macaque,
Wynaad laughing thrush, Travancore tortoise, several species of legless amphibians and
dipterocarp trees .

As in other parts of India, in Uttara ME also, the history of the British
period can be summarised as a series of attempts by the colonial power to appropriate
the rich forest resources of the district as cheaply as possible. The main instrument to
achieve this was to deny recognition to the legitimacy of all customary and community
ownership rights. "The bulk of state-owned lands were converted into reserve-forest
lands. A fraction, about 25%, was set aside as minor or leaf manure forest lands for
meeting the subsistence biomass needs of local people. These are substantial since
agriculture in this hilly district with its laterized nutrient deficient soils depends heavily
on organic manure inputs. But a major outcome of usurpation of community laws was
that the minor/leaf-manure forest-lands came to be treated as open-access resources and
have consequently been subject to escalating degradation as envisaged in the tragedy of
the commons scenario. The reserve forests were used for supply of cheap raw
materials, primarily, teak to serve colonial interests of shipbuilding, railways and other
constructions. As a result, they were almost totally depleted of natural teak between the
years 1800-50; followed by depletion of other hardwoods, especialtv Terminalia and
Lagerstroemia species, and conversion to single species plantations of teak. The
evergreen tree species were of little commercial value until the 1940s, and up to that
time forest working focused on their replacement bv the more valued timber species.

Kannada

Madhav Gadgil (Reference}



Although a succession of management plans initiated in early 1900s professed
sustainable harvests as their aim, in fact there was only further depletion. All
Management plans were set aside during the two world wars, permitting totally
unregulated harvesting from reserve forests".

The British forest-management regime in Uttara Kannada was dedicated to
export of teak and other timber as cheaply as possible. World War I brought about an
important change, however, when the British decided to encourage plywood
manufacture in India. W th its rich evergreen forests providing abundant raw material,
one of India's first plywood factories was set up in the Uttara Kannada district. This
was followed by a paper factory and a polyfiber industry, both of which were
established soon after independence.

The policy of dedicating state-owned forest lands to furnish a cheap supply of industrial
raw materials was carried to. further extremes after independence. Thus, in 1958,
bamboo, earlier prescribed to be eradicated as it constituted a weed in teak plantations,
in spite of its manifold rural uses, was sold to the paper industry. The price was as low
as Rs 1.50 (USD 0.30 at the then prevalent exchange rates) per tonne, ie. over a
thousand times less than the market value. Giant wild mango trees that regularly
yielded much valued fruit worth more than Rs 100 per year, were also made over to
plywood industry for as little at Rs 150 for a whole tree. The result has been rapid
decimation of a whole range of species in the more humid tracts, especially on the
steeper western hill slopes.

While the commercial pressures have mounted, so have the subsistence
demands of the rural population that has grown rapidly as a result of the eradication of
malaria after World War Il. These subsistence demands continue to be met from open-
access public lands, with further erosion of traditional practices of disciplined harvests
from common lands. Consequently, highly inefficient and wasteful patterns of natural
resource use have prevailed.

The above description of the Uttar Kannada and its history shows that :

It is a unique biodiversity rich forest area.1.

The degradation of foresis has taken place mainly due to the policy of satisfying[NE
commercial interests pursued by the State and

9

The conservation practices of the communities have eroded as the legitimacy of
all customary and community rights has been denied bv the State.

>.

It is m this context that the Western Ghats Forestry and Environmental Project
Was initiated in 1991. A summary of the basic features of the project is provided in
Annexure 2.
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It will be seen from the summary of the project document that WGFEP puts
emphasis on both ecological and environmental objectives as well as social and
economic objectives. Thus, preservation of the unique flora and fauna of Western
Ghats and rehabilitation and protection of its major environmental resources are its
avowed objectives. At the same time it attempts to ensure the sustainability of living
standards of those people whose livelihoods are currently derived from the forests. The
objectives were more sharply defined during the mid-term review when the goal of the
project was defined as under:

"Conserve and protect the biodiversity of the Western Ghats forest while maintaining
sustainable productivity with people's participation". The reformulated goal provides a

sharp focus on the twin objectives of "biodiversity conservation" and "people's
participation" and the new formulation of project goal recognises the inter-linkage
between the two.

The objectives of the project, as defined above, and the specificities of Uttar
Kannada as outlined earlier match. There is also a congruity between the fundamental
requirement of the area and the project elements. However, the history of the project
shows that this match has been arrived at with certain reservations. Annexure 3 traces
the history of negotiation process and has been abstracted from " NGOs and Forest
Management in Karnataka" by David Potter. It shows that :

i. The initial proposal (red book) submitted by the Karnataka Forest Department
(KFD) to ODA contained no provision for people's participation and the rural
people were involved only as beneficiaries or labourers.

The proposal was modified (green book) in response to NGO suggestions led
by FEVORD-K. The NGOs made further suggestions for strengthening the role
of communities and NGOs.

7

The ODA appraised the project in 1991 and the final project document (white
book) was approved.

3.

Although ODA did not have a directing influence on KFD, introduction of Joint
Forest Planning and Management (JFPM) was partially due to them.

4.

The final document is a compromise document reflecting different orientations
of NGOs, ODA and KFD. Thus although the project formally started in April
1991, the JFPM resolution of Karnataka Government came into effect only in
April 1993.

5.

In this review the environmental and resource aspects of the project are
analysed first, to specifically look at the productivity and biodiversity indicators.
Thereafter the social and economic aspects are taken up to understand the process of
people's participation. Lastly, the institutional and policy issues are taken up as they cut
across all the aspects of the project.
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Environmental and Resource Aspect:

i) Productivity: The field observation shows that the forest patches brought under
Joint Forest Planning and Management (JFPM) are fairly weil protected and are
subject to low imtensity grazing. This was the pattern in all the 6 VFCs that
were visited. Since there is virtually no extraction from the protected patches
the pressure has been partially shifted to other forests which have not been
brought under JFPM. It is therefore difficult to assess the net effect on
degradation status of forest due to JFPM.

The departmental extractions from the forests of Karnataka and
pecially from Uttara Kannada has not changed substantially as would be

evident from the following figures.

S.No. Produce 1991-92 1992-93 1993-94
Rose wood 5945 6437 6052
Teak wood 13587 8982 7088
Sawn Timber 66 4465* 190
Other kinds 191684 91882 88296
Pulp wood | 466 378 1961

|
Match wood 187 9
Soft wood 2604 6301 4984

i Timber in round poles 106148 102524 | 60764

1.

3.
4.

6.
7.

8.

Total Timber 220687 220978 ! 1693359.
Firewood 405802 407226 435318
Total Timber and 626489 628204 604653
Firewood
Bamboos (in Tonnes) 43634 56463. | 38216
Sandal wood (in 382 | 317.25 1216
Tonnes)

Includes sleepers

10.
ll

i

The share contributed by Kannada circle in the total outturn of forest produce can be
seen from the following:

timberT ) a
i Kanara | 3587 4768 65333! 282 4972 : - 36837 326499 146 | 11934: 1

State 6052 7088 88296 1961 4984 60764 435313 190 § 38216 1216

It will be seen from the two tables presented above that the total extraction from the
forest has more or less remained at the same level and the contribution made by
Kannada circle to the total extraction remains at a high level of above 60%. It was

12.
13.

*

Sawn Bam- SandProduce Rose Teak Other Pulp Soft Match Round Fire
kinds wood wood wood Poles wood Tim- boos al
of ber wood
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mentioned earlier that the demand pressure from the area protected under JFPM has
shifted to other forests. Thus, the total effect of people's need and departmental
extraction could be more or less the same as at the start of the project. The net effect
on degrading processes operative in the forests of Uttara Kannada will therefore be
marginal.

Biodiversity: Methodologically the project envisages a zonation process which
would segregate the core zone and a maim zone without dwellers. These two

zones, one presumes, would have been the main area for conservation of
biodiversity. The other three zones envisaged in the project would have

provided the useful goods for various needs to be harvested sustainably. The
project envisaged consultation with the communities in delieneation of all type
of zones. In practice this has not happened. The project relies heavily on

planting models irrespective of the fact whether the forest area is under JFPM
or earmarked for other uses. The only difference is in the type of planting
model that will be used. The field observations confirm this.

ii)

At most places under JFPM, there were plantations of two major species
namely Acacia auricurliformis and teak. The importance of plantation as a

major operational method of the project is revealed by the following table.

Year TotalS.No. Model
1993-94 1990
1994-95 2930

Mostly Open Area1.

1993-94
;
3381

1994-95 2709
1995-96 | 2358

Somewhat Open
1995-96 4189

area
7

Artisanal 1993-94 331
1994-95 932
1995-96 1383

3.

Multipurposes 1993-94 1620
1994-95 1559
1995-96 1384

4.

Total 4563
! Grand Total 25166
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Assuming that the saplings raised in the Year I are utilised for plantations in the Year IL,
the plantation density per ha can be calculated. The following tables shows the
calculation:

Year Plantation densitvSaplings raised Area planted
(in lacs) (in ha.)

1992-93 86.416
1993-94 92.100

|
7622 1133

1994-95 90.140 8130 1132
1995-96

|
39.582 9314 967

It will be seen from the table that the plantation density is high enough to be
suitable for a clear felled area. However, in the context of Uttara Kannada where the
forests are degraded but do retain substantial tree cover this planting density will be
most unsuitable. Given the fact that the species base of the plantation has been rather
natrow, the project is open for criticism of promotion of monoculture at the cost of
biodiversity. This observation is further reinforced by an analysis done by Parisara
Sanmarakshana Kendra, Sirsi. The analysis is restricted to multi-purpose plantations,
which bv definition should have had higher species diversity. Given below is an
abstract of the findings:

Village No. species Planted % Ofacacia/teak Naturally regenerating
in the plantation in neighboring forest patch

Hitlahalli
Bellankeri
Ghattikai
Kabbe
Kanchikai*

87.95 15
81.67 14
74.97 17
62 13
91.60 14

Gap plantation

The available evidence does point to the fact that the plantations under the

project are leading to dominance of 1 or 2 species in a high biodiversity forest like
Uttara Kannada This calls for a serious reconsideration of the following issues:

1) choice of species in plantation, and

plantation as the main method for the forest regeneration.

This is indeed happening in the forest department. In certain places, the

plantation densitv has now come down to as low as 200 plants per ha and recently a

forest patch of 284 ha has been taken up for natural regeneration. It is quite possible
that there may be certain patches where naturally regeneration will not take place.
However, in a tropical climate, "natural regeneration" suggests itself as a first strategy,
failing which plantation may become a necessity. In plantations also, the choice of
species acquires significance, especially in a forest area which boasts of 17+1 flowering

1 0

4
14
0

il)
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species. It may be mentioned that biodiversity is also important from the point of view
of local communities because biodiversity is the basis of their survival strategy.

Social and Economic Aspects

The fundamental instrument through which the project seeks to achieve its social and
economic objectives is Joint Forest Planning and Management. The essential elements

of JFPM as defined by the project are:

a) Joint Planning: a consultative process by which KFD, local people, and other
forest users jointly discuss the ecological and environmental condition of a specific area

of the forest, and the scope for it to meet one or more of their specific needs. The plan
that emerges should as far possible reflect all the views expressed. However, the weight
given to the different views will depend on the location of the area of forest in question,
and the types of vegetation it contains.

b) Joint Management: for certain areas of forest, as described under zonation, it
will be appropriate for the planning process to decide on joint management. Under

joint management, KFD and forest users will divide responsibility for forest

management functions between them. They will also agree on a division of the

proceeds from the area to reflect the division of management. The precise division of
management and proceeds will vary from one specific area of the forest to another. As

appropriate, joint management may apply to all plants, or only to certain categories of
vegetation within a particular area.

It is clear from the above that the project envisages Joint Planning with the

people to be applicable to all forest areas, though Joint Management may be the

appropriate choice of management only in certain areas. In practice, Joint Planning
became extremely restricted due to (a) the notification of JFPM of the Karnataka
Government and b) the interpretation of zoning process by the forest department. The
Karnataka order on JFPM restricts it to the degraded forest land where the canopy
cover is 0.25 and less. Thus the planning is restricted to certain degraded forest lands
because of this order. It would not have had such restrictive influence on the

participatory process for the people if the zonation process had been implemented
which would have allowed the people to plan for all the five zones. The five zones are

as under:

Core zone: Ecologically important areas
Main zone: Main forest zone without forest dwellers (potential for commercial

exploitation
Main zone: With forest dwellers
Boundarv zone: Edge of forests, near settlement (mostly degraded)
Outside forest: Near settlements, common or revenue
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In practice, the zonation concept has been almost given up. The involvement of
people in any kind of planning is virtually restricted to zone TV and that too to the areas

where the forests are degraded to a crown density of lower than 25%. An attempt has

been made to rectify this lacunae through site-specific planning, which is discussed later

in the report. As far as Joint Management is concerned, the Karnataka government
order has not been the best instrument to achieve a balance of power and responsibility
between the local communities and the forest department. The powers vested in the

Secretary of VFC, who has to be a forester, and in the RFO, who is his reporting

officer, are so one sided that they can disqualify any member and even dissolve the

committee The appeal against the action lies with another forest officer of the rank of

Deputy Conservator of Forests, the final deciding authority being the PCCF.

It ig within these restrictions placed by the Government order and the project

desion that the forest department of MN has been attempting to implement
JEPM. It is to their credit that 151 VFCs have already been organised and 34 of them
have been registered. If the implementation process has not been exactly participatory,
it has at least led to a greater interaction between the forest department personnel and

the local communities. As one moves from Halval division to Yellapur to Sirsi to

Ankola to Karwad, one notices a continuous perceptible increase in the interaction and

cordialitv between the forest department and the local communities. The geographical

disparity in the forester-people relationship suggests that part of the success of JFPM is

due to specific individuals in the forest department. The entire system through which
JFPM is implemented has certain gaps. The findings on JFPM are reported below:

Karnataka

meetings. The records were properly kept and in quite a few of them the

women executive members reported participation. Until now, the decision

making has been restricted to protection aspects which call for foregoing the

benefit from the protected patch, and resolution of conflicts within different

segments of the village and with neighbouring villages. The fact that most of
these decisions hold shows that decision making is participatory. The segments

negatively affected are usually the women specifically from the marginal groups.
These groups cope with the changes by either shifting to a less efficient forest

product (for instance, use of dry leaves in place of fuelwood) or shifting the

pressure to other forests which are not being protected under JFPM. This need

not be so if the voice of marginal groups is specifically incorporated in the

decentralised decision making. This is further elaborated in the next section

dealing with diversity.

i) Decentralisation: Al the forest comittees that were visited reported regular

not hold good in India. The communities are fragmented by caste, land-

ownership, cattle ownership and also between tribals and non-tribals. Their use
of forest resources and the intensity of the usage also varies. Any intervention

which does not take into account the diversity of these needs (which are fulfilled

bv the biological divesity of forest) will negatively affect certain segments of the

Wj Recognising diversity The assumed homogeniety of village communities does
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communities. In WGFEP, there are instances where the landless people have
been negatively affected. This has happened in two ways.

i) eviction of encroachment of forest lands used for cultivation both by the
landiess as weil as the land owners. In the Kote Koppa, the area taken up for
plantation under JFPM was being used for cotton culttvation. The observation is

supported by other reports as well. It is mentioned "... there are cases in which,
under the guise of the JFPM process, normal FD operations are underway to
evict encroachers on Reserve Forest Land. These are not, necessarily isolated
events. If 'JEP' comes to be seen as a guise for eviction the development of
the parmerships with communities and of the funded project as a whole could
be jeopardised." (PST document no.4). The purpose of mentioning these

instances is to draw attention to the fact that a number of people evicted in such
a fashion are landless, who have cultivated these lands for years and have very
few other options. The lure of generating cash income from the harvest of
JFPM plantation encourages the landed people to collude in the efforts to evict

poorer, marginal people.

ii) An important element of survival of landless people is to depend on animal
husbandry and NTFP collection. Under JFPM , grazing is banned in the

protected patch with the result that the landless people have to take the livestock
to distant forest patches for grazing. The narrow species base of JFPM
plantations (as pointed out earlier) provides little hope of sustainable collection
of NTFP and with it goes the chance of integrating the marginal groups into
JFPM processes. The same is true about certain castes which use various forest

products to pursue their caste occupations. As it stands, there is little
recognition of the diversity within village communities as well as its linkage with
the biodiversity of forest which contributes to their survival strategies.

Resource orientation: It is doubtful if the JFPM is making a transition in the

forest management from revenue orientation to resource orientation. Firstly, the

objective of the forest department continues to be to generate more revenue.
This is not to suggest that the forest department itself is interested in generation
of revenue. The political compulsions of foregoing revenue from a rich circle
like Kannada circle make it difficult to achieve the desired transition. The

following table provides the revenue generated bv the forest department in the

last 10 yrs.
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REVENUE AND EXPENDITURE

Details ofRevenue realised for the period 1979-94 are given below:

Year Revenue Realised
(Rs in Lakhs)

1979-80 3525
1980-81 3776
1981-82 4703
1982-83 4447
1983-84 5339
1984-85 5574
1985-86 5634
1986-87 $313
1987-88 5238
1988-89 4624
1989-90 3143
1990-91 5818
1991-92 6150
1992-93 6890
1993-94 9173

The Kannada circle contributes more than 60% of this revenue.

Secondly, the plantation orientation ofmanagement within JFPM also tends to
focus the attention of the communities on the terminal timber value from the plantation
from which they will get a share. In such an ambience it is difficult to see how the
focus will be more on the sustainability of the resource rather than the revenue which
the resource can generate both for the forest department and for the communities.

A

iv) Decentralised planning: The major instrument of decentralised planning is

through microplanning for JFPM. The process of microplanning has been
seriously affected by JFPM plantations following their own course, independent
of the fact whether the microplan has been prepared or not and whether it
recommends such a plantation. This was specifically visible in at least VFCs3

that were visited. PRA as a tool ofmicroplanning was used in these villages to

depict what had already been done. It was no longer an exercise in planning but
only a formality to complete the procedures. The 3 microplans that were
collected during the visit raise questions about the collaborative nature of
planning. The distortion in the decentralised planning process occurred despite
a very substantive training programme organised with the help of \ivrada.

As of now there is little involvement of people in planning of the forest
areas outside JFPM patches. This is sought to be corrected through Site
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Specific Planning. A perusal of 4 site specific plans shows the following (for
detailed analysis see Annexure):

i) None of the four plans mention specific nature of consultation with the

neighhouring village communities.

it) Most of them still rely on major plantations of teak( 45% in one site),
bamboo (100% in a site of 10 ha.), acacia (100° in site of 10 ha.), and
teak (40% in a patch of 60 ha.).

All but one of these plans rely on barbed wire fencing and one relies on
CPT as the means of protecting the plantations.

iv) None of the plans specify any role for the neighbouring village
communities.

While most of these plans are accompanied by fairly well drawn-up maps
revealing actual visit to sites, it is clear that the process of site specific planning has not
yet developed to the stage where it reflects the participatory nature of the project.

0. New silviculture: If people's participation in planning and management is the

stated objective of the project, it is logical to expect a shift in the silvicultural
methods which have so far been oriented towards a single-species technical

package that considers plantation as the first option and timber as the main

output. There is little evidence to suggest that the silviculture methods being
adopted under the project are specifically catering to multiple outputs desired bv
the people and the NTFP as the major output. In addition to fuelwood and

fodder, the people ofUttar Kannada have been using the forest for leafmanure,
medicinal purposes, food products, raw material for pursuance of caste

occuptations and sale ofNIFP as income generation activities. The silvicultural

practices which specifically incorporate these requirements are yet to be
assimilated in the implementation process of the project.

Institutional and Policy Issues

The area of operation ofWGFEP is presently the Uttara Kannada circle. The
project proposes to take up another circle in the Project year 3 which will complete its

geographical coverage. While Uttara Kannada is extremely important from the point of
view of the forest area it is still onlv a part of the entire forest resources of Karnataka. It

is important to bear in mind the partial coverage of forest by the project while assessing
the role of ODAA in the institutional and policy issues.

Policv: ODA's role in issuance of the JFPM circular of the Karnataka government is

recognised in the order itself. Although many other State Governments had already

adopted the JFPM resolutions, the role of ODA in making it acceptable in Karnataka

13
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cannot be denied. The signficance of this aspect increases considering the fact that the
order is applicable fo the entire state while the ODA support is available only for two
circles, Similarly the policy of providing seed money ofRs 5000 to the registered VFCs
is also applicable to the whole State. Thus, acceptance of people's participation in
forest management as a policy and backing up "that policy with financial committment is
attributable to the ODA initiattve in the Western Ghats. The fact that the forest
management policy has not completely aligned itself with the project objective of
conservation with people's participation and still attaches considerable importance to
revenue generation is partly due to the political compulsions of the State but also partly
due to the way the project has been designed. On the one hand, the project emphasises
people's participation and talks about introduction of economically useful species in the
plantations on the other. The duality in approach creates a lot of confusion at the
implementation level. The confusion is most visible in the matter of choice of species
and in determining the methods for regenerating the degraded forests.

Introduction of Joint Forest Planning & Management in a partial manner, as
stated above, has also led to a conflict in the role the foresters are supposed to perform.
The existing statutes and law make it mandatory for the foresters to perform
enforcement functions. Given the nature of the existing laws, their enforcement brings
the foresters in direct confrontation with the communities. (See table ...). The JFPM
on the other hand enjoins upon the foresters to jointly plan and manage the forests with
people, calling for a certain degree ofmutual understanding and cordiality. Many forest
personnel specifically spoke about this contradiction. Obviously, the 125 year old
administrative structure, the supporting laws and rules, the traditions and culture eannot
change due to the introduction of a project. However, there seems to be virtually no
reference to the contlict in roles expected of the foresters in any documentation and a
total absence of any kind of even ad-hoc arrangements to resolve the problem. The
sheer lack of thinking on the subject keeps the door open for reverting back to the
earlier days when the role of foresters vis-a-vis the communties was essentially to
perform the policing function. The major instrument to equip the foresters for the new
role has been the provision of training. The training programmes have definitely helped
in equipping the foresters with the tools and techniques that elicit people's participation
and have provided an opportunity for them to learn about the communities.. The
expertise in these methods, however, cannot substitute for the required reforms in the
forestry sector itself.

Processes: The WGFEP has been designated as a process project. It is understood that
the project therefore provides opportunities for learning and structures for the
assimmulation of learning. The in-house mechanisms for learning and assimilation are
PMC and PMU. After a long time the PMU has got a permanent place in Bangalore,
although staffing is yet to reach the adequate levels. The PMC has seen constant
turnover of the staff and has failed to recruit either an economist or a social scientist as
Was envisaged in the project. It is currently being manned by two DCFs. Under these
circumstances, while the learning is taking place at different levels, its documentation,
analysis and assimilation has been inadequate. In the absence of clarity of
communications between the PMC and PMU and within the project circle, various
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workshops organised by ODA provided the next best alternative for sharing of
learnings. There is however no shared understanding of leamings across the hierarchy
of the forest department. The perceived understanding of the project at the PMU and
the Project Director level is substantially different from the perception of ACFs and

RFOs.

Apart from the in-house mechanisms, two other sources that provided
opportunity for learning and its assimilation were consultancy inputs and the envisaged
role for NGOs respectively.

Consultancy inputs: Almost everybody across the hierarchy spoke about the unusually

large number of consultants that have come to the project area. The general consensus

is that consultancy inputs had been useful in technical areas like GIS and computer
based management information systems. At the same time, there is substantial

resentment about the consultancies relating to the technological components of forestry
and socio-economic issues. The assimilation process for the consultancy inputs has

been through the medium of workshops. Although some workshops have led to

specific changes in the project design (e.g. acceptance of site specific planning), most

forest personnel and NGOs remain sceptical about the quality and quantity of these
inputs.

Role ofNGOs: The project provides for NGO involvement at all levels of the project.
At circle level and at the State level the NGOs are represented in the Advisory
Commitee and the Steering Committee respectively. It should be noted that the NGOs

representation at the level of Steering Committee is of specific significance. The

Steering Committee was envisaged to have the full and final authority to approve
recommendations arising from project reviews and to sanction necessary action. In
addition to these provisions, the ODA also funded Oxfam to support grassroot agencies
to undertake activities which will complement the project activities. In practice, the

envisaged structures have not worked satisfactorily. The Steering Committee could not

assume the role of a decision maker. It has since been substituted by an Empowered
Committee which has been vested with the powers to take decisions. It should be noted

that there is no NGO representative in the Empowered Committee. Thus, the Steering
Committee has virtually become an advisory committee. The NGO role has therefore

been diluted as far as decision-making is concerned. The importance of NGOs
participation in the project and their representation at different levels lies in the fact that
their close interaction with the communities would have helped in improving the socio-
economic processes envisaged in the project. These inputs could have provided a

perfect complement to the technical inputs provided by the consultants. Most NGOs
that were contacted during the visit complained of the limited time that the consultants

spent with them. It is clear that i) the envisaged structures for NGO inputs are not

working. ii) The NGO experiences are not being assimilated im the project process
because of their lack of representation in decision making bodies. iii) the synergy that

would have resulted in combining the lessons from consultancy inputs and NGO inputs
is missing from the project implementation process.
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It would however be incorrect to say that the NGO involvement in the project is
either poor or is of no significance. In the face of the failure of the envisaged
processes and structures, a totally new and different structure and process is emerging
amongst the NGOs. A number ofNGOs are very active at the level of VFCs e.g. IDS
in Halval division, Siddi Development Project in Yellapur and KWCRDS in Karwad.
They have developed their own coordinating mechanisms at the district level (which is
coordinated by KWCRDS) and a coordination committee at the State level which is
serviced by FEVORD-K. These structures provide them an opportunity to share

experiences, monitor project processes and coordinate their actions. The project still
enjoys substantial goodwill amongst the NGOs which could be channelised more
effectively. ;

Lessons from Social Forestry: The process nature of the project suggests that the
lessons from the social forestry project which was also funded by ODA would be

incorporated. In the Social Forestrv project the bifurcation of the foresters into
territorial division and the social forestry division proved to be a negative development.
Despite this, the WGFEP has created separate positions at the level ofDCF, ACF, and
RFOs for JFPM. Below the level of RFO, the distinction between JFPM staff and the
territorial staff breaks down. As a consequence, the lower level staff is pushed by two
different sets of people pursuing two sets of objectives. In places where the DCF
(JFPMD and DCF (Termtorial) have been able to develop a good partnership and

working understanding, implementation has been smooth e.g.in the Karwad division.
However, this is more due to the individual personalities of the concerned forest
officers than by design. It is in this context that the mid-term review mission also

supported the idea ofmerger of JFPM and Territorial staff. This has not taken place.

In the social forestry project not only in Karnataka but across India, the

plantations were developed and managed by the forest department for a certain period
of time before an attempt was made to hand them over to the communities. The
difficuities that were encountered in this process, the deforestation of the plantations,
the adverse impact on the marginal communities are extensively documented. In view
of this, it is difficult to understand why the plantations under JFPM are being protected
by the watchers paid bv the forest department and the silvicultural practices are the sole

responsibility of the department. The use of JFPM for eviction of encroachments from
the reseved forests, as of Social Forestry in the case of wastelands, has alreadv been
mentioned.

Funding: WGFEP is a comparatively large project supported by ODA. Its

geographical spread is restricted to UttaraNM circle for the first three years before
another circle is taken up. The real value of the funds being provided by ODA
therefore lies in their efficient utilisation and the impact that the project can create.
which will hopefully lead to changes in the forestry sector as a whole. There is,
however, unanimity amongst the foresters from the level of DCF to the level of the

Project Director that the ODA support does not provide additionalitv of funding at the
circle level. The process operates somewhat like this. The ODA funds are passed
through the Central Government to the State Government in a loan-grant ratio of 70:30

Kannada
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respectively. The current intergovernmental interest rate is 7° and the Karnataka
Government is liable to pay this interest to the Central Government on the loan
component. The funds received by the Karnataka Government are taken into its basket
of funds which are allocated to different Ministries through the annual budgetary and
planning process. The amount of funds recieved by different. departments is
determined on the approval ofdemand for grants' placed by the department before the
Legislature and approved in the state government's annual Budget. Thus, while the
ODA funds do constitute an additionality of resources at the level of the State
Government, it is not necessary that these additional resources become available at the
circle level. The only assured element in this process is that the line items of
expenditure at the circle level are determined by the project document. Thus, the ODA
funds substitute for the state government funds as far as a number of line items of
expenditure are concerned. The worst possibility is that there may be a reduction in the
allocation of expenditure for the line items not covered by the project document. These
processes have been a matter of debate between the State Government. and the Central
Government and the funding agencies. However, details of expenditure at the circle
level are not available to monitor the degree of substitution of state government funds.
If there is no additionality of funds at the circle level, the possibility of a large impact
that would have resulted from combining the available resources of the State
government with the ODA funds. Annexure ... provides the details.

Lessons from WGFEP:

1. The objectives of the project and the specificities ofUttar Kannada match.
There is also a congruity between the fundamental requirement of the area and
the project elements.

The total effect of people's need and departmental extraction on forest
resources could be more or less the same as at the start of the project. The net
effect on degrading processes operative in the forests of Uttara Kannada will
therefore be marginal.

The project is open for criticism of promotion of monoculture at the cost of
biodiversity.

3.

The joint planning process thas not really taken off due to a) restrictions
imposed by the notification of JFPM of the Karnataka Government and b) the
interpretatiom of zoning process by the forest department.

4.

The implementation process has not been totally participatory, but has led to a

greater interaction between the forest dept. personnel and the local
communities. The geographical disparity in the forester-people relationship
suggests that part of the success of JFPM is due to specific individuals in the
forest department. The entire system through which JFPM is implemented has
certain gaps.

5.
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The decision making process in VFCs is restricted to protection aspects which
call for foregoing the benefit from the protected patch, and resolution of. .

conflicts within different segments of the village and with neighbouring villages.
The fact that most of these decisions hold, shows that decision making is
participatory. The segments negatively effected are usually the women
specifically from the marginal groups.

6.

There is little recognition of the diversity that specifies village communities as
well as its linkage with the biodiversity of forest which contributes to their
survival strategies.

7.

The distortion in the decentralised planning process occur despite a very
substantive training programme.

8.

The process of site specific planning has not yet refined to the stage which
reflects the participatory nature of the project.

9.

Acceptance of people's participation in forest management as a policy and
backing up that policy with financial committment is attributable to ODA
initiative in the Western Ghats.

10.

Introduction of Joint Forest Planning & Management in a partial manner has led
to a conflict in the role the foresters are supposed to perform.

11.

The perceived understanding of the project processes at the higher echelons is
substantially different than at the field level.

12.

Most forest personnel and NGOs remain skeptical about the quality and
quantity of consultancy inputs.

13.

The synergy that would have resulted in combining the lessons from
consultancy inputs and NGO inputs is missing from the project process.

14.

The project still enjoys substantial goodwill amongst the NGOs which could be
channelised more effectively.

15.

The lessons from social forestry project which was also funded by ODA have
not been incorporated.

16

There is a unanimity amongst the foresters from the level ofDCF to the level of
the Project Director that the ODA support does not provide additionalitv of
funding at the circle level.

17.
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WESTERN GHATS FORESTRY PROJECT

ANNUAL PROJECT REVIEW 2-10 MAY 1996

TERMS OF REFERENCE

BACKGROUND

1. The Western Ghats Forestry Project (WGFP) is implemented by the Karnataka
Forest Department (KFD), supported by the ODA Forestry Office (OFO) in
Delhi. It commenced in October 1992 and is scheduled to run for six years,
until 1998. The project is funded with £18.07 million of local costs administered
by KFD, supported by £5.22 million of Technical Co-operation funds
administered by ODA.

The Mid Term Review (MTR) took place in February 1995, during which the
Goal and Purpose of the project were modified to be:

2.

Goal: Conserve and protect the biodiversity of the Western Ghats
forest while maintaining sustainable productivity with
peoples' participation.

Purpose: KFD has the capacity to develop, test and implement better
systems for sustainable forest management through
devolved decision making and effectively involving all
stakeholders in this process.

As part of the MTR a draft Logframe was produced and whilst there was
general acceptance of the Goal and Purpose agreements, the draft Outputs
and activities have been developed during the year. There is a need to finalise
Outputs and to review Output to Purpose linkages and to agree appropriate
revisions to the existing Outputs so as to ensure the achievement of project
Purpose. This will entail a rigorous review of the shape of the project in the
remaining years.

3.

4. Initially work started in the five Divisions of Kanara Circle though the initial
project design allowed for the addition of a second Circle. After a lengthy
review Shimoga Circle was selected as the most appropriate one for the
project to incorporate. Following this a joint design team was established in

January to prepare a strategy for implementing project activities in Shimoga
which reflected the distinctive needs of the Circle. These proposals will be
considered by a joint Shimoga Review Panel, which will in turn make
recommendations to the Annual Project Review (APR).

The project has been supported by a small team of four key consultants, who
form the Project Process Support Team (PPST). The PPST have been issued
with a group contract that runs to the end of the project. As part of this a
procedure is specified to review the work of the PPST during the APR. The
present APR will offer the first opportunity for this procedure to be
implemented.

5.
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OBJECTIVES

i To review progress against the objectives agreed during the MTR in

February 1995.

To assess the extent to which the project is making progress to achieving
its Purpose.

ii To agree a revised set of Outputs to achieve project Purpose within the
life of the project, together with arrangements for the completion of the
overall project and subsidiary Logframes.

iv To agree the project's Strategy, Annual Plan of Operations (APO) and
Budget for 1996/7.

To agree a recommendation to the ODA Under Secretary for Asia about
the extension of project activities to Shimoga Circle, based upon the
proposals of the Shimoga Design Team and the recommendations of the
Shimoga Review Panel.

Vi To carry out a review of the work of the PPST consultancy inputs to the
project and make recommendations as appropriate.

MEMBERSHIP

6. The ODA team will be composed as follows:

Dr Chris Athayde Programme Manager, DCOD
(Team leader)

Judy Walker Senior Social Development Adviser, DCOD
Mike Wilson Senior Natural Resources Adviser, DCOD
Richard Moberly Economic Adviser, DCOD
Jane Clark Forestry Adviser, London

The OFO will be in attendance and represented by:

Eric Hanley Social Development Field Manager
David Black Forestry Field Manager
Dr Janet Seeley Social Development Field Manager

designate

7.

The following members of the PPST consultancy team will also be in
. attendance for the Bangalore meetings:

8.

Dermot Shields Hobley Shields Associates
Mike Harrison LTS International
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ACTIVITIES

9. The APR's Objectives will be achieved using a combination of:
i A briefing workshop in Delhi for the ODA members of the team, facilitated

by one of the PPST consultants, to establish a shared understanding of
the approaches being pursued under the project.

Field visits to the two project Circles, which will provide:

familiarisation with the field conditions and activities of the project
meetings with key stakeholders, including Village Forest
Committees (VFCs), NGOs, researchers and other bodies
discussions & workshop with project personnel
interaction with PPST and other consultants

These meetings in the project Circles are intended to provide team
members with an understanding of the current state of project
implementation which will inform planning discussions in Bangalore.

iii A two day workshop to review the extent and experience of
implementation to date and to agree a proposed programme.

iv An Output to Purpose Review.

v A strategic planning workshop to agree the future shape of the project.

vi A review of the Shimoga Circle proposals.

vii A review of the work of the PPST consultants.

A detailed timetable for the activities of the team is given below.

r BANGALORE MEETINGS

DAY 1: KANARA CIRCLE

10. Circle Presentation
Review of progress to date and proposals for 1996/7:

Strategy, Annual Plan of Operations (APO) & Budget
Review of Circle level Outputs developed by the PPDP:

At
A2
A3
A4
AS
A6
A7
A8
AQ

Shared vision & awareness communicated
Human resources developed
New systems established
Policy & legal framework revised
Linkages with external stakeholders established
Understanding developed
Working plans functions developed
Publicity & environmental education developed
Process support
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11. Divisional Presentations
Review of progress and proposals for 1996/7:

Strategy, Annual Plan of Operations (APO) & Budget
Review of Divisional level Outputs developed by PPDP

B1 Local users - JFPM
B2 Conservation - biodiversity

Distant users - production
B4 Private farmers
B5 Central nurseries

B3

12. Discussion based on themes and issues arising, including:
i Implementing new forest management approaches:

Site specific planning procedures
Microplanning experience
Project Process Development Programme (PPDP)
CoRMIS & CoDMIS

Making participatory forestry work
JFPM performance & experience to date
Establishment of guidelines best practice
Experience of Working & Advisory committees, future plans
Interaction & involvement of NGOs
Proposed study of Kanara Circle experience

iii Managing the process:
Learning lessons from 1995/6 experience
MYRADA contract & performance
Physical & financial monitoring
Continuing training needs & future arrangements
Cost & benefit analysis

13. Expected outputs from the session:
i Assessment of achievements of Kanara PPDP outputs.

iii Approval of Kanara Circle APO and Budget for 1996/7.
iv Agreement of priorities and End of Year Objectives for Quarterly

Reviews for 1996/7.

revised Kanara Circle level Outputs to go forward to
the Logfra e workshop

DAY 2: PMU LEVEL ISSUES

14. PMU presentation
Review of progress to date
Strategy, Annual Plan of Operations (APO) & Budget for 1996/7

PMU components and activities:
i Forest Training & Research Institute (FoRTI) institutionalisation

Strategic plan for FoRTI
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ii Forestry research
Establishment of committees and management arrangements
Development of demand led research

FoRTI - training
Training strategy developed
UK & local training provision

iv Geographical Information System (GIS)
Staffing & training arrangements
Equipment & installation

Ecology
vi Tree Improvement
vii Zone | outside project Circles

PMU functions:
viii Planning & budgeting
ix Auditing
x Monitoring & evaluation

Establishment of reporting system
Gender strategy

xi Quarterly review system to OFO
Progress to date
Plans for implementation in 1996

Policy & governance
xii Steering & Empowered Committees

Agreement about roles, responsibilities & working together
Reviewing links to other committees & flows of information

xiii Policy environment
Revision of GO on JFPM

xiv Management structures
Establishment of appropriate structures & devolved authority
Arrangements for dissemination of lessons from WGFP
Links to GoK and other stakeholders

xv Staffing: contracted, integration of JFPM & territorial staff
Project allowances & appropriate remuneration package.

15. Expected outputs from the session:
i Assessment of progress on MTR priorities.
ii Agreement of Outputs to go forward to the Logframe workshop for

PMU level responsibilities, including:
research
training
GIS
project reporting
policy formation

iii Agreement on scope of project activities outside Kanara and Shimoga
Circles.

iv Approval of PMU APO and Budget for 1996/7.
v Agreement of arrangements for auditing of the project.

Final Version Page 5



3

WGFP Annual Project Review 2-10 May 1996

vi Agreement of priorities and End of Year Objectives for Quarterly
Reviews for 1996/7.

16. Output to Purpose Review
The APR team will be required to make an assessment of the overall progress
of the project towards achieving its Purpose. This will be based on the
,guidance documentation produced by ODA's Evaluation and Health &*

Population Departments. The specific Output to Purpose review is consistent
with the overall APR process envisaged here and will incorporate the
assessments made by the APR team so far, as well as the proposed revisions
to the project Logframe.

17. Expected outputs from the session:
i Assessment of progress towards the achievement of project Purpose.
ii Completion of Output to Purpose Summary Report.
iii Revised Outputs for consideration by Logframe workshop.

18. Shimoga Review
As part of the process of establishing project activities in Shimoga Circle the
APR team will be asked to make a recommendation to the Under Secretary for
Asia about this. The recommendation will be based on:

progress in Kanara Circle
the design proposals produced by the Shimoga Design Team
the recommendations of the joint Shimoga Review Panel
the supplementary documentation supplied by the Design
Team, including a Logframe, Strategy, Annual Plan of
Operations and Budget for 1996/7

« the understandings obtained from the field visits.

19. Expected outputs from the session:
Approval of the Strategy for project activities in Shimoga Circle.
Agreement of recommendation to Under Secretary for Asia for the
approval of the extension of ODA funding.
Approval of Shimoga Circle APO and Budget for 1996/7.

iv Approval of draft Logframe for Shimoga to go forward to Logframe
workshop.
Agreement of priorities and End of Year Objectives for Quarterly
Reviews for 1996/7.

DAY 3: LOGFRAME WORKSHOP

20. The review of experience and achievements to date will be fed into a one day
Logframe Workshop, which will be facilitated by members of the PPST.

i The workshop will concentrate on Outputs, since the project's Goal and
Purpose were finalised at the time of the MTR.
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ii Agree a set of revised Outputs and associated indicators for the project
Logframe.

iii These will be in three parts to reflect project structure:

Circle (Kanara)
Circle Il (Shimoga)
PMU level

Activities, timetables, responsibilities and budgets will be agreed for all
these components.

iv The OFO Quarterly Review system will then be related to the revised
Logframe produced by the workshop.

17. Review of the PPST consultants
The agreement between ODA and the PPST consultants provides for a
Consultant Review Panel to meet as part of the APR. This would be comprised
of:

the Project Director
the ODA APR Team Leader
an OFO representative
the CF of Kanara Circle
one other representative from Kanara Circle.

The panel will consider the performance of the PPST and provide feedback to
the PPST. The panel will review progress on the basis of:

i Consultants' competence
(Skills, experience)

ii Quality of service provided
(Process support; ideas & facilitation, technical advice and support,
training, studies & data, workshops & communication, reports &
documentation)

iii Relationships
(With Circle, PMU, OFO, NGOs etc)

iv Administration & contractual arrangements
(Programming, timeliness, flexibility, co-ordination)

DOCUMENTATION

18. To assist the team the following documentation will be provided:

KFD progress report
OFO briefing document
PPDP progress report
PPST six monthly report
Annual planning documents (Strategy, APO & Budget) for 1996/7
from both Circle and the overall project
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¢ Quarterly Review documents and associated workplans
e Shimoga Design Team proposals and associated documents,

together with the Review Panel's recommendations

OUTPUTS

19. It is expected that the APR will produce the following, with an indication of the
Objective to which each refers:

An aide memoire document, covering the main recommendations and
agreements of the APR. This will be discussed with KFD senior
management and later presented to GoK before the team leaves
Bangalore.

All Objectives

A copy of this will be forwarded to the Ministry of Environment &
Forests (MoEF) in Delhi and will form the basis for discussions
between MoEF, DCOD, KFD and OFO about the project at a later
date..

A revised project Logframe covering Kanara and Shimoga Circles as
well as PMU responsibilities, with associated Quarterly Review
arrangements.

Objective iii

Final approval of the Strategy, APO and Budget for 1996/7.
Objective iv

iv A completed Output to Purpose Summary Report.
Objective ii

A recommendation to the Under Secretary for Asia about extension of
full project implementation in Shimoga Circle.

Objective v

Vi An assessment of the work of the PPST consultants, and approval of
a programme and timetable of inputs for the coming year.

Objective vi

ARRANGEMENTS

20. All travel and accommodation arrangements for the ODA members of the team
will be made by the OFO.

21. Members who are going on the field visits will fly to Goa and travel by road to
Sirsi. The visit will end in Shimoga Circle and the team will travel to Bangalore
by train. Other team members will fly directly to Bangalore.

22.. The main meetings in Bangalore will take place in the West End Hotel
conference room.

Final Version Page 8



WGFP Annual Project Review 2-10 May 1996

23. The OFO will provide secretarial support to the team.

24. A draft timetable is attached.

25. There will be two social activities during the visit, with ODA holding a reception
on the first night in Bangalore and GoK providing a dinner later in the week.

Eric Hanley
OFO, Delhi 17 April 1996
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WESTERN GHATS FORESTRY PROJECT
ANNUAL PROJECT REVIEW 1996

PROPOSED TIMETABLE

Briefing
Tue 30April Briefing in Delhi for team members by OFO/PPST

Field visits
Wed 1 Team (6) travels from Delhi to Sirsi via Goa

Thur 2 Sat 4 Field visits in Kanara & Shimoga Circles

Sun Travel to Bangalore
Other team members arrive from Delhi

5

Bangalore
Mon 6 Review of experience |

am Introductions
Kanara Circle

pm Kanara Circle (continued)
ODA evening reception

Review of experience II

am PMU level issues
Tue 7

pm Meeting with project Steering Committee
Output to Purpose Review
Shimoga review
Meetings. with other bodies (NGOs, MYRADA etc)

Logframe Workshop
PPST review

Wed 8

Writing aide memoire & side meetings

Discussion of aide memoire with KFD
Press conference

Thur 9

Fri 10 am

Discussion of aide memoire with GoK
Depart for Delhi

pm
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ANSTEER-7\NOTE-AQN.7TH

NOTES ON AGENDA

RECORDING THE PROCEEDINGS OF THE 6" STEERING

4-15) for information of the Steering Committee.

ITEM 1

COMMITTEE MEETING HELD ON 29" JUNE AND 20" SEPTEMBER
1996.

Copy of the proceedins of the sixth meeting held
on 27 yune()and20" September 1996 (2) among the
members of the Committee and the same are shown in annex-A (Page

ACTION TAKEN ON THE PROCEEDINGS OF THE STEERING
COMMITTEE MEETING HELD ON 27" JUNE AND 20" SEPTEMBER
1996.

ITEM 2

Action taken on the proceedings.of the sixth Steering Committee held
on 27" June and 20" September is shown in annex-B (Pages 16-18) for
information of the Steering Committee.

REVIEW OF THE PROGRESS OF PROJECT PROCESSITEM 3

The physical and financial targets and their achievements along with the

progress of other activities under the project are shown in annex-C
(pages 19-23)

PRECONDITIONS FOR EXPANSION OF THE PROJECT INTO
SHIMOGA CIRCLE.

ITEM 4

Withdrawal of RFO's from Shimoga Circle.
The proposals for withdrawal of RFO's from Shimoga Circle are under
the consideration of Government.

(a)

For Conducting Independent Study of the Project activities in Kanara ©)
Circle, TOR have been finalised. The proposed team comprising the
following members is placed before the Steering Committee for perusal
and approval.

(b) Independent study of Project activities in Kanara Circle

1

(1) Sri. N.C. Saxena
9 Ses afhey,Sri Tushar Shah(2)

(3) Dr. R.V. Singh yu
(4) Ms. Madhu Sarin - A
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(c) Amendments to Forest Act.
Proposals were sent to Government on the recommendations of the

..Committee headed by the Development Commissioner for amending
the G.O. on JFPM. The proposed amendments have been approved by
the concerned ministry and the orders are under issue.
Shimoga Design Phase-ll NGDO and Contracted Inputs.(d)

As suggested the Shimoga design team has been reconvened to
pursue outstanding implementation issues including the
operationalisation of NGDO inputs and the team has prepared the report
which is circulated to all the members of the Steering Committee.

It is informed for the information of the Steering Committee that there
was a lack of unanimity within the team regarding the operation of funds
for NGDO participation. .Representations from. FEVORD-K, A.M.
Verghees Cleatas convenor network of NGO's Shimoga and
Chikkamagalur district and Rev. Fr. Joe Marry M Lobo, Shri.
Chrishtasharan, Birur, are placed before the Steering Committee for
decision. The representations are shown in annex-D. (pages 24-33)

DEVELOPMENT OF FORTIITEM 5

The architectural design for the building requirement of FORTI has been
prepared by the State architect. The building plan has been prepared
keeping in view the future development of FORTI in master plan. The
financial requirement to complete the master plan (FORTI office
building) is around Rs. 120.00 lakhs spread over for four years. However.
the immediate building requirement to initiate research activities by
taking up modest building activities is around 75 square floor space,
and the financial requirement is around 50 lakhs. In the current year
APO, Rs. 42.00 Lakhs have been earmarked for the building. The
building plan is placed before the Committee for approval. The
architectural briefing is shown in annex-E. (pages 34-35).
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