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PREFACE 

The Honduras Forestry Development Project (FDP) was evaluated by a team from 
Chemonics International Consulting Division, which included: Robert L. Nelson, a forest 
management specialist; Michael Krones, a wood industry specialist, Michael Cornelius, a public 
administration specialist;. Dr. Stephen Stewart, a rural sociologist; Dr. Jan Laarman, an 
economist; w d  Dr. Marko Ehrlich, ah environinentalist. 

- 
The team wishes to express its appreciation to the staff of the Honduran Forestry 

Development Corporation and to the USAID/Honduras for their assistance and support 
. throughout the evaluation. 
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The Honduras Forestry Development Project (FDP) has its origins in the 1982 United - 

States presidential commission, which expressed concern for the management and utilization 
of Honduras' pine resource. On December 29, 1987 the governments of Honduras and the , 

United States signed an agreement to implement the FDP, which consists of three . - - 
components: . . . 

Institutional reorientation of the Honduran Forestry Development Corporation 
(COHDEFOR) 

Improved forest management of selected resources 

Strengthening of the private sector forest industry 

The purpose of this evaluation is to assess current implementation status, attainment 
of project objectives, and the impact of the project on the environment.. 

The evaluation team reviewed project documents, interviewed relevant individuals 
from COHDEEOR, USAIDMonduras, private industry, and other interest groups. Each 
component was examined first from the expectations as outlined in the logical framework of 
the original project design and second, based upon the experience and capabilities of the 
evaluation team members as they reviewed field activities. Verifiable indicators were 
conceived during the project design to enable a comprehensive evaluation using baseline data. 
This was not done in every area of concern. However, a baseline study was not carried out 
at the besinning of the project. 

The findbgs of the evaluation are summarized in the following paragraphs. 

Mitutional Reorientation of COHDEFOR 

This component consists of three basic objectives: 

First, the introduction of a standing timber sale program to replace laissez faire 
traditional methods and to incorporate a residual value appraisal to the standing trees to be 
harvated. The new timber sale program has been installed nationwide as of January 1, 
1991. New sale contracts contain provisions for mitigating environmental impacts by 
requiring COHDEFOR to locate roads, skid trails, and landings according to sound 
environmental standards. Residual value appraisals have not been initiated and field 
supervision and quality control of the new sale program needs to be improved. 

Second, COHDEFOR, having curtailed. its lumber manufacturing operations and 
having returned to the private sector' the activity of expmtition, 'is now to function 'as a 
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monitor of quality and quantity exported. Also, it is to upgrade its marketing department to 
better accomplish this goal. The technical assistance unit of COHDEFOR has developed a 
grading manual for industry but it has not yet been implemented. COHDEFOR does monitor 
exports and has implemented the collection of export commissions as well as timber sale - 
fees. The marketing department has yet to be upgraded. 

Third, ove& managerial improvement within COHDEFOR has not been 
accomplished due to the lack of professional managers as opposed to political appointees in . 
key managerhentpsitionk Certah speci$c objectives outlined in the project goals have . , 

been met, such as reduction of past due receivables, operating costs not to exceed revenues, 
and manuals to guide operations, However, the accounting system does not report according 
to generally accepted principles, because there is no one in COHDEFOR with the 
knowledge, experience, or authority to see that it is done. 

Improved Forest Management of Selected Areas 

Two model forest management units have been selected. La Uni6n FMU has 
been in operation from the start of the project and was evaluated. Sdm6 has had a 
management plan developed but has not begun timber sale operations yet. A third area is to 
be selected by the end of the project. 

La Unidn FMU has been the training and development unit for the new timbzr sale' 
program. Sale preparation and administration have been introduced by a combination of 
long- and short-term technical assistance participants. COHDEFOR technicians within La 
Uni6n appear to be well trained and motivated. Many of the project goals have been 
accomplished or are in process. Still lacking is the complete integration of: communities in 
the project area to the objectives of the project. Extension .work within the communities 
needs to be reinforced. Employment opportunities within the forest need to be increased to 
improve awareness of the forest's value to the local people (i.e., if more people were 
dependent upon the forest for their livelihood, perhaps there would be less incendiary fues). 
The establishment of two wildland refuges has been accomplished and their development and 
management will provide a basis for COHDEFOR's new miin&& of managing Honduran , 

protected 'areas.' . . 

The selection of model areas within the FDP has caused some jealousy within the 
other offices of COHDEFOR. This is a natural result of pouring inputs in the form of 
vehicles, computers, expenses for gasoline, etc. into La Unib and the project office in 
Tegucigalpa within COHDEFOR's main office. The FDP, through itsatraining courses, has 
included many personnel outside the.FMU but there has been very little on-the-ground follow 
up to training in areas outside the FMU. Within the main COHDEFOR office the entire 
accounting and computer section has no interface with the FDP. The forester in charge of 
the forest districts where the timber sale is being implemented has no relationship with the 
project. 



. , 

Strengthening of the Private Sector Forest Industry 

The purpose is to enable industry to more fully use the forest resource, to produce 
better products, and thus make a greater contribution to the Honduran economy. 

Project technical assistance to industry has been well received and .monitored. Band 
sawmill lumber production has increased from 60 percent at project start to 74 percent as of 
the evaluation. By project end the goal. is 90 percent., Sawmill efficiency has improved in 
many of the' medium and larger sawmills.' The project goal was 245 bd.ft./d. In the mills 
sampled, efficiency increased from a basehe 6f 191. bd.ft./m3 to '220 bd.ft./m3. All mills 
are receiving a large volume of logs in the 6 to 10 inch range, which is a direct result of the 
new timber sale program. The increase is over 100 pzrcent. 

Although better log utilization has occurred, improvement in timber harvesting 
methods of private industry has been nil. Only one short course addressed logging, a 
directional felling course. 

Due to a cumbersome loan process that required buying new equipment in the United 
States, very few mills took advantage of the credit portion of the FDP, which is now being 
suspended. The larger and medium&zed &s, which produce the 75. percent of the volume 
using band saws, have met the project goals using private financing. 

The Honduran Association of Sawmill Operators (AMADHO), has been strengthened 
as a result of the FDP providing a technical assistant. AMADHO has produced a new action 
plan for the organization that stresses improved relations among indusby, the government, 
and the public, However, a hands-on forest industry specialist is needed to assist sawmill 
operators in making mill improvements. It was found that most sawmills could be improved 
by making both operational and mechanical changes. 

The training program has beenquite successful although it has not functioned through 
, . the Escuela Nacioinal de Ciencias Forestales (ESNACIFOR) as originally planned for various 

administrative and fiscal reasons. For example, the school opeptes 0n.a fixed budget and is, 
reluctant to assume additional chor& without additional payment. 

An environ.mental impact update was made and the project contribution to 
conservation and sustained use of the forest resource is a major accomplishment. The new 
timber sale program provides the vehicle for this accomplishment with its control of harvest . 
volumes and its contract provisions for mitigating environmental impacts; however, 
compliance with sale contracts is a continuing problem. Also through the project, the 
establishment and management of the two mentioned wildlife refuges creates a precedence 
for COHDEFOR that will carry over nabonwide. It is important that sale administration be 
strengthened and technical assistance continue in this area. 



A. Conclusions 

1. The TA team did not establish baseline data for evaluating the project nor did 
they monitor the project in a professional manner. , 

2. Many mhagerial positions in COHDEFOR are held by political appointees 
who do not have professional backgrounds. 

3. To meet the FDP goals on management improvement, CO~EFOR' must 
. undertake major changes in light of the constraints oh its ability to:generate . 

revenues and to control its costs. Such changes can only be brought about by 
professional management quality and continuity throughout the corporation. 
Any real improvement in the performance and addstration of C0HY)EFOR 
must depend upon total support and cooperation of the GOH. 

4. Important achievements include the establishment of the standing timber sale 
program. Still lacking is the adoption of a residual value appraisal 
methodology for pricing the standing timber, which was to have been 

, implemented in year 3 of the project. There has been no explanation by the 
TA team as to why this hasn't happened. 

5. Timber sale contract provisions provide ample safeguards for environmental 
protection if they are enforced. Compliance with the contract regarding road 
location, skid trail location,' construction standards, and erosion control 
practices like water-barring roads and skid trails has been adequate within the 
La Uni6n FMU but not on sale areas in other par& of the country. 

6. Although a number of environmental assessment activities have been 
performed, COHDWOR and the mlP have not acquired in-house 
capability to conduct impact evaluati~ns and environmental 'analysis. 

' . .  
. 5 .  

7. ' The allowable annual cut concept-i.e., harvesting only what the forest can 
sustain oh a permanent basis-has not been adapted by COHDEFOR 
nationwide. The FDP has made the determination in both model FMUs 
selected. Within the La Uni6n FMU, the harvest level for I991 has been 
excessive compared to the allowable annual cut calculation. 

8. Forest fire prevention is poor. COHDEFOR only reports fires that it combats, 
hence, .statistical data on fire control is hadquate and misleading. 

, f a  

9. Strengthening of the forest industry through technical assistance of the FDP 
has had positive results among medium and larger producers, However, over ' 
half the sawmills in Honduh have made little or no changes in their 
operations. 



10. The FDP has been lax in not distributing to forest industry the manuals that 
have been produced by the COHDWOR technical assistance unit. 

11. * Introduction of skid logging has been a positive change in logging method in 
environmentally sensitive areas. However, traditional tractor skidding, timber r 
falling, and truck loading have not changed and are inefficient. 

- 

12.. . More education and consciousness-raising concerning the environment is 
needed nationwide among the pbpulation in general and resource professionals - 
and the forest industry in particular. Although some educational material has 
been produced, a strategy and plan for its distribu+ion and use in schools and 
elsewhere is still missing. . . . . . 
A 4 

Timber sale pr ,paration and administration (supervision) as well as the work 
of social promoters is hampered by a lack of transportation. 

Women social promoters in the La U ~ 6 n  PMU have been more successful . 
than men because they work better with both genders. Community selection 
for social pbmoters' needs m focus on communities that demonstate apathy 
and negativism. 

ESNACIFOR has made little contribution the FDP &g effort, which is 
not what was originally intended. . 

The project has produced methodological and institutional changes, which over 
time will meet the objectives of the FDP. 

. The FDP is a straightforward technical project with clear and well defined 
objectives. At this midpoint in the project, it is evident from the above 
conclusions that continued long-term technical assistance support is needed. 

. . 

The project shodd consider a change in ilirqtiori h three a r k :  

Address the need for additional support, training, and supervision of 
the timbei sale program nationwide. 

.. Increased fire prevention support for COHDEFOR. 

Assist COHDEFOR in extending nationwide the concept of the 
allowable annual cut. 4 

The project to date has not had a visible' impact on COHDEFOR9s levels of 
awareness, commitment, and ability to formulate and meet its management 
objectives. The project's .underlying objectiveinterpreted as improvement 'in . . 
all management levels-has not been achieved. If looked upon as a stepby- 

a step iinplementation of *specific rgquirements, the project his undoubtedly 



moved in the right direction and achieved much since its inception. See 
progress chart in annex J. 

Providing incentives to groups rather than individuals has proved more 
successful. Forest protection funds are a positive influence in improving 
COHDEFOR relations with selected communities. For example, 24 vigilantes 
in 15 communities were hired to protect the forest from fire and these funds 
are used for community projects. Small enterprid development, improving 
income levels by starting small businesses, has not been o#rative long enough 
to derive sliy real conclusions about its ultimate sliccess. 

I 

In lieu of continued USAIDIHonduras support in credit, a stronger emphasis 
should be placed on technical courses provided by short-term experts. This 
need is reflected in continuing losses in the smaller sawmills due to lack of 
quality cot; ml, poor or no machinery maintenance programs, poor milling 
practices, and inefficient wood drying processes. 

AMADHO has bee11 strengthened and FDP inputs bIave provided an advisor ' 
who. has helped develop an action plan for the or? anization. AMADHO has 
been ineffective in assisting its members with han is-c)n technical help. 

PDP has no capability regarding improving traditional practices in range 
management. 

Recommendations 

USAID/Monduras should install a new TA team to develop baseline data for 
1, 

the balance of the pmject, to monitor the project by providing monthly reports 
(which has not been done), and to provide the needed on-the-ground training 
and follow-up evaluation for the timber appraisal system, sale layout, 
preparation and' supervision, road location and construction supervision, etc. 
The team is needed to assist over half the sawmills in the country,'which have 
made no improvements. Because of the wdrkload to be accomplished and the 
drhy in hiring a TA team the project should be extended until June 30, 1996. 

GOH should eliminate political appointees that have no professional 
background and build COHDEFOR into a competent jrofdonal organization 
at all levels with incentives for all employees. If this is 'not accomplished, it a 

would justify a halt to the project because the long-term project objectives will . 
not be met. 

Complete the FDP objective of instituting a residual value appraisal system for 
pricing standing timber sales. This will go a long way toward encouraging 
private industry to modernize both its harvesting and milling operations. 



4. Include in the timber sale contract t!!e requirement for a performance bond to 
enforce compliance with timber sale contract clauses. If this is not 
accomplished, it would also justify halting the project. 

5. Establish an "environmental unit" within COHDEFOR to direct monitoring 
activities on timber sales and contribute to forest management and extention 
activities. Also coordinate actions related to the establishment, protection, and 
management of critical eco,9ystems within the project ,area. r - - 

6. FDP should assist COHDEFOR h determining the .allowable annual cut - 
nationwide using the model FMUs as emnples. 

7. FDP should fund a separate forest protection &..+My to address fire prevention 
and suppression on a nationwide basis. The dwation program should include 
environmental awareness as well. A first step would be an in-depth analysis to - 
determine nexds and costs. 

- 
8. Provide additional and continuing technical assistance to that segment of the 

industry that has not made changes in their opektions. Crntinue to support 
with technical ksistance that portion of industry that has, made changes. 

9. FDP should publish and distribute COHDEFOR technical assistance manuals. 

10. FDP should establish a model logging unit to demonstrate environmentally 
sound harvesting and roading practices and to introduce a uniform cost 
accounting system for the industry. This unit could also function as a teaching 
example for the timber appraisal portion of the new standing timber sale 
program. 

1 Further implement an environmental education program involving public at 
large, forest industry, students, and the communities directly affected by 
project activity.. 

12; FDP should closely monitor transportation maintenance and allocation and 
provide additional vehicles and motorcycles to timber sales supervisors and to 
social promoters, where necessary. 

13. Provide male social promoters with more training so as to increase their 
effectiveness in working with both genders. 

14. Strengthen ESNACIFO'R', make an in-depth analysis of the school to determine 
its needs, and assist it accordingly. This is particularly important as the school 
becomes independent. Bring it back into the FDP as a primary training 
vehicle. 



FDP should provide additional support, training and supervision to the timber 
d e  program nationwide, 

FDP should continue to provide short-term technical assistance in the form of 
short courses for industry and CONDEFOR. 

One of #the TA team members should be a forest industry expert with hands-on - 

ability to work out of AMADHO's office in conjunction with the COHDEFOR 
technical assistance unit. . ,  

The FDP needs to provide a capability regarding traditional practices in range 
management within forested areas. 

r 

C. Lessons'  earned 

Overall, the objectives of the FDP of four years ago, continue to be highly 
appropriate in the present national context. Les~ons learned include: 

Succe~sfil techliical assistance depends upon individuals selected, not on 
parent bAganizations. 

Management by objectives requires team leaders to monitor 'the project by 
reporting, which hardly occurred under the long-term TA team. 

O d ,  hands-on technical assistance in the field can influence change. 

Managerial effectiveness and improvement depends upon hiring professionals, 
not on political appointees. 

USAID/Honduras' technical advisor to FDP needs to spend more time on the 
project-it is a full-time responsibility. 
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SECTION I 
INTRODucTmN 

A. Purpose of the Evaluation 

The key objective of this evaluation is to assecs the project acconiplishments to date .- 
and its success in achievirig themproject purpose as mcasured by verifiable indicators. This . 
evaluation will test assumptiom regarding the project design and will recommend design 
andlor implementation changes. It will examine the project contribution to important higher 
level goals, such as the presemation and sustainable use of the natural resource base, as 
described in the environmental a.wssment of the project and in the project paper. 

B. Evaluation Methodology . , 

To address the requirements of the scope of work, the evaluation team reviewd the 
objectives of the project, which involved using the logical framework in the project, .,p. 
To identify important issues for each component, project documents were reviewed, such as 
the agreement between both governments, quarterly reports, La ~ n h  management plan, 
technical reports, financial reports, and the project paper, Annex B includes a list of 
documents reviewed. In addition, interviews were condu1:ted with a wide range of 
individuals representing COHDEFOR, the forest industry, USAIDIHonduras, and other 
interest groups. Annex C includes a list of hidividuals interviewed. 

Each component of the project was examined fust from the expectations as outlined in 
the logical framework of the original project design and second, based upon the experience 
and capabilities of the evaluation team members as they reviewed the work being done in the 
field, This particular evaluation required field sampling of both timber sale conditions after 
harvesting and the sampling bf sawmills to determine operating efficiency. Annex .E 2nd 
.annex H provide the specifics of these sampling techniques. - 

C. Data Limitations 

As indicated in the logical framework, objectively verifiable indicators were 
conceived during the project design to enable evaluation teams to conduct d comprehensivz 
evaluation. Data gathered at the beginning of the project would form a baseline from which . ' 
to judge ongoing results. Unfortunately, this was not done in every area of concern and as 
the components ar2 evaluated these shortcomings will be noted. 

There has atso been a lack of project monitoring, setting of goals by the technical 
assistance team, and follow up as to what has happened and why. 





SECTION In 
POLICY AND ECONOMIC CONTEXT 

The design of the Honduras FDP was prepared in late 1987 on the basis of 
conditions, assumptions, and outlooks prevailing at that time. This,section identifies and . 
interprets changes h political, macroeconomic, and swtoral'conditions during the last four - 
years. (Refer !o amex D for more details.) Thkse changes have implications for FDP's . 
component on reorientation of COHDEFOR, on the direction of forest management in 
Honduras, and on the egomic  condition of the country's forest industries. . 

. A. Political Changes Affecting Forestry 

1. Transition in COHDEF'OR9s Functional Role 

When the project agreement was signed, COHDEFOR was already moving in 
the policy direction of shifting its functional priorities away fiom wood manufacturing md 

- exports towards forest protection and management. 

In 1986-87, COHDEPOR already had taken several steps towards divesting itself of 
its subsidiary companies. Secondly, COHDEFOR had initiated the process of permitting 
private participation in sawnwood exports. Also, by this time COHDEFOR had made the 
decision to sell pine timber on the basis of standing volume in the forest rather than scaled 
volume arriving at processing plants. 

Within Honduran forestry, the interrelated themes of privatization, market orientation, 
and competent resource protection and management have very strong political support at top 
levels of government. Thus, the current policy environment is highly favorable for the 
philosophical content and general objectives of the FDP. a 

2. Recent and Pending Developments 

Current policy emphases in Honduran forestry can be inferred directly or 
indirectly from recent meetings, documents, and observed activity. Recent policy initiatives 
and propo;s;:!s are ;is follows: * 

Sale of Standing Pine Timfrer. Beginning in 1989, COHDEFOR has been selling 
pine timber on the basis of standing volume. As of January 1, 1991, 100 percent 
of timber sold is on the new system. The next logical step of using variable prices 
10 ,:ell timber (based on appraised timber value) has not been introduced to date, 
despite the existence of analyses proposing how and why this might bl! done. The 
TA team did not introduce the system that was to begin in year 3 of the project nor 
did it give an explanation of why it did not. 



Export Liberation. Recent proposals would phase out COHDEFOR's export tax 
in graduated steps and eliminate its policy of controlling export prices. If this 
strategy, is enacted, it is almost certain to have profound consequences for export 
competitiveness and private profits in Honduran sawmills. Indirectly, removal of 
the export tax and the price controls will affect all other wood-processing 
enterprises as well. It will, of course, affect COHDEFOR revenues and should 
strengthen the need to implement the timber appraisal system. 

Divestment of Forest hdustries. Wheri the project paper (PP) was prepared, its. 
e&momic analysis made no attempt to account for the benefits to Hpnduw if and 
when COHDlBOR's subsicliary companies are transferred to private owners. The 
inefficiencies of COHDEFOR management have produced large losses in these 
subsidiary companies, which include CORFWO, CA3:SA, FIAFSL, SEMSA, 

. LOCOMAPA, and PROMAGUA. These companies have ceased operations, and 
two of them, FIAFSA and LOCOMAPA, have been divested. Ideologically and 
financially the divestiture issue is at least as important now as when the FDP was 
initiated. 

Privatization of Forests. Under the propokd law on agricultural reactivation, the 
ownership of forests on private lands would pass from COHDEFOR to the land 
owners moth individual owners and municipal owners). In the long run, this 
transfer of forest ownership to municipalities and individual owners may be one of 
the most instrumental forces for their protection and management because it will 
provide personal incentives. However, in the short run, the transition is certain to 
run into difficult conflicts and political volatility because it will diminish revenues 
to COHDEFOR. 

Incentives for Reforestation and Forest Protection. A law before the Honduran 
congress would grant incentives to private-owners to reforest (or afforest) and 
protect forests on their lands. This has considerable linkage with the privatization 
of forests, noted previously, but also exists independently where land ownership is. 
undisputed. To implement the incentives law, COHDEFOR would need to develop 

' a managerial system to handle technical, administrative, and financial mechanisms. 
Ongoing incentives programs for tree plan'ting in Ecuador, Costa R i a ,  and 

elsewhere suggest that they are time-consuming to develop and implement, and 
vulnerable to many abuses. To be successful, the incentives program for Honduras 
will ~ e e d  to be carefully designed and implemented. 

IWtitutioml Reorganization in COHDEF'OR. In 1991, COHDEFOR was given 
m+snsibility for the management of wildlife and protected wildlands. This 
represents a dramatic opening for COHDEFOR, an agency previously, considered 
to be almost exclusively focused on timber and wood products. Moreover, 
COHDEFOR has stated its intentions to assume an increasing role in integrated ... 
watershed management in conjunction with municipalities, nual communities;~and 
nongovernmental organizations (NGOs). USAID/Honduras should consider 
support in this area as part of the reorientation of COHDEPOR. 'i'hus the 



. . . , 

multiple-use aspect of forestry will increasingly dominate COHDEFORPs formal 
agenda, even if it takes several years for the agency's organization and projects to 
catch up with this expanded function. , 

- 

Tropical Forestry Action PIan. In Honduras, Round Table III of the Tropical 
Forestry Action Plan (TFAP) was held in early 1988. The FDP was designed - 

before the TPAP was fully initiated. Hence the fit between FDP and the TFAP for . - 

Honduras is an open qaestion. The extent to which USAIbIHonduras does and 
- 

does not participate in TPAP should be considered in the context of.USAID's - -. . '  . .fi~ture.structUring and inanagemeat of PDP. . . 

Macroeconomic l+esmm. The+country's difficult macroeconomic situation puts - 

even greater emphasis on COHDEFOR's need to manage its- resources efficiently c- 

and to avoid creating resource distortions in the market economy. Thus FDP's 
work to raise OOH returns from timber sales is a aotable accomplishment of 
immense importance for both COHDEFOR and for resource efficiency. At the 
same time, much more has to be done to speed the divestiture of COHDEFOR's - 
subsidiary companies, streamline its accounting system, clear up its accounts - 
receivable, and fill its revenue gap if and when its export tax is terminated, Given 
the gravity of these issues, it would appear that FDP is currently underinvesting in 
field persome1 and budget allocation needed for institutional development. 

Legislative and Policy Shifts. The new policy arena for forestry in Honduras is 
one of forest privatization, forestry incentives for private landowners, increased 
emphasis on multiple-use management, and increased commitment to social and 
community forestry. These elements were not central in the design of FDP, but 
affect its current viability and relevance. Moreover, they directly enter FDP's 
scope in relation to the institutional reorientation and strengthening of 
COHDEFOR. 

The priqcipal policy matters affecting FDP include: (i) C O ~ E F O R ' S  legal aid 
administrativr capcity to contribute towards the transfer of ownership in 
cooperation with thi~ational  Agrarian. Institute, the National Cadasbd, and the ' 

a municipalities;. (ii) demands placed upon COHDEFOR to help develop, inspect, 
and approve forest management plans on private and municipal lands; (iii) social 
conflicts that might arise in FDP's project areas should the privatization process 
lead to the eviction of campesino groups living in what will become private forests; 
(iv) proportions by which COHDEFFOR and private and municipal owners will 
share timber sales revenues under the new policy; (v) possible opposition to the 
privatization policy by the established forest industries, whose planned supplies of 
raw materials may be upset by the transfer of forest ownership; (vi) implications 

'. wPthe policy for the timing and volume of timber available in the market; and 
(viii) financial impacts of the policy for COHDEFOR's income and budget. 

Interaction .with Omer ~onors. USAID/Ho*duras, thrbugh its FDP, has the 
oppbrtunity to take a more active role in the TFAP should it decide that this is an 
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appropriate, strategy. The 'IYAP took form in Honduras mainly after the FDP was 
designed and on its way to implementation. However, this mid-term evaluation of 
FDP provides a timely reflection on donor coordination in Honduran forestry, and 

, the place of USAIDIHonduas in relation to the efforts of the other players, 

B. Sectoral ~onfltions 

Goals stated in the PP are to increase the production of the Honduran forestry sector 
, - 

by'seven percent by 1994, and sustain wood products exports at 121 million board 'feet per 
' . 

year (Sector Goal, logical framework). In light of recent trends and current conditions, these 
goals appear overly optimistic. ' 

Since the preparation of the PP in 1987, ouputs of the principal industrial primary 
products (except plywood) have been falling. The most important of these products for the - 

Honduran economy is sawnwood, of which production fell 26 percent between 1987 and 
1990. Because this drop partially reflects the closing of inefficient sawmills and 
COHDEFOR9s tighter control over timber harvests, the decrease is not entirely negative. 
Yet, based on the production indices observed for the first half of the project, the sectoral 
production goal as stated in the PP is unlikely to be attained. 

Similarly, ewr t s  have be& falling. Export value (FOB) declined substantially (by 
39 percent)' between 1987 ahd 1990. The devaluation of the lempira will drive up export 
earnings for 1991. On the other hand, export volume in 1991 wil l  very likely fall short of 
export volume in 1990 (based on preliminary data through ~'kptember 1991). In addition to 
less production due to closing of COHDEFOR's sawmills, the fact that exporters can no 
longer retain 30 percent of their earnings in U.S. dollars may well account for reduced 
export sales. Thus the project's goal of sustained. exports depends on the choice of volume 
or value measures, but in either case will demand dramatic shifts in export policy (e.g., the 
planned removal of COHDEFOR's export tax). 

C. &nerd Implications for AID'S Work . . in Honduran Forestry , 

The observations presented the preceding sections indicate the considerable 
economic and political turbulence affecting Honduras since the design of the FDP four years 
g o .  The challenge for USAID/Honduras is to reinforce those aspects of FDP that continue 
to be central to Honduran forest policy and management, while modifying FDP's direction 
where political and economic changes imply the need for such adjustments. 

Continuing Downward Trends in Sectoh1 Output and Exports. This argues for . 
renewed and forceful intervention by FDP to avert losses of income and 
employment in the Honduran economy. The time has been too short for FDP to 
have made an impact in sectoral trends. The forest industries continue to be an 
appropriate &get for USAIDJHonduras because of their large economic 
impdrtance for the country, their nual location ai~d high labor intensity, ahd their 
link with enyirdnmental issues in Honduras. . . 

, ,  

6 



A. Timber S h  'systems 

1 ' ' Traditional . 
. . 

0 .  

This, ww a system that permitted the buyer to select those trees within a sale 
area he desired to harvest. No consideration was given to silvicultural needs of the particular 
timber stand nor of utilization standards. Essentially the stand was high-graded in both tree 
and log selection. The buyer paid for the logs extracted on a cubic meter measurement of 
truck deliveries to the sawmill. No restraints were imposed upon the harvest operation: 
roads could be built in whatevq manner wished with no regard to location, grade, drainage 
or surfacing, logs could be extracted to landings ~f choice with no regard to streams and 
from slopes of whatever steepness, and no concern for the environment was evidenced by 
either COIHDEFOR or the industry. 

2. Standing Timber . 

The FDP addresses the need to change the traditional sale system by 
introducing a lump sum sale of timber on the stump. COHDEFOR is now charged with 
determining when the trees are to be harvested (the sale area), which trees are to be cut 
considering the silvicultural requirements of the particular timber stand (marking the cut 
trees), and how much useable volume can be extracted (making an inventory of the trees to 
be cut). They are also to determine access road locations and to supervise construction to 
specific standards. They are to locate skidding traits and landings, all with the objective of 
minimizing environmental impacts. 

In addition, the FDP .was to include the determination ofthe residual value of the , 

standing kes do be harvested. such a systcm would begin with market value of products 
that could be ~nanufactured from the logs to be extracted from the sale and then to deduct the 
various manufacturing costs (for example, sawmill costs, transportation costs of logs 
delivered, harvest and road costs) which would leave a residual value from which the 
stumpage' value could be derived. Current stumpage value in Honduras is Li36.00 per cubic 
meter across the board, regardless of location. 

As of January 1991 the entire country is being harvested on the standing timber sale 
program. This was premature in that COHDEFOR does not have sufficient field staff to 
cope with the activity. A review of the current employees within the FDP indicates that no 
women are involved h the timber sale field activities. This is probably due to lack of skilled 
persons available. b 



3. Supervision 

Under the traditional system, supervision of harvest operations was minimal. 
No standards' existed. The new standing timber sale program has built into its formation a 
definite set of standards by which40 judge the performance of the buyer or his contractor, 
(Most harvesting is subcontracted by the sawmill buyers to logging contractors). Only 
certain trees may be cyt; all useable logs down to 15 centimeters must be utilized by the 
sawmill; and roads, landings, and skid trails need to be built and located according to 
specifications. This.phase of the program needs to be strengthened because field 
observations indicated that roads and skid trails were not always built to specifications and 
that availability of transportation for sake supervisors is a continuous problem. This is 
addressed in the lrcssons learned, conclusions, and recommendations sections of this 
evaluation. 

4. ' Residual Stand Conditions 

Annex E details the sampling procedures used to compare residual timber 
stand conditions for both traditional and standing timber sales in six timber sale areas 
sampled (description in andex E). ' 

The following table represents the amount of timber remaining iq the various sampled 
areas. Traditional sales had 13 percent of defects in residual timber; standing timber sales 
had 9 percent. Almost all of the logs graded in the residual trees were classified No. 3 in a 
one to three grading scheme. Studies conducted by the technical assistance team indicate a 
drastic change in residual logging waste, a reduction of about 20 percent. Of the areas 
sampled, those within La Unidn FMU, whether traditional or stinding timber, had very little 
logging waste. None was recorded on plots taken. Outside La Unidn, both a traditional sale 
in the Central District of Francisco M o m h  and a standing timber sale in Talanga had some 
high stumps and poor log utilization although neither were recorded on sample plots taken. 

. On the average, both types of sales met the mhimum ~riteria~of 15 seed trees (or 
residual trees) per hectare. Tditional sale areas had a'lower net'residual volume per . 

, hectare compared with the new standing sale areas. 

, 
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5. Logging Roads 

Within the La Uni6n FMU, roads observed were usually built to sale 
specifications. Maintenance with proper ditching and culverts could be improved. Outside 
La Unidn, neither in traditional m y  standing timber sales, were the roads built or,maintained 
to specifiqttions. 

6. Environmental Impacts 

Spur roads, landings, and skid trails improperly hated,  often too steep or too 
wide and without adequate ditching and cross drainage represent the single most important 
cause of soil erosion in tbe logged areas outside the La Uni6n FMU. Landings are typically 
too large because trees are skidded tree length rather than being bucked into log lengths in 
the woods. 

In those areas where ox& skidding is done, both within the PMU and outside, the ' 

difference in environmental disturbance-soil . erosion-is significantl$ less. 
, .  . 

' As mentioned above, within the La UU6n FMU, roads and skid trails are being built 
to contract specifications, have a lower density, and are built along contours or in diagonal 
patterns across the slope. Skid trails and landings are usually closed off after harvest and 
water-barred to reduce erosion. 

Outside the project arm, few if any soil erosion preve'ntion measur,es are applied 
during or after harvest. . . 

The gravest single impact of logging operations involves the hydrologic resources of 
the site. Although stream protection is better in the EMU, bms are still felled across or into 
ravintis, and slash and shattered logs are left in them. .In all cases observed, too little ' - 
concern was given to .stream protection. . . . . 

. . 
, . , '. 
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Annex C3 contains the detailed report by the environmental specialist. 

7. ' Cost Comparison 

The financial and economic arguments for the new system of timber sales are: 
1) increased log harvest per unit area (implying the construction of fewer kilometers of roads 
and skid trails per volume of wood extracted), and 2) improved residual stocking and forest 
regenerative capacity (greater future forest productivity). The financial benefit of the new , 

system is the net pment value i f  additional future timber habests, bgether with adjustments 
for changes in road construction costs. The e&omic benefit inwrporates a shadow price 
for stumpage value, and allows for an unpriced but realizable reduction in soil erosion 
because of improved log skidding and road construction standards. The discounted values of 
the benefits streams-financial and economic--determine how much can be spent to justify 
.changing over to the new system. (Refer to annex D for details.) 

With the new system, annual allowable cut is 750,000 cubic meters. Without it, it is 
assumed that pine harvests diminish by 5 percent per year from a higher but unsustainable 
cut. This difference implies that over a time horizon of 20 years, the project has the effect 
of increasing pine harvests by 2.9 million cubic meters. 

At a discount rate of 5 percent, this additional harvest has a finahcia1 present value of . 
Lps. 46.4 million if timber is priced at the current charge of Lps. 36 per cubic meter. 

The combined benefits of additional future timber harvests plus savings on roading 
costs sum to Lps. 100.5 million (US$18,96 million), discounted to present value. This 
implies that Honduras could invest up tu this amount in implementing the new timber sales , 

system, or an annual equivalent of Lps. 7.68 million (US$1.45 million) over the 20-year 
period. Actual annual expenditures for the new system (mainly salaries, vehicles, and 
training) are estimated to be under US$0.5 million. Consequently, the new system provides 
a substantial payoff for Honduras. 
. . 

The net benefit is s t .  higher if applying a shadow price that .approximates an 
appraised stumpage value for pine timber. If a reasonable yet conservative appraised ' 
stumpage price for pine timber is Lps. 55 per cubic meter (see annex D), the shadow price 
multiplier is 1.53 (i.e., Lps. 55/36). This raises the discounted present value of the new 
timber sales system to Lps. 153.77 million, or Lps. 11.75 million annually for 20 years. So 
long as the economic costa of implementing the new method of timber sales are under Lps. 
11.75 million per year, the program has net benefits for Honduras. 

8. Quality Control 

As could be expected, with the introduction of a lump-oum timber sale in 
which the volume of timber paid for is based on standing timber estimated, there has arisen 
differences between COHDEFOR and private industry. COHDEFOR has addressed the a 

problem by initiating studies of defect and breakage and checking of felled sample trees to 
compare with volume tables being u'sed. 
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When the sale system advances to include the appraisal of the residual value of 

standing timber it will be even more important to ensure that volume estimates are within 
a +lo percent. Buyers should be fully informed that the purchase of timber on the stump 

(standhg) is at their risk and that volumes are not guaranteed. 

Another nleame of control is to continue to check scale cut volumes particularly 
where timber is very defective, - 

It is also important to, check-cruise those who are marking the a! &em and estimating - 
their volume and defect. 'A check-cruising party from the regional COHDEFOR offices 
could operate among the various sale areas. 

B. Lumber Export RegulatEom 

When it phased out of the lumber export business COHDEFOR began fulfilling a ' 
marhting support function, of which one aspect was to ensure that Honduras received 
maximum benefits fiom its lumber expo&. Under the terms of reference COHDEFOR was 
to: 

Facilitate the export of lumber by the private sector 
Supervise and confirm volumes and quality of lumber shipped 
Establish the appropriate level of income from exports . 
Maintain detailed rec0rd.s of activity 

.I 

The above guidelines were to become effective under its commercial department 
- starting sometime in early 1988. In March 1991, COHDEFOR disb~qded its commercial 

department leaving four individuals respnsible for processing export documentation. These 
individuals now form part of &C iinance/adrninistration department (hancdaccounting 
subdepartment) where the lumber export documentation is now processed and controlled. 

'It is not clear on the basis of existing documentation.and recollections whether a 
manual of export sales p r d ~ u r e s  was used in COHDEFOR. A written aprocedute however 
does' exist ahd is currently being implemented. A 'complete outline of procedures was 
prepared in November 1990 for approval by top management. 

Present procedures for export de s - t he  only procedures-are & facto, a mix of old 
and new, and they appear to meet the corporation's objectives as outlined at the time it went 
out of the direct export sales business. The main thrust of these procedures is to ensure 
verification of volumes exported, compliance with contract specifications as well as 
determination and collection of COHDEFOR's dues at 14 percent and 18 percent on the 
vdue'of export sales. In addition, the process is quite rapid in itself given the fact that it is 
based on manually-produced, traditional, government-format documentation and the speed 
with which this documentation is sent/received. Within COHDEFOR, export operations are 
kept on computer-the only direct access application in the financetaccounting 
subdepartment. 
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C. Nranagement System 

1. Objectives ' 

Oiven the variations in description and emphasis associat~rl with this segment 
a of the proj&t as contaiped in the several project-related documents accessed, it was 
considered appropriate in the interests of a functional reporting mode, to regard d l  the 
disparate elements of those descriptions. as part of a single underlying theme, namely 
improvement of COHDEFOR's overall management'hd its financiaVadministrative 
.procedures so as. to enable it to meet its goverriment-mandated objectives in an efficient 

' 

manner. (A detailed outline and discussion of project terms of reference and assumptions is 
included in annex J of this report). Only in this broad context, it was felt, could the 
project's objectives be a significant factor in the operational re-orientation of COHDEFOR. 

All this notwithstanding, nowhere in the project terms is its objective referred to in as 
many words. Instead there is copious mention of, and emphasis on, only the procedures that 
support the management effort and this is only in the area of accounting/administration, 

2. Methodology 

The groundwork for the evaluation was carried out at COHDEFOR and 
included meetings with the finance/ad~ninistration, planning, forestry, personnel; and legal 
departments all of which report directly to the general manager and together substantially 
make up the corporation's headquarters structure. ESNACIFOR and the regional offices 
werenot included because they are not closely related to the question of COHDEFOR's 
overall management/administration. 

The evaluations were based on personal interviews and available documents as well as 
corroborative evidence from other individuals and sources such as the corporation's 
independent auditors. 

, 3. ~roject  status 

As shown in the progress chart in annex J, COHDEFOR has developed 
procedures for incpme and expen% projections, recording and control of revenues and 
disbursements as well as a new timber sales system and export sales regulations. All of 
these are in place and apparently functioning correctly. 

Areas in which significant progress was not noted-and this is a by-product of 
COHDEFOR's management structure and priorities--a: (a) updating of the organization 
and procedures manual, (b) the development of a management information system, and (c) 
financial reporting based on generally accepted accounting principles. There is no one in 
COHDEFOR with the knowledge, experience, or authority to see that these aspects are duly 
and properly addressed. Admittedly & ~ s  is a strong characterizatiofi but it is based upon 

. thke weeks of obsavation, interviews, and reviewing of COHDEFOR's functions in. these 
areas. 



- Tho organization and procedures manual (developed by Arthur Young & Company in 
the 19708) was allowed to lapse when COHDEFOR's Office of Organization and Methods 
was eliminated. A management information system (totally obscured by the urgent question 

i 
: of reorienting the data processing function) has not yet been contemplated, Financial 

repodng has not kept pace with the changes that have taken place in the operations of 

-1 'COHDEFOR, 
I - Other significant considerations for the project as it stands today are: 

I *  

Affecting COHDEFOR as an ongoing concern is the question of its legal status, 
Although able to function from day to day on the basis of its receipts and 
expenses, using the existing accounting system and practices, the corporation is 
bankTugt in legal terms, This is because if due raognition were given to the 
numerous mattsrs impacting its balance sheet and which are not reflected therein, 
its equity position would result in a substantial negative amount. So far, the 
government has not recognized the gravity of the situation, which has both short- 
and long-term implications for the entity. 

In considering a turnaround and restructuring of COHDEFO'R it must be 
remembered that one is dealing with a regular government organization that is 
always subject to political pressures, traditional public administration, and strong 
union influence. The present status and financial condition of COHDEFOR may 
be .seen as a direct result of these factors as much as a lack of administrative know- 
how. - 

@ Also affecting COHDEFOR is the situation of its workforce. Since it comes under 
the Labor Code, COHDEFOR cannot have career employees, The resulting job 
uncertainty, coupled with the lack of an adequate pension scheme, virtually ensures 
a low level of motivation throughout thc organization. 

This evaluation, as evidenced by the previous comments in this section, is pointing 
to a radical change in the corporation's management composition, purpose, and . 

- ' style; For this to succeed, it will require not only willingness but also a firm 
commitment and active cooperation on the part of the government. 





SEC!I'ION IV 
FOREST MANAGEMENT OF SELECTED AREAS 

A A. Objectives 

The objective of the FDP was to create three h d e l  forest:management units @MU) - 
by the end of the project that COHDE~OR could replicate throughout its' forest regions. 'La . 
Unibn was the first area selected and is within the Olancho Forest Department. Existing 
1980 photo3 and inventory data were used to develop the management,plan. 

The second area selected was Salami, also in Olancho, in year 3 of the project, A 
new forest inventory has been executed for the basis of the management plan. 

The third area will be chosen in the final year of the FDP. This evaluation addresses 
the FMU at La Uni6n. 

La Uni6n F W  has a total of approximately 100,000 ha of which national lands / 

represent 67 percent, private 27 percent, and municipalities 5 percent. Natural forest areas 
cover some 73,000 ha and traditional agricultural area use'some 28,000 ha. commercial 
forest land under management is approximately 49,423 ha. 

The selection of model weas within the FDP has caused a certain amount of jealousy 
within the other offices of COHDEFOR. This is a natural result of pouring inputs in the. 

- 
form of vehicles, computers, expenses for gasoline, etc. into La Uni6n and the project office 
in Tegucigalpa within COHDEiFOR's main office. The FDP, through its training courses, 

- has included many personnel outside the FMU but there has been very little on-the-ground 
follow up to training in areas outside the FMU. Within thd main COHDEFOR office the 

9 . . entire accounting and computer section has no interface wit5 the FDP. ,me forester in ' 

charge of the forest districts where the timber sale is being implemented has no telationship , 

with the project. 

B. Technical Analysis of Activities 

1. Forest Management Plan 
- 

The forest management plan has been written and appears to be 
comprehensive. It includes a description of the types of cut, determination of the allowable 
annual cut, development of a five-year cutting plan, development of a road construction plan, 
outline of a forest protection plan, and a plan for protecting the biological reserves and 
municipal watersheds. One problem area has been continuity of management personnel. For 
example, in 34 months of project execution the La Uni6n FMU has had four maiagers. - - 
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The allowable annual cut has been determined using a 40-year rotation age and cutting 
1/40 of the productive forest area. A five-year harvest plan has been made, the average area 
c ~ t  is 1,205 ha per year and the avcrage annual volume is 58,546 m3. A review of volume 
harvested 1988 through 1991 indicates a variation from 39,630 m3 in 1988 to approximately 
84,000 m3 in 1991. This averages 59,160 m3 per year, which is slightly over the allowable 
annual cut. h adjustment down is indicated for 1992. However, what is alarming is the 
1991 cut of 84,000 mJ. The forest industry operating within this FMU must be advised that 
this is an unacceptable level of cut and that it will not be maintained. Mgumenfs by industry 
that their installed capacity requires more volume should be ignored. They should be 
advised that additional volume must come. from the allowable annual cut in  other'^^^^. 

In the second five-year cutting plan, the allowable cut will be based upon a new 
inventory using photos to be taken in January 1992. 

2. For& Protection and Regeneration 

In August 1991, an evaluation of the fire prevention program in La Uni6n 
FMU prepared by COHDEFOR for 1991 indicated that the area under intensive protection 
was 13,221 ha and under extensive protection was 27,658 ha, for a total of 40,879 ha. 

In the intensively protected 'areas, 81 fires were fought covering 334 ha and in the 
extensively protected areas 188 fires were fought covering 679 ha. This represents almost 
2.5 percent of the total area. The target goal in the project paper was 2 percent. Thirty-six 
percent of the area burned was caused by incendiary fires and 38 percent were caused by 
cattle-grazing interests. Seventy-eight percent of the !ires occurred in mature timber stands, 
11 percent in young timber stands, and 7 percent in regeneration. Of the forested area 
affected 96 percent was conifer. 

There were six permanent personnel and 257 temporary personnel participating in fue 
control activities. Women generally do not participate in fue suppression'activities. 

. .  . . . 
~ m o i g  severat problems mentioned hl the . .. report, . two appear .&tical: 

. , 

. Paymefit of day-labor took up to 10 days. 

Most fire brigades were from urban areas and this created resentment among those 
living in the zones under protection. 

There is a great need for forest extension within the FMU and nationwide. Other 
sections within the FMU need to be involved and integrated with the forestry sector in the 
combating and prevention of forest fires. 

One fire tower has been constructed to date. 

Concerning natural regeneration, the evaluation team, on a visual basis, felt the 
particular areas visited had adequate regeneration. The La Unicin FMU has recently 



completed a regeneration survey and, although not published yet, basic data recorded 
indicated that of some 487 samples 422 had seedlings. Twenty four percent regenerated was 
in poor scrndition having 900 seedlings per ha. The balance of the area had at least 1,200 
seedlings per ha. The total area inventoried was 244 ha. 

3. Road Networks 

a Road construction goals for 1989 were the reconstruction of 30.5 kilometers, 
the actual was 34.5 kilometers. No goals were set for 1990, but in 1991 the goal was 50 
kilometers and as of September 18.6 kilometers have been built, Within the FMU all spur 
roads and skid trails are located on the ground by the timber sale preparation team. Sale 
supervisors are responsible for enforcing compliance-seeing that the contractor actually 
builds the roads to specifications. 

A,s mentioned elsewhere in this evaluation this activity needs strengthening. That is, 
supervisors need access to transportation to visit and direct operations in the sale area. They 
also need more training, and more of them are required for the sale program outside the 
FMU. 

4. Wildland Areas 

The mlP goal of decreeing two wildlands 'areas within the FMU has been met. 
The first is La Muralla with an area of 6,093 ha, which includes a virgin cloud forest above 
an altitude of 1,500 meters. The area includes primarily lower montane life zones, both 
moist and wet forests. Biological diversity in this broadleaf forest is very significant and 
most typically represented by the quetzal and other numerous endemic and rare bird species. 
Mammals include the tapir, peccary, mountain lion, ocelot, jaguar, and howler and white- 
faced monkeys. 

l a  Muralla is receiving a lot of attention from the FDP. Boundaries have been 
marked, a visitor center ,built, and technical staff assigned to make a management plawand 
wildlife inventory. . . . . .  . . 

The second area is the El Armado.reNge in which boundary C.marcation has 
occurred.but little else. Although it does not .have the biodiversity of La Muralla it has 
importance as a hydrologic reserve. A management plan is needed to ~ddress specifically 
.community participation in its protection due to its value in supplying water for the 
population. 

See annex G for a comprehensive discussion of the wildland refuges. 

5. Comparison With Other Areas 

The model FMU at La Uni6n was established because CODEFOR . . 
throughout the country is in an extensive management mode and it was the objective of the 



FDP to develop a methodology to efficiently manage forest resources that could be replicated 
throughout the country. 

A comparison of the management activity on the FMU at La Uni6n with the rest of 
COHDEFOR's operating area is as follows: 

The FMU has a calculated allowable annual cut'the other areas do not. 

Logging utilization, is comparable ig both the FMU and other ateas where 
westing is on' the new sale system. Logs in the 6"-10" range now account. for . 
35 percent of the volume harvested, which is an increase of 18.5 percent over 
traditional sale areas. 

Residual stand volume-that is, the volume of remaining timber after harvesting 
-is higher in the FMU than in other areas, an average of 3.85 m3/ha compared to 
1.1 1 m3/ha. 

Seed trees per ha are greater in the FMU, an average of 20 compared to 14 in 
other areas. 

No logging cost data exists in either the FMU or other areas, but, based upon 
obwation and experience, it is probable that harvest costs are less within the 
FMU than in other areaq (roads are better, trucks probably can make more trips 
per day, skidding patterns are more logical; tree to landing costs are probably 
lower). This whole area of casts will be dealt with once the residual value 
appraisal system is installed. r 
Concerning income generated, no baseline data is available. No uniform 
accounting system exists within the industry. . 

Standing timber sale supervision is better within the FMU than in other m. 

Tiansportation availability for sale suyervisors is better in the FMU. 
I 

Concerning fire control, both within the FMU'and other areas, COHDEFOR only - 
reports fms with which it comes in cootact, statistics on fire control are thus 
misleading. - - 

Implementation of the standing timber sale program has been slow outside the 
FMU because of the loss of trained technicians from COHDEFOR to private 
industry. 



C. Social Analysis of Activities 

1. Agricultural and Agroforestry Activities 

a. Cattle Grazing and Range Management 

The FDP at present has no capability in improved traditiona~'~ractices 
in cattle grazing and range management in the forested areas. Social promoters have no , 

training in these areas, and while their supervisor does have specific training in these areas, , - 
he has not emphasized it in his work with the phmoters, . . 

The Land Use Productivity Enhancement (LUPE), which collaborated with the PDP 
in 1990 and still works in the area, also has this. expertise, but has not focused on improving 
.traditional practices. What LUPE has done is to foster agroforestry by planting leucaena and 
maderado, the leaves of which are excellent cattle forage. However, the plantings are too 
recent to have any effect on cattle nutrition. 

b. Traditional and Improved Hillside Agriculture 

The agriculture and grazing improvements were to be implemented 
through the Honduras Natural Resource Management Project (NRMP), however, a new 
project, LUPE, actually carried out this function until December of '1990. 

All sources concur that there are only two important and traditional crops in the area: 
corn and beans. The FDP has not worked in this area, lacking the necessary technical 
expertise. LUPE h u  worked to iinprove hillside agriculture through improved soil 
conservation techniques, including contour plowing, contour ditches, live and dead barriers, 
planting multi-use trees, and planting barrier grasses (King grass). However, they have no 
data on farm budgets with or without their interventions, which in any case are too recent to 
have an effect. . 

More importantly, in many cases it will not be possible to measure the effect of 
LUPE on its own, since LUPE often works in conjunction with DIRCO, a Ministerio de 
Recursos Naturales agency supervising loans to small farmers for basic grains. DIRCO 
interventions have produced improvement of from less than 3,000 lbs./mz. to 4,000 lbs./mz. 
for corn, and from 800 lbs./mz, to 1,600 lbs./mz. for beans. These interventions involve 
improved seed, fertilizers, herbicides, and pesticides. The loans are usually around L. 1,000 
per mamma, and DIRCO provides close supervision to see that the loans are paid back to 
BANADESA. The DIRCO loan'portfolio currently contains loans to 48 farmers, none of 
whom are women. 

2. Effect of Program on Local Economy 

To determine what effect project intervention has had on the local economy, 
including on the average income of local population, its major sources, and distribution by 
economic strata and sex, a baseline study would be required. 'fhis baseline has not been 



. prepared for the La Unidn area. And, although a baseline exists for future use in  the second 
management area of Salami, income data are not broken down by sex and economic strata. 

In spite of this limitation, there is no doubt that the project has had a positive effect 
on the local economy through the spread effects of the establishment of a large COHDEFOR 
office and jobs created by the establishment or expansion of the three logging operations in 
the area. For exainple, there are a$ least 30 oxen team drivers working with the logging 
operations (Honduply, Yodeco, San Jo&), a cooperative of pit sawyers working to przpare . 
lags. for extiaction (San JoJL), a group of .individuals a k y h g  out resination (San Jose), four, 
people maldng broom handles from foreit watte, 80 Honduply sawmill employees (eight of 
them women, although not a l l  the employees are local hires), truckers' assistants, and road 
crews. Prior to the FDP there was no harvesting in the area, hence, none of the above listed 
activities. . , 

. 3. Utilization of Incentives 

Originally, the incentive system was to reward individuals for agricultural, 
livestock, soil conservation, agroforestry, or women-in-development activities. There were 
numerous problems with this system. First, people who did not receive incentives accused L 
the FDP of favoritism, both political and personal. Second, people received the checks but 
did not receive sufficient guidance .regarding how the money was to be spent and the need to L 

back up expenditures with irwoices. Third, there was insufficient supervision regarding 
actual use of the funds for which they were destined, and in some cases there was no record 
of whether beneficiaries actually spent the money on the expressed purpose. Fourth, the 
sheer number of applications overwhelmed the FDP administration to some extent, and there 
were delays in cutting checks. 

The system has been improved during 1991. Incentives now go to groups, not 
individuals, which avoids many of the problem of the previous year. The groups are 
usually those formed by the promoters or those already organized and reactivated; and 
always involve five or more people. 

.j 

The invkstment plan is work& out and includes the names of all members of the 
group, although just one check is cut in the name of a representative of the group. The 
application is sent to Tegucigalpa and turnaround time is about five days. Two checks are 
then cut, one for 70 percent and the other for 30 percent of the total. When the 70 percent 
is spent and the invoices for that amount. sent in, the second check is sent out. 

One of the principal problems of the incentive program is how to determine what 
kinds of projects should be eligible for funding. To date, project selection has been limited 
to the types of projects in the list of activities in the Project Agreement. However, the 
promoters have identified, as important to the community, projects in potable water and 
latrine construction. The FDP has approved projects involving vegetable gardens, improved 
wood stoves, and potable water. 



4. Program Impact on Traditional Use of Forest 

a. Why Pedple Burn the Forest 

The involvement of local people in the forest has less to do with what 
they do with the forest. than with what they are not allowed to do, that is,, have free use of 

, trees on and near their lands. 

This lack of a perdved vested interest in the forest, coupled with the perception that 
i t  is the government that owns the forksts, has ked rural people to' use the forest to attack 
government when they feel resentful. The resentment can be sparked by any number of 
reasons on the surface. Exmples include a poor harvest and no government assistance, a 
change of govemment favoring a political party other than one's own, a personal slight (real 

- or imagined) by someone in government (usually COHDEFOR), or the perception that other 
communities or individuals are recipients of government help while one is not. 

The attack on the government/forest is simple: set it on fire. The feeling is that the 
forest, shorn of its value for the nual individual, still represents value fof the government 
which, through COHDEPOR, is continually trying to protect it. The resentful individual, 
therefore, destroys what he knows the government values, thereby causing harm to the 
government. , 

The above sketch is simplistic, but few knowledgeable people in Honduras would 
deny that it is essentially valid. It is true that there are other causes of forest fnes, . 
particularly those deliberately set by cattle owners to improve forage for their cattle and 
those set accidentally by rural farmers who bum the brush off their land before planting.. 

b. Present Forest Use 

In spite of the above, local people still .can access the forest in most cases. 
, . They need to .apply for a permit to fell a tree from COHDWOR, a permission that is grated 

in most casts. These trees are used for house construction and. fencing. There 5s no . , 

shortage of fuelwood, and the project has not affected the gathering of fuelwood because 
. there is generally enough forest "trash" wood to pravide more than enough firewood for the 

area. It has thus had no effect on either men's or women's activities. 

5. Women's'Participation in Management Activities 

The Project Agreement stipulated that women-in-development (WID)' activities 
were an integral part of the forest management activities. The project has wried out this 
mandate both through LUPE and through the social promoters in the FDP. Two of the six 
promoters are women and work principally, although not exclusively, in WK) activities. The 
men promoters are also charged with forming women's groups in the communities they 
serve, and they receive visits from the women promoters to assist them with WID activities. 

.The LUPE team also includes a WID specialist working exclusively with women's groups. 



I ,  

The WID activities for the FDP and LUPE are similar, and they achieve greater 
coverage by not working in the same communities. These activities include home 
improvement (improved wash stands, improved woodburning stoves, improved floors, room 
divisions, screened cupboards), agroforestry (nurseries producing fruit, ornamental, and 
multi-use trees, including leucaena and amaderado), vegetable gardening, and animal 
husbandry (chicken coops, pig pens, cattle corrals). 



, . 
SECTION V 

STRENGTIIENNG OF PRIVATE INDUSTRY 

A. ~bj&ivrs'of Project Toward Industry 

* The FDP has as one of its bompoqents the strengthening of the.Honduran forest , , , 
- 

industry to enable it to more fully use the forest resource, to produce better products, y d  to 
thus make a greater ,contribution to the Honduran economy. - 

1. . Technical Assbnce Program 

To help achieve these goals, the RIP strengthened the COHDEFOR technical 
assistance unit by providing a long-term member iiom the AID technical assistance team. 
Also, short-term technical assistance was provided in the form of short courses. These 
included such subjects as quality control, wood drying, saw sharpening, lumber handling, 
and the introduction of better log recovery practices. The unit also demonstrated and 
promoted the use of more efficient technologies such as band sawing versus circular sawing 
and kiln drying versus air drying. a Various manuals have been produced covering many of 
the above subjects. A classification manual for Honduras dimension lumber and a lumber 
grading manual have also been developed. These manuals have not been distributed to 
industry members. 

2. Forest Industry Results 

The project-financed assistance to the industry was very well received 
throughout the entire private sector, as well as being properly monitored by COhDEFOR. 
.A segment of industry has responded by investing in band saws to replace circular saws in 
the primary log-breakdown operation and/or the introduction of thin kerf band resaws to . 

further improve lumber recovery. In 1990, 74 percent of the total pine lumber production, 
was accoinplislied with band sawmills. The project goal is to reach 90 percent. 

B. Timber Harvesting i 

This area is perhaps the weakest in attempting to strengthen the private sector. Of 14 
short-term technical assistance assignments only one addressed the subject of logging 
methods. The industry generally subcontracts the harvesting function for a flat negotiated 
price and as such is not involved in this activity directly. COHDEFOR contract stipulations 
concerning road location and construction, road maintenance, directional felling, skidding, 
skid trails and landings are, on paper, adequate to ensure proper performance, however, in 
practice they leave much to be desired. 

The following comments were made in June 1990 by a logging expert and remain 
valid today as observed by the evaluation team. . 



"Fallers do not use wedges, a single bit axe or a measuring device. Poor directional 
felling is creating skidding time loss. Bucking trees into logs on the landing needs 
improvement as tiuckers do not use tapes and trim allowance is usually wasteful. The single 
line skidding system with tractors or skidders is slow and production could be doubled with 
choker and presetting practices. " 

C. ' Sawmill Effic,iemcy 

Ten sawmills were sampled and most were o b t i n g  with band saws as the main log 
breakdown equipment. Only one had an automatic self-loading log system and log turner on 
their log carriage. Most mills depend on high manual labor inputs for these functions. Some 
larger mills use a front-end log loader to feed the mill from the log yard. Only one mill 
made use of a log debarker on a continuous basis. Sawn lumber moving through the edging, 
sorting, and trimming processes used rollers and manual labor. None of the mills had a laser 
projected line-marker device as part of their edging equipment to help obtain better recovery. 

Dipping of sawn lumber to prevent blue stain, except in one facility, was manually 
performed. Dipping tanks had problems with chemical leaking and splash guards were not 
used to prevent workers from being in contact or sprinkled with chemicals. 

Sawduit removal is mostly doil with manual laboi using shoveld and wheelbarrows. 
Most edger oprations had an instatled dust pick-up system. , 

1. Baseline Data-Current Data 

Within the La Uni6n FMU one sawmill, San Jose, had sufficient data to make 
comparisons. Their original 163.4 board feet lumber recovery per cubic meter of log input 
compared to the evaluation team recovery factor of 217.7. This was an improvement of 33 
percent. The other industry within the FMU, Honduply, has a current recovery factor of 
223.1. 

Outside the PMU, all sawmills are now receiving logs from the standing timber sale 
program. The El Bijao sawmill had a previously established recovery factor baqeline of 
228.3 board feet per cubic meter and currently has a slight improvement to 231.6 board feet 
per cubic meter. The other sawmill evaluated was the San Antonio mill at Danli. It had no 
baseline data but today has a recovery factor of 219.5 board feet per cubic meter. Field * 

sampling methodology is presented in annex H. 

2. Quality Control 

Of all the mills sampled, variations in the overall thickness of dimensional 
lumber or boards were within 1/8 inch tolerance. Variations were less prevalent where thin 
band resaws were used. Poor maintenance on head-rigs accounted for maximum tolerance.' . . 



The lack of a quality control manual, for the allowed measurement variation, among 
producers has left many of them second guessing the extent of the problem. One solution to 
improved practices is to have the COWDEPOR technical unit distribute their manual. 
AMADHO has yet to review and accept this manual and thus make it available to its 
members. 

3. Log Dfstribution Analysis 

In July 1991, the COHDEFOR industry technical assist&e unit Aide an 
analysis of truck tickets representing logs .transported. One thousand logs were &pled with 
the following results comparing 500 logs from traditional sales and 500 logs from the new 
standing timber sale program. 

D i a .  Range Traditional Standing Difference 

Percent of Logfa Utilized 

These results compare with the evaluation team findings in two sawmills: 

San Joe6 - 6w-10" - 20  percent 
lon+ - 80 percent by volume 

Honduply - 6"-10" - 37.6 percent by volume 
lon+ - 62.4 percent by volume 

The sampling indicates that the industry is utiliziig a log mix that includes a high 
percentage of small logs-a situation that demands higher efficiency. It is interesting to note 
that in these mills the product quality recover@ in logs 6?-10" was 6 percent high grade in 
San Jos4 and 30.5 percent in Honduply. See annex H. 

D. ' State of Technology of Industry 

The forest industry has improved, as indicated above: 74 percent of the volume of 
lumber produced in 1991 was from band sawmills. Six large dry kilns with a total capacity 
of 250 million board feet (MBF) are under construction. A wood waste recovery process, 
the first in the country, has been installed at the Yodeco mill near Yoro to produce charcoal 
brickets. Also at Yodeco, a steam-boiler generator to produce electricity from wood wastes 
has been designed and purchased although not yet in production. Many mills have installed 
single band maws. 

Another positive example is the value added process evidenced in the establishment of 
a medium- sized, pine-furniture business that derives its wood from. one of the La Uni6n 
FMU mills. This industry utilizes a higher grade material and, 'although only two years old, 



exports assembled furniture as well as paneling and moldings to Europe and the Caribbean 
market, 

1. Investment and Credit 

The FDP had originally set aside almost 5 million dollars to provide credit to 
the forest industry as part of the strengthening of industry. Due to a cumbersome process, 
the need .to buy in the United States and to buy new, very few mills took advantage of the , 

I .  credit line. Most of the industry' hap used private sources, such as &porters lending on 
production; others have been suwxssfi~l within the national b d g  system. Many small 
sawmills have not bkn able to use credit and have made no improvements, It would be 
helpful to keep the AID credit line open to these small producers but it would be necessary 
to change the rules by which such credit is made available, allowing them to buy improved 
machinery regardless of source. 

2. Production 

Sawmill production has decreased in Honduras from 165 MBF in 1986 to 
. 159.6 MBF in 1990. This change is due to several factors: 

' 

By 1990, about 75 percent of the timber sold was on the new sale program. 
Harvest volumes are more in tune with what the forest cari sustain. Industry has , 

been forced to use smaller diameters as noted above. 

Since 1986, the number of sawmills operating has decreased from 109 to 85. 
Of the 85 mills producing, 11 accounted for 43 percent of the 1990 production. , 

These 11 sawmills had an annual production of 3.0 MBF or more. The remaining 
57 percent of production was from 74 sawmills with 2.9 MBF per year production 
or less. Approximately 48 sawmills out of 85 have made no changes in their 
sawing methods and still operate with circular saws. Some additional attrition 
among the smaller mills will no doubt take place; However, this segment of the 
forest industry is still very much in need of additional technical assistance. 

COHDEFOR owned and operated sawmills have gone out of production. Their 
combined annual production was 20 MBF. 

E. AMADHO 

As stated in the agreement between the GOH and USAID/Honduras, the COHDEFQR 
technical assistance unit will be complemented by the provision to AMADHO of a forest 
industry expert for a period of one year. This advisor will serve as a counsel to the 
Association Directorate. AMADHO now has a technical advisor and has recently completed 
an action plan for the organization, Among the most important tasks stated in their plan are 
to: 



Improve the imapjs of the Honduran forest industry 

Promote and strengthen unity among AMADHO members 

Provide training and technical assistance in management and administration of 
forest-based industries 

Contribute to forest management policies giving emphasis to environmental issues - 
Prpmote better 'rdationships among municipalities, local inhabitants, and forest 
owners 

Organize an information center that will serve AMADHO members 

Take part in drafting and contributing to new forest policy that affects the forest 
industries 

Almost all sawmills can be improved by making both operational and mechanical 
changes, The Honduran forest industry, for the most part, is eager to make such changes but 
basically doesn't know how. AMADHO is a vehicle to meet this need and should have a 
hands-on expert to work with industry. The FDP should again provide a long-term advisor as 
part of the TA team to work full time in assisting both .'EMADHO members and other 
sawmill operators in making these improvements. This advisor will also need to assist 
AMADHO members and other sawmill operators with economic feasibility studies and loan 
applications helping to obtain loans in the local credit market, especially now that. AID is 
curtailing its program. 





TRAINING PROGRAM 

A. Goals 
, . 
AccOrding to the project b r ,  the FDP will finance he traihing courses to be held at 

ESNACIFOR on harvesting methods for private 'sector l o g g k b o t h  technicians and. 
laborers. These, courses are to address logging and road construction/maintenance practices, 
environmental assessment and impact mitigation, equipment maintenance, residue use, 
accounting, and other technical constraints to loggers. 

Also, some 35 short courses were to be offered on sawmill practices and dirated at 
private sawmill owners and their employees. These courses were also to be offered at 
ESNACIFOR and cover sawmill maintenance, wood drying, lumber handling, mill residue 
utilization, management, accounting, and other technical constraints to sawmills. 

In addition, study tours to the United States to observe both harvesting and sawmill 
' 

operations for industry and COHDEFOR personnel are part of the training package. 

On a longer term, the FDP was to provide scholarships for candidates to attend 
ESNACIFOR and for technicians to pursue academic degrees in the United States. 

B. Results 

For various reasons, ESNACIFOR has not been able to meet the goals,of the project 
as a prime source of training. Some of these reasons are administrative, and one is that the 
school simply does not have sufficient qualified instructors willing to develop short courses 
without additional compensation. The school has a demonstration sawmill and a q w  fding 
shop. The 1atter.does contractsiwfiliag with some sawmills,~,but the sawmill is in such a 
sorry condition that it cannot be used for demonstrating anything but how to function ' 
improperly. 

In spite of ESNACIFOR, the project has implemented about 25 short courses in 
mostly industry related fields. Of 14 short-term consultants brought in for training, onl:y one 
was an ex@enced logger. The training that has occurred has been usually well received 
and it hiis had practical applicatibns. 

Many COHDEFOR technicians and professiorral foresters who have received training 
in the timber sale program-both in the preparation of sales as well as in administration and 
supervision of sales-have been hired by private industry. In the long term, this may be 
godd for Honduran forestry, however, in the short term it has created a problem for 
COHDEFOR. 



The FDP has provided scholarships for ESNACIPOR and currently has 21 in 
attendance and 15 more planned for next year. From 1989 to September 1991, 
approximately 309 person-months of academic training have been given, out of a goal of 
469. Non academic training in the same period was 668 person-months, which ::~~eeded the 
goal of 517. 

The COHDE~OR technical assistance unit has translated a number of technical 
manuals to provide material for training courses. The evaluation team recommends these . 
.manuals beS@ublished in'sufficient'quantity to supply interested forest industry members, . , , ' 

The training coordinator should remain in his position for the life of the project. The 
evaluation team feels that he has done a very good job. 



SECTION VII 
ENVIRONMENTAL IMPACT UPDATE . 

A o  Project Contributi~n to Conservation 

The standing timber Me program has had major achievements in 'the protection of the - 
environment whilc sustaining the productivity of the forest r e s o u k  of Honduras. 

Whenever proper follow-up and supervision of the timber sale occurs, as in the La 
Uni6n PMU, the environmental impacts of forest harvest activities are significantly reduced, 
soil erosion and stream siltation is minimized, fragile areas are not disturbed, habitat is 
protected, and forest regeneration is facilitated so as to enable the resource base to sustain 
yields over time. 

As mentioned.under section VI, many foresters have left COHDEFOR for the private 
sector. Thus, increased awareness about environmental consequences of forest related 
'activities is becoming part of industry's own concern. 

Through the FDP, one cloud 'forest area of considerable ecological significance (La 
Muralla) has been protected and fie proper steps taken to implement a management plan. A 
second area was also delimited (El Armado) and plans are to provide it with proper 
management and protection in the near future. 

Environmental education for local communities and nationwide was a part of the 
project paper environmental assessment. This activity was to focus on the community 
watershed and wildlands management components as well as on the community's 
participation in forest management. Funds were to be provided for a national program of 
environmental education focusing on forestry and related environmental management 
techniques. Some educational interest has been produced but the program has nbt really 
"taken off. "' 

Bo Project Contribution to Sustained Use 

Within La Uni6n FMU, the FDP has introduced the concept of the allowable annual 
cut-i.e., that volume which the forest can sustain on a continuing basis. It will also be 
determined for the second model FMU at SalamB. The issue confronting forestry experts in 
Honduras is the period COHDEFOR should apply this basic principle throughout the entire 
commercial forest area. Without it, forest depletion will continue in an indiscriminate 
manner. 

Proper timber sale preparation and supervision will achieve positive results. The 
regeneration capacity of the forest is strictly dependent upon proper supervision of harvest 



activities, upon the implementation of certain erosion control measures, and upin effedtive 
fire control. 

C. Environmental Assessment Update - 

The analysis and discussion is based upon field observations rather than objective 
measurements, because no baseline data has been established (erosionlsedimentation plots, 
weather stations, wildlife inventories, etc.) 

' Tropical Forest Protection ' 
. '  

Broadleaf forests of the ecologically significant cloud forest type have received 
considerable attention as per the two wildland refuges set aside, La Muralla and El 
Armado. S l o p  in excess of 50 percent have.been kept out of harvesting plans 
until harvest systems compatible with the environment can be introduced. 
COHDEFOR has recently been assigned responsibility over all protected areas in 
the country so that the lessons learned by the FDP can be transfered nationwide. 

Watershed Management 

Within the La Uni6n PMU, four community watersheds have been identified and 
management plans are being prepared. This provides COHDEFOR with an 
excellent opportunity to interact and cooperate with the communities on issues 
critical to their own subsistence. A watershed management department within 
COHDEFOR exists, but its presence and work within the La Uni6n FMU is less 
than evident. FDP efforts in wziershed management need to be strengthened.. 
This is an area for additional women's participation if competent professionals are 
available. 

Forest Road and Trail Development 

It is evident from an environmental viewpoint that forest road and skid trail 
development.remain'a major concern. Timber' sales contract provisions clearly 
assign responsibility and establish technical specifications for all aspects of location 
and construction. Execution and adherence to the contract varies considerably as a 
function of sale administration and on-site supervision. 

Silvicultural Practices 

The project has concentrated on preparing for and implementing the new standing 
timber sales system. Although the system has clear implications for the adoption 
of sound silvicultural practices, their application requires more technical personnel 
with greater experience and training and increased presence on the ground. 
Paratechnicals and recently graduated technicians without experience are not 
qualified to apply silvicultural treatments without more training and professional 
supkrvision.' 



Forest Harvestiug Practices 

This is ,m area of greater achievement by the FDP in that better use of the 
resource has occurred. Improvements can still be obtained by directional felling of 
trees, more precise measuring of logs prior to bucking, skidding of log lengths 
rather than ,tree lengths, use of a choker system to increase efficiency, and 
ultimately the introduction of cable systems for steeper slopes. Using a lop and 
.scatter slash disposal method for erosion control on skid trails. and landings would 
be . , environmentally significant. , ' I . .  

. , I ' 

Wildlife Management 

b e s t  fires, cattle grazing, and indiscriminate hunting practices account for 
conditions observed whereby the forest appeared to have little wildlife, birds, and 
mammals present. To include all aspects of the ecosystem, wildlife management . 

should have more emphasis and could provide a way of engaging the local 
communities in, protecting the forest. 

Biological Diversity 

The FlDP has achieved more than expected in the original project paper in terms of 
setting aside areas of greatest biodiversity such as La Muralla. COHDEFOR needs 
to strengthen its institutional capacity to protect and manage an entire system of 
wildland areas nationwide. 

. . 
Grazing Practices .. . 

COHDEFOR has not defined a clear and decisive policy to protect harvested areas 
from illegal fencing for cattle grazing. A policy exists precluding cattle grazing 
for up to eight years after harvesting, but it's evident that enforcement of the 
policy is weak.. As a result it is possible that management plans based upon . . , 

natural regenerationmder undisturbed conditions (no grazing-no fire) will not be 
' realiied completely. It is' Mdent that a good number of fues are set by ranchers 
to improve' foriige. 

Considering that traditional grazing practices are low-cost affairs associated with 
social status, attempting to change them is not an easy task, but clearly one that 
needs to be addressed with urgency. 

Forest Industry 

Major problems arise when the sawmill purclms& of timber subconhacts the 
harvesting to small contractors. These latter being underfinanced and under 
pressure to produce, tend to "operate as they always did." FDP needs to address 



this aspect most urgently, as they appear to endanger the proper application of the 
standing timber sale system especially where supervision and sale administration 
are weak. 

Soil Erosion and Sedimentation 

On practically all of the sites visited by the team, very little has been done to - 
prevent soil. erosion. The most commonly obsewed activities included: improper 

- . layout of roads &d skid trails; inadequate ditching and drainage along roads, poor 
location and size of landings, inadequate strqm crossings, and inadequate water, 
barring of roads and skid trails after harvesting. 

Mineral Exploitation in FMU 

Since preparation of the environmental assessment, a gold mining operation (partly 
open pit, partly tunnels) has started at Los Blancos, north of Mangulile. 
Envirorlmental impacts of such an operation are obviously quite considerable. 
COHDEFOR should coordinate with the Ministry of Natural Resources to 
supervise mining 'operations to evaluate environmental impacts and propose an 
effective mitigating plan. 



n ISSUES~COI(WIIEWT~ JUSTIFICATIO~~ ACHIEVEHEITS TO DATE 
-p 

PROBLEMS 

Tae8SALEPRaaAn 
a. d i n g  systems 
Clayout & supervision) 

.b. harvest planning 
<area selection) 

PIEOTECIB)AREM 
a. protected area sgt. 

(La Wutalla Refuge) 

b'. cansenration extended 
.beyond protec:+ area 

6. an i ro rmnta l  
education 

reduce emfirormental illpact 
reduce cost o f  construction end 
mintenance 
iiprove forest regeneration 
h e  s o i l  e r o s i d s i  l t r a t i on  

* control forest extraction . 
ac t i v i t i es  

reduce impact on f rag i le  areas 
protection of  genetic resources 
sustainable forest management 
protection o f  biological . 
diversi ty 
control forest management 
ac t i v i t i es  

* model management mit 
* training fo r  plarnig purposes . 
* inst i tu t ional  building 

crrreanity involvement 
* trainirrs o f  forestry persome1 
* protection of  b i o d i G m i t y  

* Learning/training opportunity 
* woblem i d e n t i f i s a t i d  

evaluation 
feedback mechanism 

* isprweraent/adaptation of  
mitigating technology 
building inst i tu t ional  capacity 

raise mi r m t a l  auareness 
in&ce cararr i ty part ic ipat ion 
contribute t o  forest protection 
contribute t o  canservation of 
biodiversity 

* specifications in contract 
trained d motivated persome1 
tinter sale system applied 
corntry-wide 
better u t i l i za t ion  of tidm 
resources 
re&ced emirormental i-ct 

* oxen Logging operations 
* habitat and stream protection 

better idea of  harvest potential 
* increased e n v i r o m t a l  

awareness 

poor log is t ic  s w r t  
poor f i e l d  srpervision 
poor enforcement of 
contract clauses 

* t imid stand vis-a-vis 
grazing 
no camrnity perticipation 
(fuelm?A/grazirrg 
act iv i t ies)  

* inadequate srpervision 
poor enforcement of 
contract 

* weak watershed nmnagement 
w i l d l i f e  managenrnt 

* long-tern technical assists 
motorcycles for  sale d i n .  
incentives fo r  sole srpcrv. 
s t r i c te r  enforcement 

$ f u l l  closing of s i t e  
* no-fencing af ter  harvest 

t r a i l s  wd de~ostrat iar9 

A inprwed Logging techiqws 
better srpervision 

* better log is t ic  srpport 
short-term technical assist 

wildland refuges established E l  A m a d o  U.R. not actively short-term technical assist 
management and operational plans protected and managed - mnagemcrst/operat. plan for 
v i s i t o r  center/nature t r a i l s  * poor caamnity involvement E l  Amado Y.R. 
inventorylrecomaisance weak pat ro l l ing (guards) training of  guardslpersom. 
forthcoming weak personnel training * conmnity ex tens iwp r t i c .  

* poor log is t ic  slpport motorcycles/horses 

* mnic ipa l  watersheds ident i f ied weak conmnity participat. shortLtern technical assist 
trained persome1 Lack of specialized specialized training - 
environental education progren, persomel * f aused extension/environ- 

weak extension act iv i t ies  . mental &ation programs 
small ks iness oportm. 

sorne equipnent purchased * no monitoring systens * short-tern technical assist 
some iapact assessment dcme * no baseline data * special training/equipment 

no sp?cialized personnel f establish uenviran. mitH 

training opportmities lost  set baselines 
* no in-house c a p b i l i t y  for  develop monitoring system 

impact assessment 

generic envirotmental no conmnity pa r t i c i p t i on  * short-term technical assist 
education programs and * weak persomel training * greater comnnity involvem. 
materiels weak problem ident i f icat ion better t raining of persom. 

* some cannnity e x t e n s i d  weak problen focus * focused em. education prog. 
organi t a t  ion * promote local envirorrnental 

protection g r o w  CmG) 





SECTION Vm 
PROJECT COMPLEXITY 

. . The evaluation ,team agreed 'that the FDP was a straightforward technical project. 
Although having variqus phases, all of which contribute to the total, it is not considered complex 
in the sense of having confusingly interrelated parts. . - 

All things considered, the FDP has been a success. The project has been well defined - 
and its objectives clear, with perhaps the exception of the managerial reorientation of 
COHDEPOR. Having said this does not diminish the need for continued long-term technical 
assistance. Many of the criticisms of the project evolve from the continuing need for - 

supervision and training which will only be met by a long-term continuing presence on the 
ground. 

A change in direction or emphasis for the FDP is indicated in three areas: 

Since COHDEFOR expanded the standing timber sale program nationwide 
prematurely, the FDP should address the need to supply training and monitoring in 
both the timber sale program and the appraisal system nationwide. . 

Since the success of forest management in Honduras is based upon successful 
natural regeneration of the forest and COHDEFOR lacks an adequate fire 
prevention program, a new element of the FDP should be to address this need. 

As .pointed out previously, the concept of the allowable annual cut has only been 
applied to the two model FMUS. The FDP should also work with COHDEFOR to 
assist in meeting their needs in determining this allowable annual cut and in 

. . implementing it nationwide. 

This broadening of the project would be a major conkbution to improving forest 
management in Honduras. It would also take the project out of its cocoon and allow it to 
project its influence throughout COHDEFOR nationwide. 





SECTION M 
CONCLUSIONS 

The TA team did not establish baseline data for evaluating the project nor did they 
monitor the project in a professional manner.. - 

a Mvly managerial positions in COHDEFOR are held by @litid appohtees who do 
not have professional backgrounds. 

To meet the FDP goals on management improvement, COHDEFOR must 
undertake major changes in light of the constraints on its ability to generate 
revenues and to control its costs. Such changes can only be broupht about by 
professional management quality and continuity throughout the corporation. Any' 
real improvement in the performance and administration of COHDWOR must 
depend upon total support and cooperation of the GOH. 

Important achievements include the establishhent of the standing timber sale 
program. Still lacking is the adoption of a residual value appraisal methodology 
for pricing the standing timber, which was ta haves been implemented in year 3 of , 

the project. There has been no explanation by the TA team as to why this hasn't 
happened. 

Timber sale contract provisions provide ample safeguards for environmental 
protection if they are enforced. Compliance with the contract regarding road 
location, skid trail location, construction standards, and erosion control practices 
like water-bahg roads and skid trails has been adequate within the La Unih 
FMU but not on sale areas in other parts of the country. 

Although a number of environmental assessment activities have been performed, 
COHDEFOR and the FDP have not acquired an in-house capability to conduct 
impact evaluations and environmental analysis. 

The allowable annual cut concept-i.e., harvesting only what the forest can sustain 
on a permanent basis-has not been adapted by COHDEFOR nationwide. The 
FDP has made the determination in both model FMUs selected. Within the La 
Uni6n FMU, the harvest level for 1991 has been excessive compared to the 
allowable annual cut calculation. 

Forest fire prevention is poor. COHDEFOR only reports fires that it combats, 
hence, statistical data on fire control is inadequate and misleading. 

Strengthening of the forest industry through technical assistance of the FDP has 
had positive mutts among medium and larger producers. However, over half the 
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aawmills in Honduras have made little or no changes in their operations, 

The FDP has been I& in not distributing to forest industry the manuals that have been 
produced by the COHDEFOR technical assistance unit. 

Introdu'ction of skid logging has been a positive change in logging method in 
environmentally sensitive areas. However, traditional tractor skidding, timber falling, 
and truck loading have not changed and are inefficient. 

More education and consciousness-raising concaning the' environment is needed 
nationwide among the population in general and resource professionals and the forest 
industry in particular. Although some educational makrid has been produced, a 
strategy and plan for its distribution and use in schools and elsewhere is still missing. 

Timber sale preparation and administration (supervision) as well as the work of social 
promoters is hampered by a lack of transportation. 

Women social promoters in the La Uni6n FMU have been more successful than men 
because they work better with both genders. Cornmu& selection for social 
promoters needs to f&us on communities that demonstrate apathy and negativism. 

ESNACIFOR has made little mntribution to the FDP training effort, which is not 
what WG originally intended. 

The project has produced methodological and institutional changes, which over time 
will meet the objectives of the FDP. 

The FDP is a straightforward technical project with clear and well defined objectives. 
At this midpoint in the project, it is,evident from the above conclusions that continued 
long-term technical assistance support is needed. I 

The project should consider a change in direction in three areas: 

Address the need for additional support, training, and supervision of the timber 
sale program nationwide. 

Increased fire prevention support for COHDEFOR. 

Asdst COHDEFOR iri extending nationwide the concept of the allowable annual 
cut. 

The project to date has not had a visible impact on COHDEFOR's levels of 
awareness, commitment, and ability to formulate and meet its management objectives. 
The project's underlying objectivliinterpreted as improvement in all management . 

levels-has not been achieved. If looked upon as a step-by-step implementation of 



specific requirements, the project has undoubtedly moved in the right direction and 
achieved much since its inception. See propess chart in annex J. 

Providing incentives to groups rather than individuals has proved more successful. 
Forest protection funds are a positive influence in improving COHDEFOR relations 
with selected communities. For example, 24 vigilantes in 15 communities were hired 
to protect the forest from fire and these funds are used for community projects. 
Small enterprise development, improving income levels'by starting small businesses, 
has not been operative long enough to derive any real conclusiolis about its ultimate - 
sucqess. 

In lieu of continued USAIDiHonduras support in credit, a stronger emphasis should 
be placed on technical courses provided by short-term experts. This need is reflected 
in continuing losses in the smaller sawmills due to lack of quality conpol, poor or no 
machinery maintenance programs, poor milling practices, and inefficient wood, d j i r g  
processes. 

AMADHO has been strengthened and FDP inputs have provided an advisor who has 
helped develop an action plan for the orgahtion. AMADHO has been ineffective in 
assisting its members with hands-on technical help. 

FDP h a  no capability regarding improving'traditional practices in range management. 





SECTION X 
RECOMMENDATIONS 

1. USAIDIHonduras should install a new TA team to develop baseline data for the 
- balance of the project, to monitor the project by providing monthly reports (which , 

ha$ not been done), and to provide the needed onithe-ground training and foEow- - 
up evaluation for the timber appraid system, sale lajtoot, preparation and 
supervision, road location and construction supervision, etc. The team is needed to 
assist over half the sawmills in the country, which have made no improvements. 
Because of the workload to be accomplished and the delay in hiring a TA team the 
project should be extended until June 30, 1996. 

2. GOH should eliminate political appointees that have no professional background 
and build COHDEFOR into a competent professional organization at all levels with 
incentives for all employees. If this is not accomplished, it would justify a halt to 
the project because the long-term project objectives' will not be met. 

3 . .  , Complete the FDP objective of instituting a residual value appraisal system for 
pricing standing timber sales. This willgo a long way tciward encouraging private , 

industry to modernize both its harvesting and milling operations. - 

4. Include in the timber sale contract #the requirement for a performance bond to 
enforce compliance with timber sale contract clauses. If this is not accomplished, 
it would also justify halting the project. 

5. Establish an "environmental unit" within COHDEFOR to direct monitoring 
activities on timber sales and contribute to forest management and extention 
activities. Also coordinate actions related to the establishment, protection, .and 
management of critical ecosystems within the project area. . 

-1 6. FDP should assist COHDEFOR in determining the allowable annual cut nationwide 
using the model FMUs as examples. 

7. FDP should fund a separate forest protection activity to address fire prevention and 
suppression on a nationwide basis. The education program should include 
environmental awareness as well. A first step would be an in-depth analysis to 

a determine needs and costs. 

8. Provide additional and continuing technical assistance to that segment of the 
industry that has not made changes in their operations. Continue to support with 
technical assistance that portion of industry that has made changes. 

9. mlP should publish and distribute COHDEFOR technical assistance mahuals. 



10, FDP should establish a model logging unit to demonstrate environmentally sound 
harvesting and roading practices and to introduce a uniform cost accounting system 
for the industry. This unit could also function as a teaching example for the 
timber appraisal portion of the new standing timber sale program. 

11, Further implement an environmental education program involving public at large, 
forest industry,, students, and the communities directly affected by project activity. 

12. . FDP 'should closely monitoi transportation maintenance and allocation and provide . 
additional vehicles and motorcycles to. timber sales supervisors atld to social 
promoters, where necessary. 

13. Provide male social promoters with more training so as to increase their effectiveness 
in working with both genders. 

14. Strengthen ESNACIFOR, make an in-depth analysis of the school to dcfermine its 
needs, and assist it accordingly. 'l'his is particularly important as the school becomes 
independent. Bring it back into the FDP as a primary training vehicle. 

15. FDP should provide additional support, training and supervision to the timber sale 
program nationwide. , 

16. FDP should continue to provide short-term technical assistance in the form of short 
courses for industry and COHDEFOR. 

17. One of the TA team members should be a forest industry expert with hands-on ability 
to work out of AMADHO's office conjunction with the COHDEFOR technical 
assistance unit. 

18. The FDP needs to provide a capability regarding traditional practices in range 
management within forested areas. . . 

, . , , 
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SECTION XI  
LESSONS LEARNED 

Overall, the FDP corresponds well 'with the aims ind strategies of current Honduran 
, 

development policies. The broad objectives of FDP, as conceived four years ago, continue - 
to be highly appropriate .in the present national context. Lessons learned' include: - 

cbnceming the AID technical assistance team, it is apparent that the individual, 
not the parent organization, is the key to success. 

The integrating of projects in the project area of La Uni6n, for example LUPE and 
FDP, was a mistake. The LUPE team was supervised and administered by both 
projects-people need only one boss. 

Although many in COHDEFOR and the industry initially resisted the new timber 
sale program, project execution at the technical-field level was good and both 
groups have responded very positively. Response to technical assistance at the 
sawmill level has been positive. The lesson learned is that if hands-on expertise is 
observed, it can influence change, 

Team leaders who do not set goals and manage by objectives fail to provide 
necessary baseline data and adequate project monitoring, such as no monthly, 
quarterly, or annual reports. . 

In the project component concerned with the reorientation of COHDEFOR's 
management segment, the specific purpose could have been more clearly defined. 
Effectiveness of management on a top-down scale was apparently not perceived as 

. . 

' 

,significant or was dealt with indirectly thwugh emphasis on procedural matters. 

, 
The importance of the managerial effectiveness ,objective was not emphasized or 
communicated throughout COHDEFOR. For a policy to be implemented it must' 
be known and understood by all. 

No one of executive rank was given the responsibility of *o,nitoring the hanagerial 
effectiveness objective and reporting this to top management. Without someone in . 

charge with authority to act, little can be a&mplished. 

The sense of responsibility of middle-lower levels should not be underestimated. 
In the FDP, all procedural project improvements were achieved by these levels and 
these individuals are still working for overall improvement in administrative 
procedures. 



The USAID/Honduas technical advisor to the FDP needs to spend more time on - 

the project-it is a full-time responsibility. 



SECTION XI1 
PROPOSED IMPLEMENTATION PLAN 

To implement the recommendations of the mid-term evaluation of the PDP it is 
important to engage a long-term technical assistance team as soon as possible. The 

- ,  remaining project time should be extended until June 1996, which will allow AID six months - 
to recruit the team and give it four more years to accomplish the goals of, the project. The 
selection of the team should be among candidates who are committed to work in Honduras 
for four years. This implies cultural sensitivity and willingness to communicate in Spanish. 
The technical abilities of those selected. should be without question. See annex I- technical 
assistance team requirements. The following exhibit illustrates a proposed plan of 
implementation. 



Major Implummtation Actlonm 

Contract fo r  TA team 
,TA tern arrives i n  country . Procurement of vehlcles an 

equipment (motorcycles) 

I '  . TA developr dota l  Led work 
, plan 
Evalwt ion plan developed 
Training plan prepared . Baaellno data collected 
f o r  purposes of  f inn1 

. evalwtion;.drtq 
raqui remonte established b 
COHDEFOR, TA, AID . Continuation of  t raining o 
COHDEFOR personnel in 
standing t l h r  o d e  
preparation and 
administration . P r e l i r n i ~ r  guidelinei fo r  
enacting tL residual V~IU 
stupage appraisal system 
to  complete the standing 
timber sale program . Design Logging mock1 
Purchase equipment 
Set up model in Salornr FMI 

Establish m envirormental 
unit within COHDEFOR 

Continued T.A. t o  forest 
industry in form of short 
courses-short term 
consul tants 

Assistance t o  induotry 
through economic analysis an 
preparation of  loan requests 

Year. end evaluation and 
annual work plan fo r  1993 

' p r e p r r d  
nationwide' educational/ 

. public canpaign, , 

Act iv i t ies  - Year 5 

. Implement w pr ic ing 
procadurea fo r  standing 
pine t imbar-~t ionwi&a 

ACtivit ies - Year 

. Carry out project and 
evaluation . Close out contracts with 
LT and ST technical 
assistance 

ProJect Act iv i ty  

A l l  ac t i v i t i es  

A l l  ac t i v i t i es  

Responsible 
Party 

AID-COHDEFOR 

TA-COHDEFOR 

TA-COHDEFOR 
TA-COHDEFOR 

COHDEFOR-TA 

TA-COHDEFOR 

TA-COHDEFOR 
TA-COHDEFOR 
AID 
TA-COHDEFOR 

COHDEFOR-AID- 
r A 

I A - W H O -  
COHDEFOR 

IA-WHO 

IA-COHDEFOR- 
!ID 

:OHDEFOR-TA 

Forestry Dept, 
ZOHDEFOR 

TA-AID 

AID 

Est imted Timd 
o f  I n i t i a t i o n  

-- 

Doc. 9l/Feb. 92 
Aprl l/June 92 
Jan 1992 

June 1992 

June 1W2 
June 1992 

June 1992 

.lune 1092 

June 1992 
July 1992 
August 1992 
Doc. 1992 

J m  1992 

June 1992 

August 1992 

Dec. IS92 

Continuation 
strenghtening 

July 1993 

February 

June 1996 

Target 
Completion 

Date 

March 1992 
LOP 
June 1992 

~ u g i s t  1992 

August 1992 
August 1992 

August 1992 

LOP 

August 1992 
July 1992 
Dec; 1992 
LOP 

LOP 

LOP 

LOP 

Annual 1 y-LOP 

LOP 

LOP 

Apr i 



A. Budget 

Element 

Technical mistance: 
Long-tam 
Team Leaderflorest Mgt. Spec. 48 
Logging engineer 48 
Timber sale specialist 48 
Lumber Mfg. specialist 48 

7l Management collllultant , 48. @ . , 

Short-term 
Marketing specialiet 
Sawtiler 
Wood drying specialist 
Timber falling expert 
Skidderhctor operator 
3-man cable yarding crew 
Timber aale specialist 
Management comltants 
Environmental component 

Total 

ESNACIFOR (strengthening 
Training-local 

- 0 6  

Vehicles 
Equipment 
Buildings 
Project Management 
Small for-industry 
Roads 
Incentives . 
Model logging equipment 

, . Subtotal 

Fire protection.project 

Fire protection project: 
Equipment 
Technical assistance and training 
Nationwide education program 

Total 



B. Environmental Action Plan 

This plan is designed to enable the FDP to'meet its environmental objectives, to 
ensure proper implementation of mitigating measures, and to continue promoting 
environmentally sound ,forest management practices. 

Environmental unit: It is critical that the FDP institutio,nt!lize a team 
composed 0f.initia.U~ two and increased gradually to fonl: profesisionals. 
Currently only one pexson is assigned to this activity and is ove;rwhelmd by ' a ' . 
the workload. This team will direct monitoring activities, contribute to forest , 

. . management and extension activities, coordinate educational activities, 
establish community -based inkrest groups, and coordinate actions related to 
the establishment, protection, and management of critical ecosystems within 
.the project area. 

Technical Assistalace/traWg. To meet staffing and training requirements, 
an initial input of external technical assistance is required to help the team get 
started. Twenty-one person-months over the remaining four years of the 
project is anticipated, i t  a maximum expense of approximate:ly US$284,000. 

Components of the'~ction Plan. These consist of forest management, 
protected area management, and environmental education/fores try extension. 

The forest management component will integrate environmental consideration in P 

management practices, including selection of harvest areas, road locatiorl, and logging 
activities. The purpose is to support the standing timber sale system and incorporate a 
monitoring system that will identify environmental impacts, their source and magnitude, and 
demonstrate alternative techniques to improve impact mitigating procedures. 

The protected area management component will oversee the planning and management 
a of the La Muralla and El Armado wildland refuges, and support and assist COHDEFOR's 

. . 
activities related to the planning of a nation.al,system of wildland areas. This component will . 

also coordinate training for project personnel on mahers related' to biological conservation . 

within the areas and in buffer zones. It will also coordinate scientific activities in support of 
protection and proper management and help induce the participation of local communities in 
the protection and proper use of resources of the protected areas and their buffer zones. 

Environmental educationlforestry extension is a vital component of this plan. It will 
coordinate and supervise the generation, distribution, and effective application of educational . 

materials and programs. This component also assumes the responsibility.of organizing and 
coordinating training activities of project personnel related to environmental protection, 
education, and agroforestry extension. The personnel in charge of this component should 
work closely with the project's social promoters and the small business enterprises 
component of the FDP to identify common purposes and strategies and work them more 
effectively. 



The "environmental unitn will require external monitoring on a periodic basis. It is 
recommended that the FDP involvc the USAID regional cnvironmental officer as required by 
the project paper, or alternatively contract with a specialist to monitor the environmental 
component of the project. This activity should be conducted over the life of the project at 
regular intervals-i.e., three times a year for a duration of two weeks each visit. 





The United S t a t e r  of America and the Republic of Bondurar r igaed l Project 

Agreement on Decembrr 29, 1987 Ro implement the Forertry Developant Project 

(5224246) 

The purpose of the  Project  i r  t o  improve the  management and r u r t a i m b l e  

productivity of comnercial plne fore r te  and the eff ic iency of 1ndurtri . l  

c o n k r r i o n  a d  marketing of wood p r d u c t r .  The' Project  addrerrer  one of the 

moat critical problem f a c l q  Bondurar, the  rapid deplet ion of the  c o u n t r ~ ~ r  

foreo t  rerourcer and the  pa ra f l e l  decline of the  lumber i n d u r t v ,  leading t o  

sub r t an t i a l  enviromental  impctr. Over t he  part 20 yearr ,  the  broadleaf 

forertr ,  have declined by a p p r o r i ~ t e l y  50 percent, f a l l i q  from 4 mill ion 

hect8r.8 t o  2 r l l U o l r  boctarer. Dodry t he  rme prfod, tha  rol\ne of pine 

fo re s t r  ha8 been reduced from 18 mill ion cubic meteta t o  28 mi l l ion  cubic 

r e t e r r .  Since 1978, lumber production hrr declined from 260 r i l l l o n  board 

f ee t  t o  about, 180 mill lon board, f ee t  per year,. , If the  f o r e r t  ' depletion trend . . 
i r  not reverred, . In lea. than two 8'e&rationr the& w i l l  n t k  k ruf f i c i e ~ ~ t  

rerourcer t o  &.la the  commercial rood "product .lnd'urtry. l u v i y  thouu& . 

economy. Moreover, 

v i l  J, be irrevocably 

employment and caurina a revere hardrhip on the nationma 

the e n v i r o ~ e n t a l  qua l i t y  and productivity of the  country 

and raverely d a ~ g e d .  

The project  c o n r i r t r  of three  integral ly  re la ted  componentr: (1) 
i n r t i t u t i o n a l  reor ientat ion of the Honduran Porertry Developaent Corporation 

(CQEDEFOE); (2) improved f o r e r t  unageren t  of relected rerourcer; and (3) 

rtrelpgthenlo(r of the  pr iva te  rec tor  f o r e r t  indurtry. Under i n e t i t u t i o ~ l  

reorfentation,  the  moat important i n n o v ~ t i o n  l a  the  change i n  t he  pract ice  of 



selling timbrr i n  ordwr t o  bat ter  ure  tha  a x l r t i w  rerource and a rea te  tEw 

invoSvement undar th io  componeat con t ro l  lumbar exporta and managerial 

afi'iciancy . 
, ., , , , 

The f o r e r t  management of ,selected a r m 8  ampharizer r a t i m l  u t i l i r a t i m ,  f i r @  
I protection and natural  regeneration. ' h a  l o c a l  population l a  involvod i n  both 

' the  management 8 ~ t i ~ i t i 8 8  and the u t  f l i z a t i o n  of the  f0re8t. Agricultural  . 
r t ab i l i r a t i on ,  agroforertry and range nanagemant aru  &lad conriderad a r  par t  
of the  program i n  order t o  achieve t he  integrated development of tho area. 

Tbe pr ivate  roctor r t r eog then iq  component i e  cornpored of technical 

' a m i r t a n c e ,  training,  and c r ed i t  t o  rupport  ibproveunt,  i n  the prodoet i r i  t y  

of the  wood producta indurtry. 

The planned l i f e  of project i a  revm yearr ,  v i t h  a Project Aooirta;'ee 

Carrpletion Date (PACD) i n  Dacembor of 1994, with a t 6 3 l  ca r t  of $32 mill ion.  
Tbe A.1.D. contribution conrirta of $20 r i j l l ion  ($15,959,000 i n  y r m t  fundr , 

and $4,041,000 i n  loan fundr). The Gooerrneat of Eondurav (G08) contribution,  

ccrrb and in-kind, conoiatr of a l i gh t ly  over $12 rfllioo. Am of March 31, 

1991, $17,919,000 har been obligated ($14,385,b00 i n  grant fundr and 
- $3,534 ,000 '1. loan fundr), and c u u l a t i v e  expenditurea have been $10,453,653. 

Within the part  year, the COB hr r  implemented Par-reachiq monetary and f i rcrr l  

r e f o r m  including adjurt=entr  t o  i t r  exchange rate and t a r i f f  regime8 . In 

rerponre, the  A.1.D. n i r r ion  i r  movirrg toward8 8 p r o g r u  directed at removing ' 

r ec to ra l  poltcy conatraihta and which emphasizar t rade a d  inrertment, 

d u o c r a t f c  i n r t i t u t i on r ,  and the enviroment .  



- The rtudy required i n  t b i r  vork order  w5U iudepondently evaluate tho , 

Pro jec tga  ruccera t o  dates the rppropria tanerr  of prs ject  d e r i l n  a h a  recent 
. I 

, ecoaomic c h a q e r ,  the nev Econosic h r i a t a a c e  8trategy fo r ,Can t t r l  Amaricc,' - 
t he  groyth of 8yaranerr and ooncmn i n  tb. Illoitod S ta te r  of worldwtda - 
rnvirormental i rauer  ouch am 8 lob r l  warml- and toopiclrl f o r e r t  dep le t im;  
and all reca rend  option# regc2din.g fu tu re  projact implrentat loa .  * A  

* 

n!.dtet. evaluation of the Oorartry Development Pro ject ,  5224d46. 

The Project  Purpore l a  c9 .improve the  autmgement and r w t e i ~ b l e  productivity 

of ca r rc i .1  pine formto and the  af f ib iency  of indrrtri.1 con ren ioa  and 

~ r k e t i n ~  of woad p t ~ d u c t ~ . .  'Ibe kay object ive  of the evrlucrtion i r  to  

eva lua te  tbe  Projectfir  accorp1ir)arenta t o  date,  and i t 8  ruccerr i n  a c h l e r l q  

t he  ,'lje:t Putp088 a@ mearured chtougb tba vet i f  i a b h  i n d h 8 t o t ~ .  

The eaaluat ion w i l l  t r o t  arruarptlonr rev r d l a  t h r  project drrfgo and wi l l  

recommend project d e r i p  and/or l a p l e m e n ~ ~ t l o n  chawor . In  thf r ,re#ard, the 

.~valua; lon rill examine the Pro Jac t contribution t o  important hi8ho.t l w e l  

goale,  rucb rr the prroervation and sur ta inab l r  ure of the natural  rerource 

bare, am dercribad i n  the Environmenul h o e o n e n t  of the Project ead i n  t b e  

Pro jec t  Paper. 

'Ibe avalucrtioa team w l l l  review a11 re levant  docmentatioo includi tu  the  

Pro jac t  Paper, A a I o D a  Project f i l e #  sad hreliw data  available at COEDCMI, 



currant implaan ta t ion  r t a tu r ,  outlook (lea. ,  a t t a i m s n t  of p r o j w t  purpoar 
a d  otrtputa, projaet  ndmlniatration, atc.) , a d  the  L a p e t  ik Project  10 

having on the anv i roaaa t ,  It v l l l  make racuwaondationa ra#ardiag l a r ron r  

]Saanud, tho futura  of t l a  Prgjact, aqd on the  lowyaa- d f a c t r  on tha  
I .  

a r ~ v i r o ~ i o n t  'wltb add a t h o u t  %l.Oe aupport f ~ r . ~ f o r a o t r y  rotivICi.. 1.' 

riondurrr . 
The avaluatlon w l l l  a u r f n a  the continuad approprlatanarr  of plannad outputr  

now tha t  r a e  bric' a c o a a i c  codie ionr  and , rac tonl '  pol ic iar  hara c h a ~ a d ,  = 

and barad on axparfancu i n  adcu t lug  the  Projact  to  date.  tba avaluation v i l l  

e x a t n o  (1) u r i r t a n c a  t o  the c m a r c i a l  f o r a r t r y  lndurt ry  a d  vhathar o r  not 
i t  i r  e r ran t la1  t o  achiaving the Projact Purpoaa, (2) tha ma~nl tuda of tha  

anviroment.1 problem i n  Bondurar relatad t o  fo ra r t ry ,  tb ProJact'r . - 
contribution t o  anvfronmantal conaarjration and ubathar o r  not t h f r  area  maritr 

a d j u r b m t  , l n c l u d l q  tha introductfon of hardrod.  i b t o  tbe  Pro Ject  , and (3) 

tha ,ralationrBlp of tha Projact t a  the Hl r r ionDr  pxlor i ty  on i ac raar lng  
u p o r t r  of maufacturad rood products. Othar rpeclf lc '  reear r r a  a r t h u l a t a d  

i n  rucceediry aacrionr. 

I I 

'I, szumlm OF FltlU - 
- . . 

4.. Gen0r.l Tmka 

. - 
- 

Tha cootractor 'r  term v l l l  amly t e  and reviev project docrrmanta and 

recordr, bareline data,  ver i f iable  i d f c a t o r r ,  purgtzue and m.1, i n  order  

t o  get  a bar lc  underotandiq of the Ptoject 'o objective,  p h i l ~ ~ ~ p h ~ ,  

fmplaentat ion plan aad a c c o ~ p l l r b a n t o  . 
I n  a l l  of the  a t ea r  t ha t  w i l l  h araluatad,  t he  contractor v i l l  aarrlyra' 
tha f s l l o v i q  i r ruea a r  they r e l a t e  t o  p ro jec t  progrer8: 



What qro tho provaillag f o r o r t  a I d , u r l w t l -  condit ionr l o  r i r i l a r  

geolrdphic urr ra  t ha t  do mot rocoiro  project  ruppott? 

Ukat bar .  boon tlu affoctivonorr of tho technical '  a r r i reanco  teaa i n  , ' 

( I .  

organiaitq, planning id a u c u t i n g  projoct  r t i v t t i e r ? ,  

~ b . t  capacity IWO b o a  dovolopod v i t h i n  C O H D B ~  t o  carry out tho 

required project  .c t iri tiart 
h t  ir tho rolationrhfp and coord i lu t ion  of project  e f f o r t r  v i t h  tho 

o t l u r  officoc ~f C(flD&MPt 

Yh.t ir tho love1 'of p o l i t i c a l  dl1 and capacity of tho Covotnrsnt of 

Eondurar t o  rupport projoct actlritier and relevant policy c h r q e r t  

Rave tho Project 'r envirormental i r p a c t r  be-u m n r i r  t e n t  with 

tnviroraarntal Abermont  guidol iner?  Should tho Projoct  place more, 

emph+rir on e n v l r o ~ e n t a l  protect ion,  ouch a r  v l l d l m d r  and rererve . 
, 

management? 

g. 10 tho complexity of the projoct  an i r ruo;  Lo.,  i r  t h e  project  

organitation a d / o r  tho r t ruc tu ro  of components hivirrg a negative 

impact on projoct e x ~ a d i t u r o a  or achievemoat of tho Project  Purporo 

or  output, and a r e  project d e r i g ~  chaoger aeodedt 

8 iE 
l o r  a l l  of the araar analyged, the contractor  v i l l  evalu+te the  prereat  L 

r i tua t ion  and ~ k e  rpec i f i e  rec~endationa..Rec~endatiomr ohould be 

prf&isod with v j o i  recommendotio~r ohom ' i n  the body of t he  r o b r t  , ' 

and recondary recaoeodatiour l i r t o d  i n  an imam, a d  rhould include 

r p c i f i c .  objoctfver and actfonr t h a t  a r e  t o  be taken, a r  -11 a r  t he  

inputr required and tho coot of irplementiag tho recmendot ioao .  The 

contractor v i U  a l r o  provide a aeparato chaptor on tho Pro jec tgo  

envfromentrl  impact8 vhich v i l l  bring tho Projectgo Envi romeat r l  

Aarsrnont (BA) up t o  date  b a e d  oa currant  knovled~o and tho progac;urir 

fo r  the future. In  addition, e n r l r o m e n t a l  l s rue r  and 1rp.ctr vill k 

integrated throughout tho bod J of the  report ,  Woman-in-Dovolopment 

irruoa all a100 k coverod under thir avaluation to dotorr&ne -en 

par t ic ipat ioa  ia  project  a c t i r l ~ f . r ,  any conr t ra in t r  for t b r l r  

part icipation (cultural ,  lack of d r q u a t o  p r a o t i o n ,  extear ion ro r r i ca r ,  



1. S t a a d i ~  Tiabet Saler Syrtem, 

 be o v a l u t o n  rill de t l r e  a r u p l i -  met~~atolow and viil analyro an 

appropriate number of t i rk r  harvar t iag  opera t iour ,  r t r a t i f y i n g  eh. 
r u p l e  uoaq operatlono under tho  now timber raler p r o l r a  and thore 

under tho t r a d i t i o ~ l  method, t o  compare tho e c o a a i c  andl fin8nci.l 

effectiveneur and ent i r~nm@ntal  impact of both r y r t e u .  To the extent 

da ta  i r  rvaf lable  the  contrrctor may f ind  it u re fu l  t o  analyze L i r to r i ca l  

da ta  r e g r r d i ~  coumerclal extract ion of pino f o r e r t r .  

The contractor 'r  report vill contain  obrervat ions ,  quant i ta t ive  and 

qua l i t a t i ve  data,  and amlyrer  of ouch d a t a  regarding both e j r tene  on the  

f o l l o v l w  irruer:  

Vht Ir tho u o u n t  mod qual i ty  of u t o r l a l  r r u i a i q  i n  the  fo re r t  

, . f a: ? o both cut and &dlq? 

Vhat a r e  the lo$rer due ' to  f e l l i n 8  and buckin# technlquert 

Uhat i r  the  qual i ty  of loagiry roadr,  r e l a t i v e  t o  rpecif icat lonr  r a t  

out i n  projoct . docmantr? ' , a .  

' What a r e  the' r o i l  conrervotion and rroaiton control  techniquer being 

put i n  pract ice ,  and vbrt 10 the onv i romea ta l  i m p a c t  of botb r y r t e r r ?  

What i r  t he  coet  coap.tiron of t h e  t r a d i t i o n a l  and nev 'rtondiq 

timber u l a r  ryrtem? The coapariron a u r t  i n d d c ~ t e  the  c a r t  t o  . 
COUDEFOE and t o  the private wood indumtry. 

What concluriono can be d r a m  from a n  e c o n a l c  analyolo of both 1 - - 
ryr  t e u t  

- 
I 

Xr tho uouat  and effoct i tenorr  of f o r e r t  r u p e n i r i o n  under each 
/ 

ryrtem doqua to?  

lu the  q M t y  control of t he  nev t i m b e r  raler ryrtem arrured 

'accurate tlmbor VO~IM arrerrmeotat  
. . 

Do vd.o par t ic ip r ta  l o  ther.' tvo oyrtemr a c t i v i t i e r t  I f  not, h t  

a r e  tb. conrt ra ia t r?  



The contractor  w i l l  avalurte tho Project ' r  f u tu re  plan f o r  the  

fmpleaenktion of the  proarm nationvide, i n  temr of COBDEW8'8 

c m t m e n t  t o  the  r y r t m  a d  the  8 v a i l a b l l i t y  of vehicle, eq .u ipen t  and 
. 

technical rerourcer  t o  maintain t he  ryrtem i n  operation, a t  an acceptable ' 

l e v e l  of a f f ic leocy  and qual i ty  control .  

The Project a c t i v l t l e r  i n  the uaagement a rea  of La Unldn have been 

car r ied  out only i n  part  of the area. h e  contractor  v i l l  emtablirh a 

methodology to determine .the maguituda and e f fec t iveoer r  of various 

technolo&ier of t he  Project'e impact i n  the  a r e a  and ertablimh 

comparironr ba tman the arear with Project  in tervent ion and thoee arear 

r t i l l  unaffected by the ac t iv i ty .  The cont rac tor  vill evaluate  Project 

a c t i v i t i e s  i n  the  area t o  determine technical  and eocio/econaaric bsnef i t r  

genderdirageregated a r  appropriate, dravbackr rod coat effectfvenera,  

baaed on h r e l i n a  da ta  and tho r e r u l t r  of t he  compariuon amly re r .  I f  

geodar d ip-qgr r~nted  data i r  mot k i n g  co l l ec t ed ,  the Contractor muet 

make r r e c m e o d r t i o n ,  rpecifjriog ind ica tor r .  There amlyoer  dl1 

characterize t he  follouiag rpec i f i c  r r snr :  

What har .been the  .f fectivenear of Projec t-related i n i t l a f i v e r  t o  

Improve t r a d i t i o n a l  practicer i n  c a t t l e  g r a t i a g  and raage management 

i n  th forer ted  a rear t  

What a r e  t he  r e r u l t r  of a cornpariron of t r a d i t i o n a l  and improved 

h i l l r i d e  agr icu l tu re  a c t i r i t i e r  i a  t he  a r ea ,  includirrg ertbmated farm 

budgeta v i t h  and vithout t he  Project ,  f o r  moot importaut c ropr t  f r  

there  a d i f fe rence  fo r  women-headed householdrt 

What e f f e c t  har project in tervent ion had on the l o c a l  economy, 

i n c l u d i ~  averaao i a c a e  of local population, u j o r  rourcer and 

d i r t r i b u t l m  of the  lacoao by economic r t r a t a  a d  rext 
What ef fect lvenerr  

project  a c t i r i t i e r  

hare the  econmic  

and i m p r o r i ~  the  local ecoaomyt 



e. What b r  beon tho amount and type of f o r o r t  urngameat a c t i v i t i w  

durlag the h o t  f i v e  yearm, includiag e r t i u t e o  of the  quanti ty a d  

coat  of work, number of parronr iovolwad (by gander) and incoae 

ganarrted? 

f . What b.r h e n  the  impact of the  pro*raa on 'tr.di tionhla & 
n o n - c m e r c i a l  u r e  of t he  f o r a r t  f o r  tuelvood, o r  otbar f a t l y  or 

co tm~ni ty  neadr? Bov ham t h i r  a f fec ted  voren da i ly  a c t i v i t i e r ?  

g. Uhat are the  ramultm of 8 cotpariaon of the  araa ' r  fo ror t  uuagemant 

a c t i r i t i e a  v i t h  t he  o tber  orrugemeat aream king I a p l a n ~ t e d  

COlWP(R,  i n  teram of t i m b r  y ie ld ,  r u r t a inab i l i t y ,  income generated, 

and/or otber impact i ad ica tor r  er tabl i rhod by contractor? 

b. Uhat bar been' t he  ef f a c t  of the  Projact'm interventionr i n  the aream 

of t r e e  regeneration and i n  in tensive f i r e  protaction and controlled 

burnat 

3. Reorientation of COEDEWP 

h e  contractor vill reriev coobitloar prtor ro Project  implementatton and . 
prerent i n e t i t u t i o ~ l ,  unaga r i r l . ,  h u u n  resource, f inancial  and other 

conditionr i n  order t o  analyze the improvemeat and/or def ic iencier  that  
. . 

bare occurred d u r l y  t he  l i f e  of t h i  ~ro$ct,. 
, 

h e  rtudy vill l l a t  t he  procedurer and regulat lonr  propored byatbe 

Project ,  v i l l  a'aalyze their adequacy, and w i l l  examine tho r t y e  of 

implarcotation of each propomal. The rtudy w l l l  a r s e r r  how well the  

Project  i r  moriw taua td  the objective of t he  reor iea ta t ioa  o) COBWm. 

It v i l l  iden t i fy  the rccorplir tmentr ,  impedimenta and draw cooclwiono 

r e g a r d i ~ q  le r ronr  Iearaed. The mtudy dl1 analyze the relevaace of the  

Project  1ntet.entiour i n  t h i o  area, t h e i r  degree of effectirenerm la 
l m p r o r i q  C0806n'm ef f ic iency ,  a d  t h e  l o r e l  of acceptance and 

c 4 t - t  t o  chaw by the inmtitution, a d  vfll propore coacteto etepm 

required f o r  f u l l  implementation by COBFVOI, 



4. Aorirtqnce to the Forert Industry 

The contractor  w i l l  e r t a b l i r h  a me tho do lo^, and u u p l e  fo r  e v a l u r t i w  - 
' operation8 u r i w  'the nav ~tirbar .raler progtm a d  " t rad i t iona l  

c o a e r c i d  practicer". Thir r e t h o d o l o u  vlll inqlude f i e l d  vork and 

all be di r ided  amow operatlono urirrg ghe new timber r a l e r  program 

and thore tinder the  t radi t ion81 method i n  order t o  e r t a b l i r h  . 
ve r i f i ab l e  comparironr, m a k i q  reference to brrreline da ta  and project . 
indicatornu. 

The contractor  w i l l  evaluate logging prac t ice r  wds r  each ryatea  and 

iadicata  t he  area. uhere improvement 10 neceroary. The evaluation 

w i l l  contain obrervations and an analyolo of quanti tat ive and 

qua l i t a t i ve  da ta  r'egarding the  fo l lov ing  iaruer: 

(1) Yh.t i m  the  amount and q u a l i t y  of u t e r i a l  r . u i n i u #  i n  the  

fo re r t  cuttiw arear both cu t  and atanding? Thir v i l l  includc 

obrervationr and a n d j r f r  regarding the  genetic qual i ty  of tree. 

l e f t  r t a n d i q .  

(2) What io  the  qual i ty  of loggin$ roadr? 

(3) What a r c  the envirornentel  lmpactq of both t y h r  of l o g e i u  

pract icer ,  and what a r e  t he  projectloam for  the future  regards* 

rur t a i n a b i l i t y  , c t c t  

(4) M a t  a r e  the  l o r r e r  due to ,  f e l l i n $  aod buckin8 techniqusa? 

(5) Uhat 10 the  mount of h a r r e r t  b e i q  carr ied out under each ryrteq 

over t i r e ?  

The coa t rac tor  v i l l  e r t a b l i r h  a me tho do lo^^ .ad r u p l e  t o  determiua 

c t u q e r  i n  mur i l l i q  pract icer  over  t h e  p o t  reveral year., tha 



e f f e c t  of Pro jec t  inopired changer i n  t i n k t  r a l a r , , f o r a r t  

nsnq~ement, logging and the ef f rc t ivenerr  of the a c t i v i t i e r  belog - 
carr ied out  a d  t h e  r e ru l t r  obtained by the  t e c b n l a l  a r r i r t a n c e ~ w i t  

of tha ?or&ry Project. Ib. contractor +ll analpa  tho imprctr the . ' 
Project  ham had on the  r r w a i l l l q  i ndu r~ ry .  The f o r e r t  indwtry  t b t  

her nce lvad  pro jac t  rupport m o t  81.0 be analyzed i n  order t o  

determine i f  t he  e ra i r tance  18 -11 received a d  v t ~ t  action. have 

taken place 8s a r e r u l t  of the Project 'r aar l r t8nce.  

h e  r u p l i n g  methodology vill be capable of thoroughly eraluatlog 

maoufac t u r i ag  r e r u l t r  of an appropriate umber  of r a m i l l i ~  

. operat i  onr , covering t he i r  procesrer, f r a  dafivered logr  through 

f i n a l  maleable productr. S a e  of the rawmillo raapled ohould receive 

108. from forearm being u t i l i zed  under t he  n e w  timber .ale. ko8ram, 

and r a e  ehould uork v i th  logr huver ted  under t he  t rad i t iona l  

method. Caoparative quanti tat ive and qua l i t a t i ve  da ta  (bareline and 

evaluation-~enerated) regardi q a t  l e aa t  the  f o l l o v i q  indicatorn 

rhould be inalyzeR and reported: 

(1) What i e  the a v e r a ~ e  recover?, board feet /cubic  meter, per log. 

diameter c l a m ?  
' (2) What 10 the  'amount of warte i n  r a m i l l i o g ,  p l a n n i q  and d q i q  

operat i  onr and uhat i o  the rource, type of warte, and progrero ,' 

tbvard u t i l i z a t i o n ?  

(3) Row much mire variat ion tolerance, end progrerr  i n  quali ty 

control  ir  being achieved? 

(4) Wt a r e  the  t e r u l t r  of an analyr i r  of log .ire a d  

receitrsd by t h e  r ~ u i l l r  lncludlry d l r t r i b u t l o n r  accordinr~ t o  

, diameter? 

'A- 10 



d. Should the Project place *re emphr i r ,  on wilhlam~a and rooerro roue 

, u n q a ( n t  i n  view of COBBPQgr re&mtly exp r~ded  u d a t o  i n  t h i r  

a r m ?  
I '  

a. :.I. the ~ r o & c t @ r  o ~ l ~ l o a l  lnv i romanta l  Aaaeament ltlll val id?  a , , ' - 

C. Quallflatioar of "ha 

The Projrct  w i l l  bosevaluated i n  the area. of t lakr raler, foreot 

aurnaguent (including ag r i cu l tu r e  and range management ar pac ta) , 
a d d n i r t r a t i v e  rupport t o  COliDE?UR, a r r i r t a n c e  t o  t he  f o r e r t  laduatry 

(includiag c red i t  and r u l l  induotry coaponente), environmental e f fec te  

and training. Woman-in-Development (WID) w i l l  ba t rea ted  e x p l i c i t l y  i n  

a l l  arerr. Dat8 w i l l  be compiled and anrlyzed by gender (contribution to 
the project, and bmef i t a )  . 
Thir e rdua t ion  w i l l  require t a u  of a ix  lndividualr ,  a l l  of whom w i l l  

h.r. B ~ l a b / S p . n l e b  flruocy at the I81 ENS3 l eve l ,  am. w a l l  u prfar 
experience l m  Central America m d  in  evcllurtion of t o t e r t r y  o r  n r tu r a l  

rerource-relrted b i l a t e r a l  developaent projecto. Spec i f ic  requirerents  

a re  aa follouu: 

Team Leader/?o'rert ~ ~ n r g e m e n t  S p e c l d i r t  .(60 mrkdayr) . Requiter a t  

leiaF ten yearr f i e l d  experiance i n  u n a g i q  l a rge  evaluation t e u a ,  

prior evaluation of f o r e r t  r a ~ g e m e n t  a c t l v i t l e r  i n  La t in  America, 

derian experience l a  fo rce t ry  unageaent  projactr ,  pine foremt 

Prwaeaent ac t i v l t be r ,  a d  a B.S. degree l o  forsotry.  

Wood Induotry Spec i a l i r t  (23 workdayr). Bequirer at laart 10 yearr  

expatience with mod barver t ing and p r o c e r a i q  a c t l r l t i e r ,  i n c l u d i a  

pine lumber and aecondery product a c t i v l t l e o  and evaluation 

expwienco . 



c. Public Mminir t ra t ion Sp.cialiot  (25 worltdayr) . Requirar 8 yearr  
- 

- axpe r i~nce  i n  tha  pr ivr ta  rector vltl rase publ ic  driair trat ion 
exprrtence, ergcrcia11y v l t h  prrmtatal buminerrao preferably i n  the  

f o r e h  rec tor, $ncludiag k n a r l e d ~ a  of budgeticy, f inancL1 a lu ly r ld ,  , 

control procadurea and c r e d i t  a d r i ~ i r t r a t i o o ~  

d. Rural Sociologir t  (30 vorkdayag u y  be local hire).  Raquiraa tan  

yearm erperience i n  u m g i o g  a d / o r  ~ v ~ u ~ ~ I u ~  ag r i cu l tu r a l  o r  

integrated r u r a l  developeat  a c t i d t i e r  i r r  devaloplqq countriaa, 

including expert i r e  i n  h i l l r i d a  c u l t i v a t i o n  and pr r tu re r ,  WID, and 

eoc i r l  forsotry. 

a. lkonomiet (15 vork dayr). Require8 a t  h a r t  f i v e  yearr  erperience i n  

e c o a a i c  aua lyr ia  of Natural Rarourcar Management ProJactr and Ph.D. 

level  0 tudirr .  

f a  e n v i r ~ ~ e o t a l i r t  (30 vork dayr). Requireo a t  l e a a t  told p r r r  f i e l d  

exporirnce i n  fo re r t  conrervation and management, demonotrated 

experience i n  reviawin$ and prepar iw dnvironmentrl Aorerrmeatr a d  a 

PLD. i n  I n v i r o m n t a l  SCianceo. 

The timiw of t r ave l  for pooitianr b. through f a  v i l l  be up t o  the  
1 

contraceor, but murt be within the t h e  frame of  the  60 dry. prortded f o r  

tha t e a  leader. *11 t rave l  MU tm coaoiotrnt  i r i t h ' ~ ~  ~ove-ent t r a v e l  - 

. . 
regulrtlona and any' r e r t r i c t i m r  vhich. may be 16 ef  f a c t  at  the time. 

: . 
The T e u  Leader v i l l  be rerponrible f o r  t he  v r i t i n g ,  edit'ing and 

ruk i r r icm of the  d r a f t  a d  f l m l  tepor t r .  

'Ihe araluation team vlll f u l f i l l  the  fol lovine reporti- requiremento : 
A. After the f i r r t  week on rite, a d r a f t  w r k p l a n  and ou t l i ne  of the  repor t ,  

.to include the  re thodolo~ieo  propored f o r  g e w r a f i n g  a q  primary d a t a  . 

r&quirmentr (ouch 80 o u p l i n g  a d  r t r a t i t y i n a  procedureo) dl1 k 

praranted o r a l l y  and i n  uritiw' t o  USAID tor dimcurrion and approval. 



B. No l e r r  than tvaoty work dayr p r io r  t o  departure,  the Team Larder w i l l  

prrrent  f ive  copier of u dra f t  report  i n  Eagl i rh  t o  the  USAID Projec t  

a .  U S A I D / B O ~ ~ U ~ ~ O  riii re r i ev  tho. d r a f t  and p r~v id .  c m e m t a  

wltbin ten work day.. Pr ior  t o  departure,  t he  evaluation h a m ' t u d e r  

"ill prerrnt 14 cop1.0 of tho' firm1 t e c h a i u l  repor t  tbhich addremrw 

USAID c-entr. repor t  ~ i i l  contain t h e  f o i i o a o g r  
' .  

1. txecutive rmmary: 

Containin8 developaent objectiver of t he  project  or progrom t o  be 

evaluated, purpore of the evaluation,  r tudy method, findingo, 

conclurionr, rrconnendatlonr, l e r ronr  learned,  and commeatr on 

developneat imp8ct. The Executive S~ppgary mubt ba a relf-contained 

, document. 

2. Project i den t l f l ca t i oo  data  rheet. 

3. Table of contentr. 

4. Body of Report: The body of the report ahould be no more than 40 

p.rer and proride th. ' In foru t ion  (eridence and a m l y r i r )  on which 

the conclur?oar and r e c o ~ e n d a t i o l r r  a r e  bared. The body of t he  

report wi l l  include the  purpore of the  e n l u a t i o n ,  t he  economic, 

po l i t i c a l  and r o c i a l  context of the  pro jec t ,  t a u  composition and the 

t o l e  it played i n  the evaluation, methodology, f i n d i q r  of the  

eralurrtioa organired by rubheadirrgr (any deviat ion f t a  the  SOW murt 

k e q h i n ~ d )  , conclurionr , r e c o r e n d a t i o ~ ~ r ,  l e r ron r  learned v i l l  k 

ia .aepatate  rect ionr .  Cooclurioor v l l l  be oupported by f i n d i n ~ r ,  and 

recmendat lonr  v l l l  be bared on conclurloar.  Conclurioar and 

recmendat ionr  v i l l  be organized by rubhaad ln~ ,  t he  conclurioar and 

rcc-endatlono ebould be abort  and rucclact .  Lerronr ' learned rhould . 

dercribe the  caura l  r e l r t i on rh ip  f a c t o r  t h a t  proved critical to 

project auccerr o r  f a i l u r e ,  lncludiag necerrarl, p o l i t i c a l  policy, 

economic, aoc i a l  and bureaucratic precondit ionr v l i b i n  t he  h o r t  

country and A.I.D.' Them should 'also include diecurriom of t h e  



tecbniquer or, aiproachar vhich provad sort of fac t ive  or had t o  ba 

chrnged, a d  uhy, Lerronr ralmtib~ t o  r r p l i c a b i l i t y  and 

our ta inrbi l ley a u r t  rlro k dircur8ed, Detailed i n fo rmt ion /  , 

c)ur t i f imt ion  rhould' br prottided i n  the aanezea'wlth refereocer t o  
- 

I .  

there annexes ia the t a r t  ubare approprirto,  

5. Propored revirad implaentot ion plan, budg.t, l o a i c a l  f r ~ e w o r k ,  and 

Unriroumental Aroerrmeot. 

6. Appd1c.0, i n c l u d t q  mope of vork, l irt  

contacted, docrrmentr u t i l i zed ,  e tc .  

In  addition to the above, the evaluatioa Term 

Abrtracr and ~.rrrtiwe rectionr of the  A.I.D. 

of individualo and a g e n c P ~ r  

Leader w l l l  complete the 

Evaluation Suamary For& 

Within 30 dayr of rubmirrion of the f i n a l  repor t  i n  Engltrh, 5 copier  of 

a Spanish t r a n r l a t l o n  of p r r t r  3 and 4 (Table of Coatentr rod body of 

report) v i l l  be muhi t t ed  t o  the  Hiorion. 

The contractor rhrP1 report  d i rec t ly  t o  the  Director of the  Office. of Rural 

k a l o p p e n t  o r  h l r  derignee and vill vork on a .day-to-day b r i o  v l t h  the 

lo ren t ry  Project Off leer, the  Corertry Advloor , t he  Peror t r y  Project  hcbnicm& 

Arrirtance Team and the  head of COEDEPaP'o Forer t ry  Project  Unit. 

183 vork dayr a r e  ordered; the  contractor i r  authorized up t o  a a i r d a y  work 

weak with ao premium pay. 

pit. ponm 

Teguci~atpr ,  Bondurar and t ravel  within 



COBDIWCJU a r a e e  t o  give the team f u l l  accarm t o  ray  relevant i u f o t u t i o m  or 

, data  i t  d 8 h t  nard and provlde o f f i ce  rpace. Thr t r h  w i l l  co l lebora t r  

h o r r l ,  d t h  COliDER(R!r u m g s w n t  a t a f  f , pa r t i cu l a r ly  v l th  t'he l o r r a t r y  
- 

Project 0246 a d  tho Foreetry Department. For uxiaum effieleocy,  the  t e u  

v i l l  provide t t r  OWXI vehicle and ccrvor l t m  om r s c r e t a r b l ,  t rans la t ion  a d  

vehicle operatlog expenmar, 

Upon a r r i v a l ,  the team v i l l  be prerented with a e e r i e r  of docuaenta, both from 

USAID and COtlDEm, for  review and reference,  Thim w i l l  include a t  learnt the 

1. PDP Project  paper; wlth'annexer, 

2. PDP Project  Agreement a t h  Aaendmentm. 

3. COtlDBrOill documenfation prepared in compliance with coadlt ionr procadent. 

4 .  COBDWOR Pruject reporto. 

5. Repottrn prepared by USPS TA team and S-T adrimore. 

6. londurar Country Enviroraaental P r o f i l e  and Perf11 Asbiental 1989. 
+ . 

, . 7. ' ~ r o ' j e c t  S ; + ~ ~ ~ a i  ' ~ e ~ o r r . .  . . 
' 8. ' Docubentation on Credit Program . . 

9. Current PDP Implementation Plan, Budget and Log P r u e .  



AWNEX B 
' DOCUMENTS REVIEWED 

Albrnativas de Incremento por Tronconaje 6-1 1-90 
Complemento de 10s Compromises del Oobiemo de Honduras sobre el Subsector Foytal 
para la Misidn del3valuwidn del Prdstamo de Ajuste Sectorial Agdcola (AOSAL) - 
Contrato.de Compra-Venta de' Madera: en Pi6 I '  

Final Report on Project Training-Linda Lynen 81 119 1 
Perfil Ambientid de Honduras 1989-English Summary 
Plan de Implementacidn AOSAC Subsector Forestal 
Plan de Manejs Forestal-Area No. 1-La Unidn 
Planificacidn de Ventasl 
Project Agreement-Honduras y USA 12-29-87 
Project Paper-AID Prog. # 522-0246 
Project Reports By COHDEFOR 
Feb, 1, 1988 - Sept. 29, 1989 
April - June 1990 
July - Sept. 1990 
Nov. 1 - Dec. 31 1990 
Oct. - Dec. 1990 
Jan - March 1991 
Short-term Technical Assistance Reports-14 in all 
Situaci6n Actual de la Venta de Mandem en Pie, Logros y Problemas 
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ANNEX C 
PERSONS INTERVIEWED 

Alvar6z Ramdn, USAID 
Archaga Luis Fernando, COHDEFOR 
Alvares Rarnbn, liaison officer PDF-USAID - 
Antbnez. Angel Roberto, social promotor 
Argueda Rubtn, production manager, Promot Industries in Talanga 
Barborak Jim, Paseo Pantero 
Betancourt Jorge, Cuerpo de Paz - 

Barahona E. Carlos, Forest Protection, PDF-La Unidn 
Barahona Lizardo, legal advim 
Barborak Jim, wildland mg,t. spec., Universidad para la Paz (Costa Rica) and "Paseo 

Pantera" representative 
Barrientos de Guilldn Carolina, incentives coordinator 1 

Bennaton Abraham, executive president, Honduras Plywood, S .A. 
Betancourt Jorge, natural resources coordinator, Peace Corps 
Bueso H. Amaldo, timber sale administration, PDF-La Wni6n 
Berberich Karl, owner, MAHPROSA, wood preservation facilities 
Carlos, AMI, Ojojona coordinator (COHDEFOR) 
Carranza Gabriel, chief accountant 
Cruz Guerrero Amulfo, executive director, COLPROF9lI and former PDF Environmental 

Officer 
Cabrera Ren6 Roberto, head, COHDEFOR, Forest Industries Department 
Carias Duvd, owner, Promai Industries in Talanga 
Cortes Luis, general manager of TRAMAVEL 
Davis Paul, USAID 
Dub Hugo, Technical Assistance Unit, COHDEFOR . 
Dur6n Rarnos D. Hugo, Chief, Agricultural Program 
Escoto Danilo, COHDEFOR 
Erazo Ana Maria, COHDEFOWJuticalpa and GEO (Grupo Ecoldgico de Olancho) 
Escoto Umanzor Danilo H., project director, FDP 
Espinoza Tulio Hernh, production manager, Tracoma, broomhandle factory 
Flores Gloria Lorena, COHDEFOR 
Fortin Rolando, technical assistance in timber saldwood industries 
Gamero Rm6, COHDEFOR 
Gandy Robert, Tropical Research and Development 
Guevm Jorge, Pl1':JD 
GuilPn Leonel, COHDEFOR 
Galeano Muilos Has, chief, Protected Areas United, COHDEFOR 
Griffin Katherine, PI : Corps volunteer, La Muralla 
Gatlin John, owner and general manager, 'iodeco Co. (Yoro) . 
Gutierres Gabriel, general manager, Aserradem "El Bijao" 
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Heam Peter, liaison officer, LUPE-USAID 
Hernandez Oscar, agronomist respnsible for agroforestry ' 

Jordan Jack, AID project officer 
Jorge, COHDEFOR/Distrito Central, Timber Sale Admin, 
Lara Ren6 a,, chief, La Uni6n Management Unit, PDF-COHDEFOR 
Lanza Mariana de Jesds, social promoter 
Lobo Fredy Roberto, social promoter 
Lanias Salvador, owner and president, Asedero Jod Lamas 
Lima .Ricardo, owner-president, MADORSA 
Maradiaga Enrique, coordinator TR&D component, PDF 
Medina Roberto, COHDEFOR 
Mejia Ethelinda, manager, PinancdAdministration Department 
Molina Alejandrina, Personnel CBHDEFOR/AID Project 
Moncada Jose Reynddo, assistant chief, DB Department 
Molina Mateo, COHDEFOR 
Mulioz Edas, ESNACIFOR 
Matamorros Henry Omar, social promoter 
Matero Molina Edwin, technical advisor to general manager, COHDEFOR 
Merlo Medina Livio R., timber sale administrator, PDF 
Modes Gustavo A,, director, ESNACIFOR 
Maradiaga Enrique, Tropical Research Development . 
Martinez Jod Alfredo, COHDEFOR forestry salen technician 
Mdina Roberto, AID training officer 
Nufiez Rigoberto, Tknico Forestal Dadnorno Principal de Honduply 
Peiia Pav6n Norma, COHDEFOR 
Per& R. D, Noe, in charge of preparing Salam6 unit Management Plan. 
Pineda Oscar de Jesbs, social promoter 
RenC Semo,  AMADHO 
Reyes Aida, Honduran American Chambe,r of Commerce 
Reyes ctc Maduro Sonia, Honduran Amexican Chamber of Commerce 
Rey Ma,.ael, biologist, assistant administrator, La Muralla W.R. . 
Romero Gloria Maria, social promoter 
Rivas Miguel Angel, production manager, Bijao, Sawmill, hlanga 

. Rivera Limdro, tecnico forestal Ddnomo ahd asistente de Honduply 
Rosario Rafael, AID project officer 
Salazar A. Miguel, chief, Forest Protection Department, COHDEFOR 
Serrano Red, technical advisor, AMADHO 
Sinclair Saul, manager, COHDEFOR Forestry Department 
Taylor Winston, poduction manager, Aserradero Jose Lamas 
Torrealba Orlando, fmanc. analyst infraestructure, IDB-Hond. 
Tovar Edy, partner, Tovar Lopez y Asociados 
Trochez Carlos Alberto, Payroll Administration 
Urrutia Juan Pablo, Privatization Commission 
Valle Luis, technical assistance advisor in COHDEFOR 
Velac,uez Luis, owner, Aserradero "San Jodn and TRAMAVEL 
Villataro Carlos, .chief internal auditor 

C-2 



Weelock Jerry, administrator, La Muralla W.R. 
Weuenschwander Alqufles, PA0  
Zclaya Carlos Orlando, owner, Tracoma, a broomhandle factory in Talaga 
Zclaya Jorge, administrator, COHDEFOWAID Project 
Zelaya Sbso Francisco, personnel manager 
Zclaya Manuel, repfaentative of Olancho Province in the National Congress and President 

of AMADHO 
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I. PO&ITICAL, WACROECONOUPC, M D  8ECTORAL CHMtQE8 81NC8 PROJECT 
DE8IQM AWD APPROVAL 

The Project Paper (PP) . for the Forestry Development Pro jsct 
(FDP) was prepared in late 1987 on the, basis of conditions, 

' assumptions, and outlooke prevailing at that time. This first 
' section identifies , and interprets changes,' in, political,' , 

macroeconomic, and sectoral conditions during the last four,years. 
This has implications for FDP's component on reorientation of 
COHDEFOR (functional, structural, and budgetary aspects) , on the 
direction of forest management in Honduras, and on the economic 
status of the country's forost industries. 

J .  T r d t i o n  b COWEFOR1s Fybctioa Role 

When the PP was signed four years ago, COHDEFOR was 
already moving in the policy direction of shifting its functional 
priorities away from wood manufacturing and exports towards forest 
protection and management. The intent of FDP has been to assist 
COHDEFOR make the major transition from parastatal wood processor 
and export monopolist-.-functional roles in which COHDEFOR has been 
notably deficient-into an en-the-ground steward of the forest 
rosouzces of Honduras. 

According to C0HDEFORes "Policies, Measures, and Priority 
Strategies/Actionsw for 1986-1990, COHDEFOR intended to place major 
emphasis on: (i) forest management and integrated forest use in 
selected priority areas of the country, (ii) integration of the 
rural population into forest protection and reforestation, (iii) 

' agsistancs to the private sector in better utilization of forest 
resources, and ( iv) diversification of forest-related, commercial 
activities (PP, p. 7 . This stated. emphasis on multi-purpose , 
resource management and rural participation was accompanied by 
demonstrable evidence of COHDEFORts willingness to set aside its 
commercial orientation in favor ~f other functional goals. 

Hence in 1986-87, COHDEFOR already had taken several steps 
towards divesting itself of its subsidiary companies. Secondly, 
COHDEFOR had initiated the process 0 4  permitting private 
participation in sawnwood exports. Also, by this time COHDEFOR had 
made the decision to sell pine timber on the basis of standing 
volume in the forest rather than scaled vcrPume arr"j.ving at 
processing plants. Together, those three initiatives represented 
bold strategic steps towards restructuring Honduran forestry along 
lines recommrnded by the United States Presidenbial Agricultural 
Commission in .I982 (PP, p. 7 4 ) ,  and subsequently reinforced by 
analyses for USAIn/Honduras carried out by Winrock International 
(Winrock.Internationa1 1984a, 1984b, 1984~). 



Particularly under the adminiatration of President Rafael 
Leonardo Callejas, these efforts have been continuad, reinforced, 
and mads increasingly visible, Within Honduran forestry, the 
interrelated themes of privatization, market drierltation, and 
competent resource protection and managemeht have very strong, 
political support at top levels of government, Thus the cqrrent 
policy environment is highly, favorable tor the philosophical , 

content and general objective~;l'of FDP. Yet FDPva intendedaoutputs, 
and specific activities need to be reviewed and either validated, 
modified, or discarded in relation to the continuously evolving 
political and economic framework of Honduran forestry. The 
following subsection identifies a few of the most important recent 
evolutions in relation to FDP. 

Current policy emphases in Honduran forestry can be I inferred directly or indirectly from recent meetings, documents, 
and observed activity. Key documents include: (i) COHDEFORvs IvLa 
Politica Forestal de Honduras de 1990,Iv (ii) COHDEFORva report at 
the most recent meeting (~ebruary 1951) of the Latin American 
Forestry Commission (vvInforme Nacional de Honduras, 1988-1990vt), 

I 
and (iii) COHDEFORvs response to the Inter-American Development 
Bank and World Bank relative to the proposed Agricultural 
Structural Adjustment Loan (AGSAL) for Honduras. Recent policy 
initiatives and proposals are as follows, 

I 
I 

. . .  ~eginrling in 1989, COHDEFOR has been .selling pine 
a ' timber on the basis oi  standing'volume ,rather than ,volume logged . 

and extracted. COHDWOR reports that the prop,ortion. of all pine 
I 

timber sold on a standing basis was 23 percent, in 1989 and 74 
. percent in 1990. This share is 100 percent in 1991 (Duron 1991), 

presumably to stay at 100 percent for the forseeable future. 
I 

Secondly, 'the price of pine timber was raised in September 1990 
from Lps. 12 to Lps. 36 per cuhh meter, roundwood volume. I 

Together, these changes go far towards meeting FDP s 9nok 
important innovationsw with "fundamental implications on all 
conpoilentsw (PP, p. 19). The next logical step of using variable 
prices to sell timber (based on appraised timber value) has not 

I 
been introduced to date, despite the existence of analyses 
proposing how and why this might be done (e.g., Ryburn 1990; Auks 
et al. 1990). 

I 
I 



c 
rharply with past policy, COHDEFOR now 

permite private to conduct their own export marketing sf 
sawnwqod and other primary forest productr, However, due to legal 
conrtraintr, the offiaial #alas channel romaine COHDEFOR. Alro, 
COHDEFOR aontrola export prices. COHDEFOR continuer to aharge an 
export tax (or %ommisrion~) on them8 ehipmrnto, raising revenue, 

- 
for itself with the inevitable ride effect of holding down priceo 
at the level of producers. Thin export tax has been substantial, 
For example, in 1990 CQHDEFOR generated commisdllionr of US$2.90 
milliop from eawnwood exports valued at $13.37 million. That is, 
COHDEFOR' captured 22 percant f export revenues (equivalently I- 

expressed, COHLAFOR added a margin of 28 percent t~ a base purchase 
Value of $10.47 million). 

Recant proposals would (i) phase out COHDEFOR's export tax in 
graduated steps and (ii) eliminate COHDEFORgs policy uf controlling 
export prices* If this strategy ie enacted, it ia almost certain 
to have profound consequences for export competitiveness and 
private profits in Honduran sawmills. Indirectly, removal of the 

- .  export tax and the price .controle will affect all other wood- 
processing enterprises, as well. 

Issues of considerable economic and poiicy significance are 
- 

- likely to include: (i) overall increame in the prices received by 
Honduran sawmil 1s ; ( ii) increased market demand for, sawmill inputs, 
i.e., capital investments, logs, and labor; (iii) market 
reallocation of wood between domestic and export marketr, as well, 
as between secondary and primary ,products; and (iv) major 
implications for fiscal and structural reorganization at COHDEFOR. 

! 

- When the' PP wa* prepared, it6 Economic Analysis made 
no attempt to account for tne benefits to Honduras if and when 
'COHDEFORgs subsidiary companies are tranderred to private owners. 
The inefficiencies af COHDEFOR management have produced large 
losses in these subsidiary comprnies (originally CORFINO, CASISA, 
FIAFSA, LOCOMAPA, SEMSA, PROMPL,:. ,A) , These companies have ceased 
operations, and two of them have been divested. The most recent 

I 

L 
independent audit of COHDEFORgs accounts shows that for year 1990, 
the remaining subsidiary companies lost ap~roxirately Lps. 50 a 

millinn to be deducted against accounts receivable, and 
approximately Lps. 19 million to be charged against the asset value 
of capital investments (Tovar Lopez y Asociaclos 1991). 

P 
I As of the en& of 1990, the accumulated losses of CQRFINO (the 
i .  sihgle largest subsidiary) were Lplu. 122 million, or. more than 

double COMDEFORgs annual budlget (Tovar Lopez y Asociados 1991). 
Total indebtedness of COHDEF'OR' may be some Eps. 80 million, and' 
cvrrent annual debt servicea ,may be approximately ips. 4 million. - 

.J ! 



Additionally, COHDEFOR ie owed approximately Lps. 78 million 
because of past loans to its eubridiariem, unpaid invoices on 
sawnwood exports, unpaid fines, and other accounts receivable 
(Flares et al, 1991). Many of these accounts are uncolleatable, 
Tha figures proeented here are merely emtimatas, given that the 
independent auditor rafuaed to approve COHDEFORms financial 1 atatemente because of inadequate data and inappropriate accounting 
practices. a 

The diveetiture of GOH companies and Amproved fiscal' 
management within GOH entities are dual and closely interrelated 
priorities under the Callejas administration and under AGSAL. 

I - 
Idoologically and financially, the divestiture issue is at least ae 
important now as when the FDP was initiated. 

Under the proposed law on Agricultural Reactivation 
endorsed by AGSAL, thenownership of forests on private lands would 
pass from COHDEFOR to the land owners (both individual owners and 
municipal owners). Perhaps one-half of the country's pine forests 

I 
would become privatized, according to very rough estimates. In the 
long run, this transfer of forest cznership to niunicipalftfes and 
individual owners may be one of the most instrumental forces for I I 
their protection and management. However, in the short run, the 
transition is certain to run into difficult conflicts and prAitica1 I volatility. 

Principal policy matters affecting FDP include: (i) 
COHDEFORts legal and administrative capacity to eontribute towards I - 
the transfer of ownership in cooperation .with the National Agrarian 
Xnstitute, the National Cadastral, and the municipalities; (ii) 

. demands placed upon COHDEPOR to help develop, inspect, and approve I 
forest management plans on private and .municipal lands; (iii) 
social conflicts .that might arise in FDP's project areas should 
the privatization process lead to the eviction of campesino groups 1 living in what trill become private forests; (iv) proportions by 
which COHDEFOR and private and municipal owners will s h r e  timber 
sales revenues under the new policy; (v) possible oppcsition to the 
privatization policy by the established forest industries, whose 
planned supplies of raw materials may be upset by the transfer of 

I 
ff2cest ownership; (vi) implications of the policy for the timing 
and volume of timber available in the market; and (vii) f h m c i a l  [ 
impacts of the policy f ~ r  COHDEFOR1s income, and budget. 

g. Incentives for forestation and forest ~rotectioq I, 
A law before the Honduran congress would grant 

incentjives to private owners to reforest (or afforest) and protect 
forests on their lands. This has considerable linkage with the 
privatization of forests, no,ted previously, but also exists 

I 
independently where land ownership is undisputed. I 

I 



In other aountriar ,of Latin America, exprrianca ahowr that 
government tax braakr or a o ~ t  rharing for privata foraartation 

- rai.88 a large number of uonaerna about aoonomic affiaienay and 
- 

dirtributional equity. X8muer include oort level8 in tree 
planting, minimum and maximum alloarrtiona of 60H rerourcer per 
appliaant, limit8 on rpeaier and looationsl eligible for government . 
amrietanae, and a great many other poliay and taahnicbl matterr ' - 

I bearing on the evantual ,muccersr or failure of tks private 
forestation. 

To implement the incentives law, COHDEFOR would bo required to 
develop a managerial eymtam to handle technical, administrative, 
and f inahcial mochanisms. An interesting policy question ie the 
possible inconoistency between oubsidirs for foremtation in a 
government otherwise espousing free-market policies and a retreat 

' from aubsidiee. Ongoing incentives programs for tree planting in 
Ecuador, Costa Rica, and elsewhere suqigest that, they are time- 
consuming to develop andhplemant, and vulnerable to many abusee. 
To be successful, the incentives program for Honduras will need to 
be carefully designed and implemented. 

e r t e o r a s l n l z a t i o n  izuamm3 

I While reorganization is a natural and .constant 
occurrence in a large agency like COHDEFOR, the scope and magnitude 
of change may be unprecendented over the next few years. In 1991, 

- I 
COHDEFOX was given responsibility for the management of wildlife 
and prbtecte? wildland.. This represents a dramatic opening for 
COHDEFOR, an agency previously considered to be almost exclueively 
facused on timber and wood products. Moreover, COHDEFORhas stated i 

a I its intentions to assume an iacreas.ing role in integrated watershed 
management in conjunction with municipalities, rural communities, 
and non-governmental organizations (NGOs). Thus the multiple-use 

I aspect of forestry will increasingly dominate COHDEFORt6 formal 
agenda, even if it takes several years for the . agency's 
organization and projects to catch up with this expanded function. 

- 

I COHDEFOR also seems increasingly committed to ncommunity 
forestrytt and nsocial forestrytt to an extent not before seen in 
Honduras. This is reinforced by the recent Municipalities Law, 

I the fermal policy of GOH to decentralize power and transfer 
resources to local levels. Among recent stated efforts by COHDEFOR' 
to move in the direction of a more socially-oriented forestry are: 

I (i) development of a national strategy for silvicultural treatments 
(e.g., forest thinning) and the collection of pine resin as a means 
to gener~te rural income; (ii) attempts to promote efficiency and 

I diversification in small and medium forest-based enterprises; (iii) 
training of the rural population for forestry work, and (iv) 
participation of COHDEFOR in inter-institutional s '..rar,yements to 
promote environmental education, to campaign against forest fires, 

I 
I 

and tr, encourage tree planting at local levels. These aims surely 
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eximted in 1987 at FDP'r incregtion, but undoubtedly h a w  been 
rooted more deaply ae Perastry in virtuall all developing Y I 

oountriem bar moved inareaoingly in this biroat on. b 

In Hondurar, Round Table XI1 of! tho Tropioal 
~ o r a a t r ~  Action Plan (TFAP) was held in early 4988. Both in theory 

I 
and praatice, thie marked, the baginning of intensified efforts to 
increase .dunor funbing for. 4Ionduran , f westry , -. and to. hope to a 

improve cooperation among the different donorr, 

Presently, COHDEFOR adminiartere 17 different forssetry projectfr 
, eponeored by donor assimtanae. In 1990, theme projeato provided 

about: 40 percent of COHDLFORl r funding for operations. The FDP was 

I 
designed befor. the TFAP wan fully initiated. Hence the fit I between FDP and the TFAP for Hondurala is an open question, 
USAID/Honduras has not been active in TFAP to date, although 
USAID/ROCAP ie the lead donor for TFAP activity at the regional 
level ( . 0 .  Central .America and panama) . The extant to which 
USAID/Honduras does and does not participate in TFAP should be 

I 
considered in the context of USAIDns future structuring and 
management of FDP. I 

8. )Irorooaonomio and aootoral Condition8 Affoating Foramtry I 
The Honduran economy is passing through difficulties 

which directly or indirectly, affect the peformance of , .FDP, 
I 

especially its component on forest industries and its strengthening 
, . of COHDEFOR. These macroeconomic issues include a heavy debt I 

burden, pressures to increase governnient revenues while trimming 
, government expenditures, consequences related to devaluation of the 
lempira, a recent surge of monetary inflation,. and tariff recwris. 

' I 
p .  Debt service and fiscal manauemea 

In 1980, service on the public debt was 15.5 percent 
of GOH expenditures. This share has steadily increased until in 

I 
1990 it reached 38.6 percent. The obvious consequence of rising 
debt service is less budget available for all other purposes. All 

- - units of GOH-including COHDEFOR-are under pressure to trim 
expenditures and enhance revenue. Most effort to date has 

I - 
concentrated mainly on the second objective, and expenditures 1 trimming (e.g., through employment reductiori) has been far more 
sensitive and difficult tg achf ~,rve. 

I 



Altar revcrral yaara of an exohange rate of two 
lempiram per U.S. dollar, the davaluationa in 1990 to am high' ar 
Lga. 5.50 per dollar aame am a ahook-both payahologically &nd 
eaonomically--to Hondurar. Ona effeat war spooulation that the 
lempira would fall even lower, fueling thr, blaok marketato buy more 
dollara. Alao, whila once axportarr were allowed to retain 30 a 

percrent at  thsir3earninge in dollarr, the Central Bank now requirea ' 

that a'll -dol.larr *aonvorted to 9rmpirar. *Naverthelrar, tha 
devaluation providar an enormourn at imulur for exgortarr to rarn 
dollars. 

Throughout the 19808, COH maintained very strict 
monetary and credit control to hold down inflation. This 
successfully contain~d price levels, and inflation at the uonrrumer 
level never went over 10 percant per year. However, with the 
change of government came a major change in economic policy and a 
large increase in money eupply, At the consumer level, prices roue 
23 percent between 1989 and 1990, and in!r'lation ia expected to stay 
high between 1990 and 1991. Price incru,ases have been particularly 
accentuated for wholesalers, importers, agriculturalists, and 
certain other segmentd of the economy. While real intereat raten 
were consistently positive [range of 4-10 percent) during the ' 

1980ru, the recent surge of inflation suggests that they have turned 
negative. The effect is to increase the demand for and decrease 
the supply of the countryb loanable capital. 

I 

- 
Honduras has used high tariffs to attempt to foster 

and protect infant industries from international competition. This 
has diverted capital into inefficient urban iridustris~ at the 
expense of investqents foregone in agriculture, forestry, 3 ?d other 
conunodity production. Recent reforms in the tariff rcture 
reduce the duties on imports, as well as narrow the spread ! these 
duties across import categories. From a maximum nominal tc :iff of - 

90 percent in the past, the maximum tariff in 1992 will, be 20 - 
percent (plus a few surcharges not yet olihinated). The overall 
result shoulb subject Honduran production to greater external 
competition, while also allowing capital goods (e.g., wood- 
processing machinery) into the country at lower costs. The 
reduction of tariffs helps direct investments into sectors in which 
countries have comparative advantage. For Honduras, it could be 
argued that one sector of comparative advantage (or potential 
comparative advantage) is forest grod~cts. 



Goals stated in the PI3 are to (i) increase the productiotr 
of the Honduran forestry eector by seven percent by 1994, and (ii) 
sustain wood products exports mt 121 million boatd feet per year : -  

(Sector Goal, logical framework). Tn light of recent trends and I 
current conditions, these goals appear optimistic. - 

The best measure of. forestry output (or production) is value- . ' I - 
addad 'to 'raw materials at the .level of primary production, a 
measure which is net available o n  a consistent basis in Honduras. ; 
Proxy measures are output levels in physical umits, as shown in 
Table D-2. i 
-------*--L---------o--.rmn---------------n--o---------------------- 

Table D-1.  Production of Selected Forest Products in Honduras, 
1' - 
,i - 

1985-1990. 

Sawnwood Plywos>.b Resin Geed ! - 
Year cu.m C:~P a m tons kg 

NA=Mot Available 1 - 

Note that *since ths preparation of the PP in 1987, ouputs of I 
. the principal industrial primary products (except plywood) Rave ' 

- 

been falling. The most important of these products for the 
Honduran economy is sawnwood, whose production fell 26 percent 
between 1987 and 1990. Because this drop partially reflects the. 

1 .- m- 
closing of inefficient sawmills and COHDEFOR's tighter control over 
timber harvests, the reduction is not entirely negative in its 
interpretation. Yet based on the production indices observed for 
the first half of the project, the sectoral production goal as 

I I, 

stated in the PP is unlikely to be attained. 

Similarly, exports have been falling. On a volume basis, 
I 

exports of rough sawnwood have been steadily declining every year 1 
! 

since 1982. From 131 million'board feet in 1982, sawnwood exports i 
. were only 31 million board feet in 1990. On a value basis, which 
is 'the more reasonable h & e x  of export performance, Table D-2 shows 
export trends since 1986. 

C 
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Primary Secondary 
Pr.oducts . , 

Products Total 
. . ----.-.- mslkion  US$--------^ 

Year 

Like primary forest production, export value (FOB) declined 
substantially (by 39 percent) between 1987 and 1990. The 
devaluation of the lempira will drive up export earnings for 1991. 
On the other hand, export volume in 1991 will very likely fall 
short of export volume in 1990 (based on preliminary data through 
September 1991) . Thus the project's goal of sustained exports 
depends on the choice of volume or value measures, but in either 
case will demand dramatic shifts in export policy (e.g., the 
planned removal of COHDEFORgs export tax). 

i C. Oanoral Iaplioationm for AIDg. Work in Honduran Foremtry 
I - 

The observations presented in the preceding sections indicate 
the * considerable. economic and political' turbulence affecting 
Honduras since the design of the FDP four years ago. The challenge 

- 'for USAID/Honduras is to reinforce thoee aspects 'of FDP which 
continue to be central for Honduran forest policy and management, 
while modifying FDPms direction where political and economic 
changes imply the need for such adjustments. 

Continuina downward trends in sectoral ou ;_and 
wort&-This argues for renewed and Zrceful a 

intervention by FDP to avert losses of income and 
employment in the Honduran economy. 'She time has been 
too short for FDP to have made an impact in .sectoral 
trends. The forest industries contin~e to be an 
appropriate target for USAID/Honduras because of their 
large economic importance for the country, their rural 
location and high labor intensity, .and' their link with 
environmental issues Yn Honduras. 



11 I 
o kl acroeconomic ~ressures.--The country's difficult I 

macroeconomic situation puts even greater emphasis now 
- than in the past on COHDEFOR's8 need to manage its I 

resources efficiently and to avoid creating resource 
- distortions in the market economy. Thus FDP's work to 
1 ,  raise GOH retusns from timber sales is a notable 

accolnplishment of immense importance for both COHDTZFOR 
* .  and for resource. efficiency. At the same time, much more . 

has .to be done to speed the divestiture of COHDEFORfs. '. I - 
subsidiary companies, streamline COHDEFOR's accounting - 
system, clear up COHDEFORVs accounts receivable, and fill 
COHDEFORvs revenue gap if and when its export tax is 
terminated. Given the gravity of these issues, it would 
appear that FDP is currently underinvesting in staff and 

I: 
- 

budget allocation needed for COHDEFOR's institutional 
development. 

o ative and bolicv shif tg. --The new policy arena for 
forestry in'Honduras is one of forest privatization, 
forestry incentives for prlvate landowners, increased 
emphasis on multiple-use management, and increased 
commitment to social and community .forestry. These 
elements were not central in the design of FDP, but 
affect its current viability and relevance. Moreover, 
they directly enter FDP's scope in relation to the 
institutional reorientation and strengthening of 
COHDEFOR. FDP9s future structure and mix of activities 
will have to fully take into account the sensitive, 
difficult, and crucial issues at stake--particularly as 
they have evolved over the last four years., 

o Jnteraction with other donors.--USAID/Honduras, through 
its FDP, has.the opportunity to take a,more active role 

, . in the TFAP should it decide thaLthis is an appropriate . 
I 

. strategy. ' The TFAP took form in Honduras mainly after 
the FDP was designed and on its way to implementation. 
However, this mid-term evaluation of FDP provides a 

I' 
timely reflection on donor , coordination in Honduran 

, forestry, and the place of USAID/Iionduras in relation to I 
theaefforts of the other players. 



. . ! 13. ECONONIC ABPECTB BY PROJECT COHPONENT 

F- A. Inmtitutional Rmoriontation of COHDEFOR 

I .  ' 

The financial and economic ar&nents for' the dew system 91 
. timber sales are increased-log harvest per unit area (implying the 

construction of fewer km of roads and skid trails' per .vslume of 

I, wood extracted), and improved residual stocking and forest 
regenerative capacity (greater future forest productivity). The 
PPts Economic Analysis constructed a nsustainability thesistt on the 
basis of these interventions, deriving one element of net benefits 
from the marginal area and yield of future pine forests that would 
not exist without these changes in the method of timber sales. 

I The financial benefit of the new system is the net present 
value of additional .future timber harvests, togekher with 
adjustments for changes in road constructialn costs. The economic 

I benefit incorporates a shadow price for stumpage value, and allows 
for an unpriced but realizable reduction in soil erosion because of . 
improved log skidding and road construction standards. The 

I 
discounted values ofthe benefits streams-ofinancialand economic-- 
determine how much can be spent to justify changing over to the new. 
system. 

The series of pine timber harvests with and without FDP are 
given in Table D-3. With the project, annual alleiiable cut is 750 
thousand cubic meters, starting in 1992. Without the project, pine 
harvests diminish by 5% per year from a higher but unsustainble 
cut. This differ.nce implies that over a time horizon of 20 years, 
the project has the effect of increasing pine harvests by 2.9 
million cubio meters, At a. discount rate of'55, this additional 
harvest has. a financial present value of Lps. 46.4 million if 
timber is pricec at the current charge of Lps. 36 per cubic meter. 

Estimates of mading costs with and without the new timbir 
sales system are ' difficult to make. Here it is assumed that the 
area of timber sales to achieve a given volume of harvest is 
reduced because of higher logged volumes per ha. Moreover, because 
the boundaries of timber sales are. established in advance of the 
sale, the layout of roads and skid traiis becomes more efficient ' 
Total extension of roads into timber sales may be trimmed by sox 
305 because of these two factors. Under the traditional system c 
timber sales, 4.0 km of logging roads are constructed for eac 
2,500 cubic meters extracted (25 cubic meters logged per ha; 4 1- 
of road per 100 ha logged--see Winrock International 1984~). X E  
unit costs for logging roads are Lps. 20,000 per km, logging road 
costs are Lps. 32.00 .per cubic metez?, ..given the preceding 
assumptions. % These costs fall to Lps. 22.40 per cubic meter under 



Table D-3. Assumptions on Annual Harvests of Pine' Timber and 
Costs of Logging Roads, "Withu and "Without" the I 

' New System of Timber Sales. r: - 

.- Costs of Loquina Roads I 
~. 

&aK "withw wWithoutll "with1! "Withoutw . 1- 

I 

the new system. The savings in roading costs, allowing for the 
difference in timber cut between the traditional and new systems, 

. I 
has a discounted present value of Lps. 54.1 million. I 

Hcnce the combined benefits of additional future timber 
! 

harvests plus savings on roading costs sum t o  Lps. 100.5 million ' 
(US$l8.96 million) , discounted to present value. This implies that 
Honduras could invest up to this amount in implementing the new 
timber sales system, or an annual equivalent of Lps. 7.68 million 

I. 
(US$lm45'million) over the 20-year time horizon. Actual annual 
expenditures for the new system (mainly salaries, vehicles, and 
training) are estimated to be under US$O.S million. Consequently, 

t 
the new system provides a substantial payoff for Honduras. r 

The net benef i't is still higher :if applying a sh.adow price I . 
that a~proximates an appraised stumpage value for pine timber. I 

'Appraised value, of standing timber measures its resource rent, the 
I 

' / 
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best indicator of true economic opportunity. Under FDP, timber 
appraisal remains to be achieved, and there are no current 
estimates of appraised stumpage. Several years ago, the Winrock 
analysis estimated an average stumpage value in the range of Lgs. . 
20-30 per cubic meter (Winrock International 1984c, p. 11) . 
Applying the GDP price deflator for Honduras, this is equivalent to 

' , Lps. 37-55 in current prices. The Winrock estimates were made 
before markets ' had developed for small-si.zed diameter logs, and 
therefare are .conservative. If a reasonable yet conservatiye 
appraised stumpage price for pine timber is Lps. 55 per cubic 
meter, the shadow price multiplier is 1.53 (e . ,  Lps. 55/36). 
This raises the discounted present value of the new 'timber sales 
sy~tem to Lps. 153.77 million, or Lps. 11.75 million annually for 
20 years. Thus so long as the economic costs of implementing the 
new method of timber sales are under Lps. 11.75 million per year, 
the program has net benefits for the country. 

Finally, the construction of fewer km of logging roads under 
the new system should have positive impacts for reduced soil 
erosion and downstream sedimentation. The introduction of oxen 
logging, favored by the new log mix, contributes towards the same 
end. This benefit, here labeled "RDn (reduced sediment), is 
unpriced but certainly has value for downstream communities in. 
relation to potable. water, clothes washing, and health and 
sanitation in general. 

The financial and economic summary of annual gross benefits is 
presented in Table D-4, along with estimates at a higher (105) 
diacount rate. Without good field data and more opportunity to 
elaborate the conceptual framework, these results are a first ,- 

approximation. The new system of timber sales generates net 
benefits for Honduras if the costs of implementation remain below 
the 'levels shown hero. Based on FDP experience to date, this is 
achievable. 

. ,  
~ ~ ~ ~ ~ o ~ ~ ~ o ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ . ~ ~ ~ ~ - ~ ~ ~ - - - - - . - - - - o - - - ~ o ~ ~ ~ o ~ ~ ~ ~ ~ ~ ~ ~ ~  

Table D-4. Financial and ~conomic Gross Benefits o f  COHDEFORVs 
New System of Timber Sales. 

I 

'Discount itate , 

5 Percent 10 Percent 

--------- million Lps.-------0- 



COHDEFOR no longer participates in export negotiations or 
marketing* The remaining inefficiencies in exportingwood products . 
from Honduras are the imposition of. list prices by COHDEFOR, and 

i 
COHDEFORgs collection of an export commission on unworked sawnwood. 

I .  . '  

  he Economic Analysis in' the. PP aid not estimate. the impacts ' 

of deregulating export prices and/or eliminating COHDEFOR1s export 

I =  
'commissions. Yet both are essential steps in allowing market 
signals to determine which products to export, in what quantities, I 
and to which buyers. 

Under current policy, exporters find ways to hide their 
earnings when market export prices exceed COHDEFOR1s list prices. 

I 
Honduran exporters send their importers invoices showing COHDEFOR1s 
list price, but work around COHDEFOR to pocket the difference above I that price. Conversely, when true export prices are below 
COHDEFOR's list prices, Honduran exporters cannot sell their 
products, and export volumes faX. In both instances, COHDEFOR's 
control of export prices has. a deleterious effect for resource 
allocation. These impacts are felt not only at the export level, 

I 
but also indirectly through backward linkages with sawmills, 
logging contractors, and the chain of other suppliers. I 

Secondly, COHDEFOR's export commissions suppress exports'below 
levels that would prevail in the absence of this tax. Assuming I that the foreign demand for Honduran sawnwood is relatively price 
e.lastic in view of available substitutes from elsewhere, the 
elimination of COHDEFOR1s commission will expand Honduran exports 
at the same time that exporters will reap higher profits. . The 
recent devaluation of the lempira, and the prospect that the 

I 
lempira might float freely in the future,..reinforce the incentive 
to export. All of this should raise prices across the wood- 
processing industries, in turn raising prices that can be paid for . 
timber andsforestrye 

I 
I 

Although export price controls and export taxes are highly . 1 

crucial issues for Honduran forestry and the industries it 
supports, there is virtually no quantitative analysis of their 
economic consequences. Here is a critical void that FDP could help 

' to fill if economic arguments will prove useful in the policy 
L 

dialogue with COHDEFOR. I 
3. Zmproved Financial Manauement in COHDEFOR 1' ' 
.one of the'. aims . of FDP is to help insure that llCOHDEFOR1 s 1- 

operational costs do not~exceed revenues derived from stumpage .., 
charges and export commissionsw (Logical Framework, Indicator 3.a). 



The spreadabetween COHDEFOR's operating income and operating costs 
narrowed significantly beginning in 1980, and turned negative for 
1986 and 1987. Since then, COHDEFORts income barely exceeds its 
operating expenses. 

The FDP is making two significant contributions to improve 
COHDEFOR's financial .management. The first is development and ' 

implementation of a monthly cash flow projection skiowing income and 
expenses month by month .in. order to -.guide expenditures within an 
annual budget cycle. The second FDP initiative is analysis of 
COHDEFOR's accounts receivable, with the objective of writing off. 
uncollectable payments while generating income from creditors who- 
can be made to pay. This second activity has numerous legal, 
.administrative, and political complexities exceeding the scope of 
the present.discussion. 

Mot yet accomplished in COHPEFOR is medium-term financial and 
strategic planning to cope with impending changes in COHDEFOR's 
policy environment, institutional reorganization, and sources of 
income. If COHDEFOR intends to move increasingly away from export 
commissions and towards stumpage fees for its principal revenues, 
this will demand reliable projections of COHDEFOR income .under . 
alternative scenarios of timber extraction, export levels, and 
pricing decisions. Also to be factored in are poiitical variables 
related to the possibilities of forest privatization, incentives 
for private forestry, and other policy options having fiscal 
implications. Here is a very complex but highly essential exercise 
with links across policy analysis, economic forecasting, and budget 
projection. Assisting COHDEFOR to move ahead in this area should 
be made a high priority within FDP. 

I '  In '~onduras . as ehewhei?e in  ati in A m dca, forest management 
. has bein dominated by technical and'bioloqical considerations, with 
lesser emphasis given to economic analysis. Yet there is 
substantial economic decisionmaking to be done for forest 

t management at La Union and, in the near future, . Salama. .A aa jor 
focus of this should be application of microeconomic principPes to 
cost analysis and optimization decisions. The objective is to use 

i FDP's forest management budget as efficiently as possible. 
Ideally, these efficiency principles later will guide forest ' 
management in other regions of Honduras. The aconomic analyses to. 

1 .  be considered include: 

o Alternative timber appraisal methods and costs, comparing 
increased estimation precision against increased costs of 
data collection, management, and updating. . 



Cost-effectiveness analyses of fire towers, mobile fire 
detection squads ("vigilantes ambulantesw) , methods of 
pest control, methods of grazing control, and other 
forest protection strategies. 

Economic payoffs fromaalternative silvicultural systems, 
thinning regimes, and timber! cutting cycles. 

Cost comparisons of 'alternative logging technologies-- . 
e. g . , oxen ,. skiddexs, . and cable systems--in different 
settings of terrain and log size. 

o Methods of cost control in the construction of logging i 

roads and skid trails. 
- 

o Costs and benefits of interventions which contribute to I 

watershed management, wildlife management, ecotourism 
'management, and other non-timber outputs. , - .  

t 
Another set of ' economic questions regards income and 

employment in the production of forest-based goods and services. 
The FDP needs to determine the circumstances under which forest 
management and forest-based enterprises are financially worthwhile 
for communities and industries. During the first years of FDP, the 
assumption of an attractive economic return from forest management 
and forest industries has been accepted as an article of faith. 
This return still has to be demonstrated with numbers. This will 
assist FDP's decisionmaking and help advance its public relations. 
In this category are: 

o Preparation and diffusion of feasibility studies and cash 
flow analyses of different kinds of forest-based 
activities. Examples are those presently being prepared 
by FDP for oxen skidding, resination, .and pit sawing. 
Other financial profiles could. be added following a 

. systematic survey of local entrepreneurial interests, 
capabilities, and markets. 

. . 
o Estimates of employment, earnings, and financial return 

fro& contracted road maintenance, silvicultural 
. treatments, fire prevention and suppression, forestation, 
and other contracted services. 

. . o Diagnostic assessments of employment, income, fuelwoad, 
and other. benefits (and costs) because of the 
establishment of Honduply and other wood-processing 
industries using timber cu* in the management units. 

- 

- 
o Feasibility studies of municipal forest managementaand ! - 4 ,  

private' (i . e . , individual) forest management .undere 
alternative.policy scenarios regaraing privatization. 

t .  ' ; .- . ., 
, _  . .  



A portfolio of these potential analyses needs to be discussed 
between PDP and COHDEFORVs management to define priorities, discuss 
.analytical methods, and identify individuals to carry out the work.. 
To every extent possible; FDP should strive to have COHDEFOR and 
ESNACIFOR personnel take increasing responsibility in the design, 

. execution, and interpretation of the economic analyses so that 
these important skills are internalized within the country. 

Elsewhere in this evaludtion is an analysis indicating that 
Honduranwood-processing industries are under considerable ecoriomic 
pressure to improve raw material recovery and add higher value to 
product lines. Among the many explanations for this are (i) need 
to handle increasing proportions of small-diameter logs because of 
COHDEFOR' s new timber sales system, (ii) increasing requirements by ' 
export markets for kiln-dried wood, (iii) shift in market demand 
away from roughsawn lumher and towards secondary and tertiary wood 
products, and (iv) rising costa of petroleum-based energy. Despite 
remaining problems, technological progress is moving steadily 
forward among the larger producers. Not surprisingly, the more 
problematic constraints lie with the small and medium enterprises. 

From the perspective of using FDP's resources wisely, several 
issues require resolution. The first concerns the project's 
incomplete efforts to.date to target enterprises by size, product 
line, location, ownership factors, and other characteristics. 
Regarding FDPts technical assistance, the PP did not adequately 
address the possible tradeof f between distributional fairness 
versus focusing on a few large companies. USAID/Honduras should 
determine if such a tradeoff exists and, if so, define FDPgs 
targeted'enterprises carefully. The presence of AEIADHO (Honduran 
Association of Wood Producers) .as an. intermediary complicates this . 
issue, but in, no way lessens its. relevance, .. . . 

Secondly, economic analysis should be used to support 
decisionmaking in ways similar to its needed applications in forest 
management. Feasibility work will be required to explore the 

. payback period and rate.of return on investments in oxen logging, 
solar wood driers, thin-kerf saws, resaw equipment, wood-f ueled 
energy systems, and other technical, innovations. This is 'readily 
integrated with engineering analysis, ' so that technical and. 
financial aspects are considered, simultaneously.. The needed 
emphasis should be small and medium operations, since the larger 
companies are able to .conduct these assessments without FDP 
assistants. ,. 

At this .point into the project, a key issue in FDP s' forest 
industries component concerns .whether to re-establish the project s. 
credit facility. Within Honduran wood-processing industries, 
formal 'credit markets are not a main source ~f investment capital. 

# .  

- ' ' .  I 
I 



Rather, producers depend on buyers to extend finance (for bath 
working capital and investment capital) against the product to be 
delivered. Also, the project's original research into credit 
"demandw . was perhaps misleading, with declared intentions 
overstating observed borrowing behavior. , In this respect,. there is 
a large gap between "need1' in a technical sense, and "demandw in 
the sense of taking out . . loan applications. 

USAID/Honduras may wdnt tci continue 'its credit line' for, 
Honduran forest industries. ' However, if the credit is 'not re- 
established, USAIDIHonduras has other options to move small and 
medium enterprises in the direction of technical efficiency through 
capital investment. These include USAID financing or co-financing 
for: 

o Technical assistance, mainly in the form of feasibility 
analyses and help with loan procedures, so that small and 
medium operators are better prepared to borrow money from 
ordinary commercial channels and/or chambers of small 
industries. + 

o Demonstration--at FDP ' s cost and risk-of "new1' (to 
Honduras) technologies believed to have high potential to 
upgrade Honduran logging. systems and wood-processing 
facilities. 

o Trade missions by equipment dealers from the USA and 
elsewhere who sell capital goods of potential importance 
for Honduran loggers .and wood processors--especially 
those of small and medium scale. ' 

111. LESSONS &EARNEDI CONCLUSIONSI AND, RECOWMENDATIONS 

. The FbP corresponds well with the dims and strategies of I 

current Honduran development policies. These policies endorse 
greater market liberalization, a corresponding reduced role for GOH , 

in production and sale of marketable goods and services, private 
and decentralized control of productive resources, and intensified 
protection and management of the country's natural resources. The 
broad objectives of FDP, as conceived four years ago, continue to ,' 

be highly appropriate.in the present national context. ' 

In several subject areas of direct relevance to FDP, the 
extent of recent policy change and prospective change is dramatic 
in relation to previous years of inaction. This refers to methods 
and price levels for sales of pine timber, possible return of a 
substantial area of forests to municipal and private ownership, 
COHDEFOR1s ongoing retreat from producing and exporting forest 

I 

exports, COHDEFOR1s . re-definition . of its functional 
responsibilities, and COHDEFOR1s shifting level and composition of 
revenues. 
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Yet many of these policy and technical issues lack economic 
arguments to defend them. The FDP can help by giving more emphasis 
to policy and economic content in each of the three project 
components. The intent is to (i) provide a quantitative basis for 
FDP1s institutional reorientation of COHDEFOR, and (ii) aid FDP1s 

. decisionmaking on technical questions of 'forest management and 
. forest-based industries. From the perspective of these dual but. 
connected purposes', recommended actions for.FDP in its second half * 

of opefation are: 

o In general, commit more FDP resources thar in the past 
towards helping COHDEFOR with its financial management. 

o In general, build a foundation of financial and ecmomic 
analyses to advance FDP1s initiatives in forest 
management and strengthening of forest industries. 

o In 'general, use economic arguments to reinforce the shift 
of Honduran forestry increasingly towards multiple-use 
management and community orientatation. 

Among specific tasks from the perspective of economic . 
rationalization, the following should receive high priority by 
USAID/Honduras as it orients FDP for the years ahead: 

-.--Production and export indicators in 
the forest-based sector continue to fall, at least as 
revealed in formal statistics. Diagnostic work is needed 
to (i) determine whether statistical indicators give an 
accurate picture, (ii) assess the relative importance of 
different explanations for recent trends and a future 
prognosig, and (iii; determine how this prognosis should 
steer FDP1s priorities in. each of institutional 
reorientation, forest management, and forest 'industries. . . 

o m r  orice.--Current timber pricing applies a fixed 
price per cubic meter irrespective of variables like 
location, timber size and quality, and other determinants 
of cost and profitability. COHDEFOR took a large step 
forward when it implemented sales of standing pine 
timber. The next logical .step is refinement of timber 
pricing. This implies choosing from among alternative 
appraisal methods in relation to requirements for data, 
field personnel, and administrative capacity. Fhe 
adjustment of timber prices to more closely approach real 
economic value will have far-reaching contributions for 
industrial efficiency and environmental dimensions of 
forest management. 



o s u m - - O n  the immediate horizon is the , 
distinct possibility that COHDEFOR may further liberalize 
exports of wood products by eliminating its price I 
controls and expork commission. FDP could facilitate 
this transition by helping COHDEFdR analyze the 
consequences of this policy from the standpoints of (i). 
effects on COHDEFOR8s revenue; (ii) increased ~xport 
earnings for Hqnduras and impact8:on wood price levels, , 

I 
- 

. Andustry employment; and demand . lbi. timber; and ' (if ! ) . I equity considerations if exporters--mainly a few large 
companies-are favored at the same time that COHDEFOR's . 
revenue shortfall is made up by higher timber prices 
across the entire wood-consuming sector. 

9 COHDEFOR' s revenues and expensea. --The need here follows 
directly from the preceding tasks. The challenge will be 
to link policy analysis, economic forecasting, and budget 
projections through a process of medium-term financial 
and strategic planning. I 

o naaementdecisiona.--AS noted, FDP 
is an appropriate vehicle through which to introduce the 
greater application'of microeconomic principles in cost 
analysis and optimization decisions--both in forest 

I 
management and the strengthening of forest industries. 
Management issues to be addressed were identified earlier 
(see pp. 16-10). 

I 
o v benefits. --The project's efforts to address the 1 

economic needs of the La Union communities in relation to 
forestry were late in starting, and evidently not fully 
integrated with the rest of FDP. Still needed are 
reliable economic (and social) baselines, financial . 
profiles and actual tests of incomes to be'made in small 

I 
and micro ' f orest-based enterprises, case studies of local 
economic impacts because of the introduction or expansion 
of wood-processing facilities, and feasibility studies of' 
municipal and private forest management. 

I '  
1 
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ANNEX E 
STANDING TIMBER SALE SYSTEM 

A sampling m&odology was devisedto measure the residual stand characteristics of 
both the new standing timbemale system, referred to as VP and the traditional system in use 
prior to thenproject, refeired to as 'T. , , I *  . , - 

. '  

The goal was to take 100 sample prism points using a 10 basal area factor prism on 
one-half plots, tallying count trees on the downhill side of the plot only, on flat ground on 
the half circle of the plot in the direction of the cruise line. Cruise lines were run in north- 
south or east-west directions. The starting points were chosen in the field within the sale 
boundaries at random and the pn n sampling points were taken at 50-meter intervals. 

The actual number of plots taken were 105; 55 taken in VP areas and 50 taken in T 
areas. 

Six timber sales were sampled and are described briefly: 

La Unidn Management Unit - Olancho District 

Guamildn Sale. -Type VP- Sold to Yodeco, who processes the timber in their 
sawmill near Yoro. This sale was sold in April, 1989 and was one of the first to be 
sold on the new system. The area harvested has aaquate regeneration, in spite of 
evidence of fire, Thirteen trees per hectare in the residual stand is tww less than the 
goal, however, with the amount of seedlings apparent this is not a problem as long as 
fire is kept out. All useable material has been removed. The access road to this sale 
was badly eroded and several culverts were washed out. 'Roads within the sale area 
were better but needed ditching and water bars. 

vallecito Sale. -Type VP- sold to Hondoply in December 1989, who processes the 
timber in both a mwmill and veneer plant lo&d n e a r h  Uni6n. Plywood is 
manufactured at a plant in Guaimaca. This sale was harvested with oxen and 
skidders, and was on more favorable ground than the Guamildn sale. There is 
adequate regeneration and the residual stand was 23 trees per hectare, roads appeared 
better but, again, in need of ditching. Logging waste was not a problem. 

Los Blancos Sale. -Type T- Sold to Yodeco in 1988, This , rea has good 
regeneration as fire has been kept out. There are 24 trees per hectare in the residual 
stand. Trees left, however, are not as good as in the VP type sales. For example, in 
this sale the defect estimate is 28 percent in comparison to 10 percent in the above 
sales, Sale clean up was comparable to the VP sales. The access road was better, 

' but maintenance needs to be addressed. 



Talanga Area - Obncho Dlsbdct 

Srrvana Redonda Sale'. -Type VP- This sale area was originally hmsted under the 
traditional system. This particular sale has removed most of the over story and the 
residual stand is mostly composed of pole sized trees in the 10-25 centimeter diameter 
ranges. The access area was barely passable and I~ ;~@ng vraste was mainly in top 
logs not skidded. Some high stumps were obse~\i& While in this area, a visit was 
made to an operating sale that has oxen bunching logs for a tractor that is skidding to 
the landing. - - 

I '  
. '  

Central District - Francisco Morazan District 

Los Chodtos Salg. -Type VP- This is a sale to a cxlR-ino group that has been 
resinating the trees and now is harvesting them. S a w l ~  otilization is poor. - 

However, all the tops are being reduced to firewood so that utilization is almost 100 
percent: This is a stand of immature, menhantable timber, large enough to cut yet 
still growing. Resinating this type of timber is really a poor practirethis stand 
should not have been harvested. There is hardly any young regerferation although 
there is a pole sized residua! stand of some 119 trees per hectare. This is 
undexstocked. 

GuarizmeSaracaran Sale. -Type T- This traditional sale was sold in 1989 to 
~ r c i e i  sawmill. The residual stand has been resinated with long cut faces generally 
on two sides of the tree leaving the first log considerably degraded for sawmill use. 
There is considerable waste left in the area including many high stumps. ?he ara 
has good regeneration with a residual pole stand of some 314 trees per hectare in the 
10-25 centimeter range. 
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SOCIOLXTGIST REPORT 

A. General 

1. Project F&: Cause nnd Prevention of Wildfires 

. The Forest ~evelopment Project '(FDP) contains intentions that are directed 
tuward improving the well-being of the rural inhabitants of the Forest Management Unit 
(FMU) based in La Uni6n, Blancho, but the focus of the project seems to be elsewhere, 
namely in the management of the foreat per se and the relationship between forest 
management and ffnc timber industry. In spite of this focus, however, pre-project 
commentators noted that without parallel activities aimed at the mral population resident in 
near-the-target forests, the project goals would be difficult, if not impossible, to achieve. 

The reason for the involvement of local people in the forest has less to do with what 
they do with the forest than with what they are not allowed to do, that is, have free use of 
trees on and near their lands. COHDEFOR "ownsn the trees of Honduras, and one must 
receive permission to cut a tree, even if it was planted on the land next to one's house 20 
years ago. Because of this, local people perceive that they have no vested @erest in 
protecting the trees, since they do not belong to them but to the "government" under the 
guise of COHDEFOR. 

The lack of a perceived vested interest in the forest, coupled with the perception that 
it is the government that owns ths forests, has lead rural people to attack the government or 
COHDEFOR through the forest when they feel resentful toward the government, The 
resentment can be sparked by any number of different reasons on the surface, examples 
include: a poor harvest and no govenlment assistance, a change of government favoring a 
political party other than one's own, a personal slight (real or imagined) by someone in + 

govemment (usually COHDFhzOfi), or the perception that othq ckuni t i es  orhdividuals 
are recipients of government help while one is not. 

The attack .on the government/forest is simple: set it on fire. The feeling is that the 
forest, shorn of its value for the rural individual,still represents value for the govemment 
which, through COHDEFOR, is continually trying to protect it. The resentful individual, 
therefore, destroys 'what he knows the government values, thereby causing harm to the 
government. 

The above sketch is simplistic, but few knowledgeable people in Honduras would 
deny that it is essentially valid. It is true that there are other causes of forest fires, 
particularly those set by cattle owners to improve forage for their cattle and those set 
accidentally by rural farmers who bum the brush off their land before planting, but neither of 
.th& causes can explain the majority of fires. 



The objectives of the project interventions, which are the focus of this report, are 
those aimed at the rual midents that will turn their attention away from destructive 
activities and toward constructive ones that improve their incomes, their diet, and their 
lifestyles. The project has, two interventions aimed at accomplishing its gods: qral 
extensionism and stimulating micro-enterprises. 

Runl ~ x t & n s i i ) h .  This has as its premise that a rural population needs an 
intervention that looh at the myriad activities of nual people and helps them improve them, 
including cropping. practices for Wtional- crops (corn, beans, rice), imprwed care and , 

pasturing for farm animals, soil conservation*to.protect soils and improve their 
productiveness, crop diversification to make better use of soils and climate, agroforestry to 
provide fuelwood and improve diet, and small-scale irrigation to increase productivity 
throughout the year. In addition, rural activities include those most often associated with 
women, which the project focuses on, including fuel-eificient stoves, improved floors, fly- 
proof food, an utensil storage, vegetable gardens, pig pens, and chicken coops, to name a rn r 

few. Few of these activities ate new, but improving them, can make a significant difference 
on the general well-being and lifestyle of rural' residents. The techniques of carrying them 
out are also well-known in theory, which means that project staff needs to concern itself 
mainly with ensuring adequate personnel, organization, logistical support, and administration. 

Microenterprises. While some of the above activities will improve incomes, the 
subsistence agriculture of the area indicatks that they will primarily improve diet and well-' 
being and have a minimal effect on cash incomes. The microenterprise intervention will thus 
complememt the extension activities by focusing on income itself through the encouragement 
of creating new enterprises and strengthening existing ones. At present, this intervention is 
considering four separate type!j of enterprise: carpentry shops, log extraction using oxen, ' 

resination, and put sawing. 

2. Baseline Studies 

Baseline studies provide the only reliable basis of measuring project impact on 
income. Carefully crafted socioeconomic studies at the beginning of a project should be , 

followed by the same or similar studies at the end of a project. (EOP) to determine overall 
impact on incbme and other soci~ec~nomic areas, as well as on areas of special interest to 
the ixoject. These studies produce data that are often useful in substudies during the life of 
the project for monitoring progress in selected aspects of the project. 

The FDP has not carried out a socioeconomic baseline for the La ~ & n  FMU; 
although a good baseline has been produced for the second aka centered on Salamt 
Although the project has already had considerable impact on the La Uni6n area, a baseline 
carried out at this time would allow measurement of impact between the present time and the 
EOP. This baseline should include the information in the Leiva study so that data can be 
compared between the two areas, but it should also provide additional information on 
income-producing activities or income contribution broken down by gender. Leiva's study 



focused on. the family as the unit of analysis, but additions to the baaelhe instrument would 
allow the measurement of project impact on women. 

' 

The baseline instrument should also include questions that focus on the activities that 
the project carries out through the social promoter extension component, particularly those 
involving women, such as existence of improved stoves, washstands, screened cupboards, 
vegetable gardens, tree nurseries, axid so on. 

B. . Rural ExteBs'ionism - 
1. Changes in fhe Extension Program Since the Project Agreement 

Page 8 of the Project Agreement, under "Vi. m o v e d  Agpculture and 
Grazin~ Pn&i&" notes that while land use in the La Uni6n FMU is predominantly forestry 
with relatively low population density, there is increasing agricultural pressure on the forest 
due to traditional farming practices. After noting that the Natural Resources Management 
Project (NRMP/522-0168) had helped mitigate these problems in parts of southern Honduras, 
the project agreement states that NRMP would organize and staff a new field office in 
collaboration with COHDEFOR's office in La Uni6n, that additional field technicians and 
paratechnicians would be assigned to other municipalities in the area, that work plans for this 
team would be developed in collaboration with the NRMP and COHDFLFOR staff, and that 

- the agriculture and range management personnel would be financed by the FDP but receive J 

technical backstopping from NRMP and other branches of the NRMP. Then it lists seven 
major activities for the subcomponent: 

Range and pasture improvement 
Soil consexvation 
Improved cropping practices (primarily basic grains) 
Crop diversification 
Agroforestry 
Women-in-developing activities. 
Small-scale irrigation 

The arrangement described above was 'never actually carried out. Instead of NRMP, 
the field office was staffed initially by personnel from a new project: the Land Use and 
Productivity Enhancement (LUPE)-project (522-0292), which began 14 months later and 
sought to extend the experience of the NRMP to new areas of Honduras. By doing so, the ' 
project was carrying out the spirit, if not the letter, of the project agreement. Accordingly, a 
LUPE office was set up in the FDPICOHDEFOR offices of La Unitin, and the two projects 
were not officially linked until the end of 1990. 

To understand the role of LUPE in the FDP, a short summq of LUPE activities is 
required. LUPE extension teams consist of four or five professionals, usually an agricultural 
specialist, a livestock specialist, an agroforestry or soil conservation specialist, and a WID , . 
specialist, all with at least three (technical level) to five years (professional level) of . 

university training. ' 



The LUPE strategy is to form and work with men's and women's groups in 
communities in a particular area, expanding the number of communities contacted as time 
goes on and a8 extension activities from the groups formed earlier become more routine. In 

- 

La Uni6n, for example, LUPE has a map showing communities the focuses of this year's 
activities, those p h e d  for 1992, and .those targeted for 1993. 

The men's groups are comprised of farmers and the women's groups are housewives 
or unmarried women. Couples frequently participate together, the woman in one group and 
the man in the other. I)lpically, the LUPE team works with both men's and women's 
groups in the same community, but, a community will have just one or the ~ t h e r ' ~ r o u ~  
organized with the WID p i a l i s t  working in communities not touched by the 
agroforestryilivestock specialists, and vice versa. 

The LUPE activities carried out with rural residents read like the above list of 
activities for the FDP: range and pasture improvement, soil conservation, improved - 
cropping practices, crop diversification, agroforestry, and women-in-development. If there is 
any special focus, apart b m  the WID activities, it appears to be soil conservation, at least in  
the La Uni6n region, including contour plowing, trenches supported by grass, and multiuse I 

trees. Still, the composition of the LWE team is such that it should be able to tackle 
problems in virtually every area of agriculture, .livestock, and agroforestry. 

The existence of separate project goals, methods, administrative systems, and 
organizational systems made it difficult for the two projects to work smoothly together. In 
particular, it was hard for the FDP to administer personnel over which it ultimately had no 
control, and it was hard for the LUPE personnel to determine which of its two sets of 
superiors had authority over their actions. A study (December 1990) suggested that this team 
either. be incorporated completely into the FDP or that LUPE be separated officially from the 
FDP. The second option was selected and, as of 1991, the two projects continue working in 
La Unih, but separately. 

As is often the case with divorce, the separation of LUPE from the FDP was 
accompanied by a certain amount of resentment and recrimination, in spite of being two 
institutions that under other circumstances would ordinarily like and admire each other, and 
probably would have litde difficulty in collaborating and coordinating efforts in a common 
cause. It seems probable that LUPE and the FDP will evel~tually be able to forget the past 
and cooperate fully. In fact, this cooperation is already taking place, and this investigator 
was witness to increased contacts and collaborating at the extensionist level. The nature of 
FDP-LUPE collaboration in the future will be discussed in more detail below. 

While LUPE was still involved with the FDP and continuing to "date" in 1991, the 
FDP hired several (ultimately, six) social promoters as "paratechnicians" in the spirit of the 
project agreement, who are supervised by an agricultural engineer with extensive extension 
experience. These social promoters, four men and two women, continue to work within the 
context of the FDP. 



The promoter's qualifications are those common to the paratechnician category. None 
of the six has any post-secondary schooling, and their secondary school specializations are 
varied, including primary school teachers, secretaries, and business. Just one has a 
specialization as social promoter. They reaived a minimum amount of training from the 
FDP before beginning work in the field, and their supervisor has tried to get them as much 
on-the-job training as possible.. Their strength, and it is considerable in the area of 
extension, is their willingness to live and work in rural village communities, which helps 
them to .learn and appreciate the . . conditions of the rural residents of ,the area. - 

However, the promoters are a technically weak team due to their lack of university . 

training or extended training in extensionism, agriculture, agroforestry, livestock, and 
women-in-development, and the .project is thus weaker than it was originally conceived, since 
the promoters were intended to complement theNRMP1LUPE technical extensionists and to 

. help them in providing outreach to the communities. The outreach is still there, but the 
technical direction that was to have been provided by university-trained personnel is reduced, 
at .least within the FDP. 

2. The Incentives Program 

The original system for working with incentives was that they should go to 
individuals for agricultural, livestock, soil conservation, agroforestry, or WID activities. 
There were numerous problems with this system. First, people who did not receive 
incentives accused the PDF of favoritism, both political and personal. Second, people 
received the cliecks but did not receive sufficient guidance regarding how the money was to 
be spent and the need to back up expenditures with bills of sale. Third, there was 
insufficient supervision regarding actual use of funds for the purpose they were destined for, 
and in some cases there was no record whether.beneficiaries actually spent the money on the 
expressed purpose. Fourth, the sheer number of applications overwhelmed the FDP 
administration to some extent, and there were delays in cutting checks. 

. . The system has been improved during 1991.. First; incentives now go to groups, not 
individuals, which avoids many of the problems of the previoils year. The groups are 
usually those formed by the promoters or those already organized and reactivated. The 
projects to receive incentive funds are always group projects involving five or more pwple, 
either an entire group or a subset of a group. An example of an entire group is one in which 
all are involved, such as in vegetable gardening, while a subset might be those women in a 
community who still lack an improved woodburning stove. 

The investment plan is worked out by the promoters' supervisor, and includes the 
names of all members of the group, although just one check is cut in the name of a 
representative of the group. The application is sent to Tegucigalpa where it is handled by the 
coordinator, and turnaround time is about five days. Two checks are then cut, one for 70 
percent and the other for 30 percent of the total. When the 70 percent is spent and the bills 
of sale for that amount sent in, the second check is sent out. 



One of the principal problems of the incentive program is trying to determine what 
kinds of projects should be eligible for funding. To date, project selection criteria has been 
limited to the list of seven activities in the project agreement, i.e., agroforestry, basic grains, 
crops diversification, WID, small-scde irrigation, soil conservation, and improved range and 
pastures. However, the promoters have identified as important to the community projects in 
pota6le water and l a m e  construction and infrastructure projects with no clear identification 
with the seven-item list. 

In 1991, the PDF.apptoved projects involving vegetable gardens, improved wood 
stoves, and potable water. ' While the first two of these might figure in the seven activities, 
the potable water projects clearly do not. Even though the PDF incentive program staff have 
been unwilling to step outside the bounds of the project agreement, in this case they have 
done so. However, they have done so cautiously and only because they are convinced 
that the potable water projects are a matter of extreme necessity for the communities, 
especially when the population has been affected by recent outbreaks of cholera. 

3. The Forest Protection Funds and their Use 

One component of the project that has matured and acquired some importance 
for the communities of the area has to do with the caretakers (vigilantes ambulantes) hired 
for a period of six months to watch the forest. Originally, the two lumber companies hired 
one to two individuals to do this, and the PDF hired others in those areas where the lumber 
companies had no timber sale concgssion. There were a total of 24 caretakers in 15 
communities. 

However, the communities complaird about this arrangement. They wanted to know 
why some were hired and others not, and a new arrangement was finally made wherein the 
caretakers do their work but their salaries go to the communities they work and live in. That 
is, checks are still cut in their names, but they endorse these and turn them over to the forest - 
protection and extension section of the PDF, which administers the funds for the community. 
These funds ranged this year from a low of L.1,130 to a high of L.2,700. This is not an 

. ideal arrangement: for the coming fire season, funds should be destined specifically for the 
communities; and if an individual check must be cut, it should be done in the name of an 

a elect& community representative. 

At the same time, a committee is formed in the various communities to decide how to 
use the money, usually helped out by one of the PDF's social promoters (10 communities), 
although in some cases a local school teacher has taken the lead (two communities) and in . 
others the regular staff of forest protection has worked with the community (three cases). In 
the future, it is expected that the program will lean more on the promoters to help organize 
andadminister these funds. 

Eight of the projects have involved building latrines, five have involved school or 
school kitchen construction, and two were potable water projects (see chart 1, below). . The 
communities have occasionally been able to acquire a little supplemental funding from the 
municipality or the lumber industry if the funds are insufficient to complete a project. 



funds, though :modest, have had an important impact on the comr;wnities, 
especially in those like Vallecito where the population might have reason to resent both 
COHDEFOR and the forest industry in general. l'he construction of the school will facilitate 
the atrival of a primary school teacher for the next school year, and provide an opportunity 
for 22 school age a children present in the community of seven families. 

CBART I t  Forost Protact ion Agroemont by Comaunity and Communal Construction . 
to bo ca r r i od  out.  

Amount # of What Funde 
.Community Received . Paid by ' guard. 0 r g k f  ee r  ueed f o r  ' 

- 
L. 2280i96 FDP 2 Lmi Blancoe Soc. Prom. Latr ine0 

- Comalotillo 2490 48 FDP-YODECO 2 Soc. Prom. Pot. water 
Encuentroe 2270.48 FDP-HONDUPLY 2 Soc. Prom. La t r ines  

a Monte Verde 2700 00 YODECO 2 Teacher School 
E l  Aguila 2700.00 YODECO 2 Teacher School 
Dictamo 2284.96 FDP 2 Soc. Prom. Latr inee  
Ocotal 2280.96 FDP 2 Soc. Prom. La t r ines  
Val lec i to  2260.00 HONDUPLY 2 Direct  School 
Yupite 2280.96 FDP 2 Soc. Prom. La t r ines  
Cerro Verde 1283.04 FDP 1 Soc. Prom. School 
Rancho Quemado 1130.00 HONDUPLY i Direct school 
Timiz 1130.00 'HONDUPLY 1 Soc. Prom. La t r ines  
La P i t a  1130.00 HONDUPLY 1 Direct  School 
Zapotes 1140.48 FDP 1 .  Soc. Prom. Latr inee  
J u l i a n  1350.00 YODECO . 1 Soc. Prom. Latr inee  

Sourcor Draft  Foreet Protect ion Report, La Uni6n 

4. Analysis of FDP Social Promoters Functioning 

All of the promoters began work during 1991, and all seem to be working 
fairly well. A focus group was held with the promoters to address their activities and 

a - . problems. Chart 2 demonstrates how they rank the problems they .have encounfered in &ir 
work. , 

. . 
Transportation to, from, and between the communities they work in is the number one 

problem for the social promoters. They are regularly required to spend some time each 
week in meetings in La Unidn at COHDEFOR headquarters, and there are occasionally other 
meetings in La Uni6n, support visits to other communities, or other activities which take 
them out of their home-base communities. There is very little traffic in the region, and 
whole days can be lost waiting for a ride to points near their communities. 



Tranmportat i o u  1 2 1 1 2 7 1 .4  1 
Low Balarimm 2 1 2 2 6 13 2.6 2 
Incmntivom dmlaym . 3 4 3 3 14 2 .8  ' 3 
Logimtioal mupport. 4 5 5 4 5 23 4.6 4 

Admin..aoord. 6 . 6  4 6 4 26 5.2 5 
Laclk o f  tr&ning 5 7 , ' 6  7 3 28 * 5 .6  6 I S ,  

Lack of per diem 7 3 8 .  1 5  8 32 6.2 7 

One of the most irritating aspects of extension work for the communities themselves 
is having a promoter (or other extensionist) schedule activities in a community and then not 
show up. Community members plan to attend the meeting, leaving for later their own 
important activities, and then waste an entire morning, for example, waiting for a promoter 
to arrive. It is often not the fault of the promoter, who is helplpsly waiting in La Uni6n 
with no way of getting to the community and no way of letting the community know that he 
or she is not able to arrive. 

There are 34 villages (aldeas) with 296 mini-villages (caserios) in the four 
municipalities in the area. The aldeas may have several hundred people, and the caserfos 
may have over a hundred, although they usually have less. At present, the, promoters are 
present in the followir1g '11 communities, as shown in chart 3. 

CEARl! 3: Colrunitimr 8mm.d by Promotmtr and t h e i r  Populations 

Aldeae & Population Caeerioe & Population 

E l  Ocotal - 226 Cerro Wrde . - 45 
E l  Dictamo - 163 Sabana Grande - 41 
Lor Encuentrom - 85 T h i s  - 35 
Camalotillo - 100 La Medina - 283 
L o m i t  am - 204 . 
Loe Blancom - 82 - 249 Canada Galana 

w'itb m&rcycles, there is no reason the promoters could not raise the average 
number of communities they work in from two to four and perhaps more. In addition, the 

'II mobility provided by a motorcycle would allow promoters to include communities that are 
more distant but are crucial to project success, such as communities where logging has 
recently taken place or where residents nlight be more likely to set wildfm. 

Other problems mentioned by the promoters include three items have to do with 
project administration in some way: delays in the incentives, logistical support, and 
administrative coordination. With regard to the incentives, in spite of the assurances by 
Carolina Barrientos that turnaround time on incentive requests was five days, further delays 
occur. During the two weeks of field research for this report, for example, incentives were 
expected on the first day of research and by the last day, they had still riot arrived, and radio. 

. communication with Tegucigalpa seemed to indicate that they had been lost. 



With regard to logistical suppork md nsr;llmitdstrative coordination, which can be 
lumped, them Is a feeling in the mid promow extension component that their activities are 
tolerated but not supported with my enthusiasm, which may be natural in a project that is 
supposed to focus on fimstry. It is interesting that the promoters do not see their lack of 
trailring ao a particularly serious problem. 

The fku~s group with the promoters (four men and one wolran were present, - 
one woman absent) tunned up an interesting piece of data. Chart 4 demonstrates that WID q , 

activitiea are considered comparatively easy to accomplish as well as within the promoters' - abilities, but the promalters generally do not consider them important for the community. = 

Although chat 4 does not show this, the one woman in the focus. group felt that W D  
activities were both harder to accomplish as well as more inaportant than the men. 

CHAR2 4 r Ranking o f  A a t i r i t i e r  Spatially #antionad i n  Proj8at Agr8ement 

~ a t i v i t i e m  

Range/pamture improvement 
8 0 i l  conmorvation 
Improved arogping praaticem 
Crop divermifiaation 
Agroforomtrjr 
WID a c t i v i t i a s  
Small male irr igat ion  

Imp. for'  
Community 

4.5 (St) 
3.6 ( 2 )  
2.5 (1) 
4 .3  ( 4 )  
4.5 ( S t )  
4 .6  ( 7 )  
3.8 ( 3 )  

SP'm own 
a b i l i t i e s  

Eaee o f  doing 
i n  community 

Chart 4 would M m  to indicate that WID activities are separate from the others in the 
chart, but the truth is that these activities can include elements from nearly every other 
activity. Women are involved in tree nurseries, meaning agroforestry, involving species 
such as leucaena and maderado, which contributes both to feeding cattle (=rangelpasture - 
improvement) and to soil consemation. They are also involved in vegetable gardening, 
which is a form of crop diversification. In some communities, such as Lornitas, both men's 
and women's groups work on the same activities, such as vegetable gardehing and 

, composting, although they work as separate groups. 

Additional WID activities include fuel-efficient stoves, dish and clothes washing 
stands, screened-in cupboards for dishes and feod, improved floors, chicken cobps, and pig 
pens. Women's group8 are somewhat easier to work with than men's in that they are more 
often at home and easier to contact for meetings than men. 

L 

The lack of training and preparation of the promoters has caused them to focus more - on the activities of their own sex than they should, i.e., male promoters tend to neglect 
women's groups and vice versa. This tendenicy needs to be remedied, although how to 
remedy it will differ 'between male and femae promoters. It should not be a problem 
socially if both the female and the male promoters are careful to work only with groups and 
not individuals. 



, I 

In spite of the problems encountered, the project has been designed well to include a 
necessary focus on women-in-development. The project is designed for the formation of 
women's groups in all ccrmmunitien where there are men's groups so that women are an 
equal focus of the extension component activities, and this has generally been achieved. 

It is worth mentioning that LUPP, also concentrates on women's activities, although in 
this case it is only the WID specialist who works with women's groups and not the 
agricultural or livestock specialists. Also, the LUPE WID specialist q i o n a l l y  works in 

a communities where the other specialists am not working and vice versa, so equal doverage of . 
the PDP.may be more generalized than LUPE's, 

C. Small-Scale Forest Enterprise 

1. Background 

This compomt of the FDP is oriented directly toward improving income 
levels among individual rural residents in the La Unibn FMU through the development of 
viable s d  businesses, the training of beneficiaries both technically and as small 
entrepreneurs, and if necessary'and fe'asible, the provision of loans for start-up and working 
capital. 

'This component, like the extension component, is directed ultimately at protecting the 
forest from wildfires set because of resentment toward the government-COHDEFOR, to 
increase cattle forage, or through lack of concern. The small enterprise component attempts 
to create concern for the forest and its products among small enterprise owners and, by 
extension, their friends and neighbors, by creating a dependence on forest products for these I 

enterprises and thus an interest in protecting these forest products from wildfire. Therefore, 
any small enterprise can be considered under this component if it can relate in some way to - 

the forest. 

The small enterprise component has been underway for a much shorter period of time 
than the rest of the project. A contract was' awarded to Gainesville-bpxl Tropical Research 
and Development (TR&D), a private company, and work began in March 1991, which 
means'that this midterm evaluation is based on just seven months of activity. The evaluation 
is thus a little premature, but it may have the advantage of providing course correction at an 
early stage and in this way improve chances for success. 

While the list is open to expansion, the TR&D component has begun by looking at 
four small enterprise options. One is carpentry, a seemingly natural option given the project . 
location in a pine f m t  area with several sawmills in the vicinity, and especially since there 
are carpenters in the towns of the project area. A second option is resination, the collection - 
of pine resin for use in the production of turpentine. A third option involves the use of oxen 
for logging, in conjunction with the logging companies or in areas outside those reserved to 
these companies. The fourth option involves pit sawing of lumber, which may involve ' 
squaring off logs for eventual use by lumber companies or using logs not taken by the 
companies to produce rough lumber. This evaluation will consider each of these options. 

F-10 
1 'v 

- 



2. Carpentry 

The original p l h  of TR&D was to produce products for export 'so the United 
States.   he argument was that before inducing.small carpenter-entrepreneurs to produce, it 
was essential that a market exist for that product. Therefore, a U.S.-based company has 
been hired to explore makets in the United States for simple, pinewood products that might 
be made by the carpenters in La Uni6n. To date, this company has identified a type of 
simple flower box and provided the drawings and plans for the box, although it has not 
provided information yet on ho'w many boxes might be sold :;or for whataprice. 

. '  , . 
TR&D is now reconsidering this option and will likely abandon it. This option is 

patently not viable and should be. abandoned immediately. No one should seek out mrcrkeb 
under this component until (1) a wood shop facility of some kind exists in La Uni6n and (2) 
,@ere are trained carpenters to operate it. The export objective is attractive, as opposed to 
local marketing, because the returns can be high. If successful, it might transform the local 
economy and, incidentally, go far toward raising consciousness regarding the protection of 
the forest from wildfires. But this objective can only work if the following scenario, with 
steps very different fiom the above one, is followed. 

TR&D must first set up a carpentry training facility in La Uni6n. one that is similar 
' 

to those proposed for the carpenters and using the same kinds of machinery. This means that , 

TR&D must import the U.S. machinery, move it to I a  Unih, and set up the shop, a process . 
that will stand it in g d  stead if it eventually wishes to do the same with local carpenters. 
This faility rn be used to train fust the 19-20 La Uni6n carpenters already identified. 
Once the training is completed, it will be possible to experiment with a variety of products, 
and samples of these products can be used to explore potenh markets. 

'rhis scenario has a chance of success, but even if it does not succeed, the activity has 
the advantage of providing good training in carpentry using good stands equipment. All of 
the trainees will. have received some useable training for work LI their own, still non- 

' 1 .  ,technifred carpentry shops. The training shop would remain in La Unih, either at 
COHDEFOR or at the local school, and could continue to be gsed as a training facility. 

But these gains are small in relation to the outlay, ,and there are problems with this 
carpentry option, not the least of which is the fact that the project at present presumes the 
use of electrical machinery, in spite of the fact that the town of La Uni6n has no electricity. 
This means that electricity must be produced using a diesel generator, an extra initial expense 
and an expensive source of electricity. Second, an export operation would require a secure, 
inexpensive, and ample source of war materials, and most of the lumber produced in local 
sawmills already has a purchaser. Th'e San Jose sawmill, for example, is owned by Luis 
Velasquez, who also owns a furniture factory, which he himself supplies with wood. Other 
problems include scarce transport for products and lack of rapid communications, such as 
telephones. 

It might be preferable for TR&D to lower its sights and look to more appropriate 
technology and resources, in spite of lessened opportunitieS for a high impact on the 



beneficiaries. While it is not the place for this document to provide a detailed list of such 
options, there are some points that should be taken into account. 

First, with regard to technology, serious consideration should be given to projects that 
carpenters can carry out without electric machinery to avoid the expense of first producing 
the electricity, .&en producing articles for sale. By doing so, individual carpenters might be 
able to accept a loan for a much smaller amount of money and thus avoid an onerous debt 

, that can only be paid back if the export venture is successful. 
' 

Secopd, with reg&d resources, the component needs d look into the possibility of . 
focusing on products that can be produced with waste wood from the sawmills, which at 
present is burned by the sawmills. This might mean focusing on products which can be 
produced using smaller pieces of lumber, such as toys and small boxes. In fact, the - 
collection, management, and sale of waste wood from the sawmill is a potential small 
enQe:qrise for the area. 

Third, as Valerie Estes' socioeconomic report suggested, the component should 
concentrate on ~roducts that can be produced using the family as an integrated labor unit, 
including in the process at the outset, perhaps to finish products from pieces produced by the 
men. Women should be included in the training process, especially the business and 

'.accounting training, from the beginning, since Estes reported that it is most often the wife 
who acts as "treasurerw and manages the money in a household. 

By thinking small instead of big, the component wil l  take into account variable labor 
availability of both men and women during the yearly agricultural cycle. As Estes notes: 

The most attractive economic activities will include ones which are characterized by 
being small-scale, offering daily and annual flexibility of hours invested, locally * 

based, and offering significant control ,to the individual producer.. . Beneficiaries who 
are farmers have had experience primarily with very small-scale production and 
marketing. Organization of the activities and finances of activity enterprises should 
reflect this scale. 

3. Resination 

Resination involves making a small cut in the bark of a pine tree, applying an 
acid to stimulate the flow of resin, and collecting the resin in a small cup. If done correctly, 
it does not harm the tree and can be carried out indefinitely or at least until the tree itself is . 
harvested. Resination has been carried out for years in Honduras, which exports pine resin 
products. The export industry is controlled by a few bmpanies who essentially set the price 
for .resin. 

The above-mentioned Velasquez, owner of the San Jos6 sawmill, is working with 
resination in the area around La Uni6n. His system is to provide all the materials and to 
simply pay individuals a daily wage of L.110.60, slightly below the basic sawmill wage, to 



collect min. He claims not to make any money (or lose any) on resination, &d he 
' 

continues to do it to keep more people employed in the area. 

TR&D plans to provide a small loan to individuals to collect resin on their own and 
to sell it to middlemen, who collect the resin for tlhe large companies. The cost of materials 
to begin collecting resin from 1,000 trees, which is the number an individual can manage on 
his own, is about L.1500 (about $283). Some of the materials, like the acid, is a recurrent 
cost, while the bark-scratching tool and, the cups are one-time costs. ' 

- 
One wnstraint b x.sination is hat  the h j w t  should use only those trees that will' be . 

cut in the next three to five years to ensure good quality trees for harvest, since resination 
can be harmful to timber starids if it is not done correctly. The question is whether 
COHDEFOR is willing to provide sufficient supervision to make this option viable. 

Another constraint in stimulating resination on a large scale is that the individual 
resinator mifit consider that the 1,000 trees he is resinating are "his," in spite of the 
explanations from COHDEFOR that he only has tempomry use of them. At some point the . 
logging industry will cut down %is" trees, which of course do not belong' to him anyway but 
to COHDEFOR, which has contracts with the logging 'industry. The resinator will 
undoubtedly fight to save "his" from logging. And of course, there is no point of 
saving the trees b m  wildfires if they cannot later, be harvested. 

If resination is to be carried out, TR&D should alter its strategy to provide a no-cost 
demonstration of the profitability of resination. It should purchase one set of materials for 
use with an individual or group of individuals interested in trying it out. It should carry out 
a training and demonstration of resination for a six-month period, including both the . 

A technical aspect as well as training in the aqounting hvolved, and only then should it solicit 
candidates for loans. 

4. Oxen Logging 

Oxen are an integral part of the La Unidn area landscape, and there are 
virtually no men who have not' had plenty of experience with them. They are used in 
preparing the land for planting, cultivation of young crops, and &y task that requires them, 
including pulling out consultants' vehicles when they get stuck in the mud. 

They are in use at present in logging, and the industry would like more yokes of oxen . 
and drivers. Oxen are cheaper than mechanized vehicles, they can work in difficult areas 
inaccessible to mechanized vehicles, and they generally do less damage to the forest, 
particularly young trees, than logging by other methods. Pulley and cable logging 
technology should be introduced to improve the efficiency of this operation. 

An oxen-logging contractor was interviewed who provided some details of his 
profession. Oxen logging is paid on a production basis, and a good team of oxen can make 
as'much as L.180 per day, while average earnings might be half that much. A good ,yoke of 
oxen 'costs about L.7,000 at ~ k n t .  While oxen feed on grass near logging sites, they must ' . . 



also be fed concentrate casting L.5-10 per day. w i n g  is dangerous, however, and an ' 

animal that breaks a leg or horn can no longer be used. 

5. Other PossibWties 

TR&D has not looked into two possibilities that were specifically mentioned in 
the projectpiper: seed collection and road maintenance. Seed collection from pine trees is 
an activity in which individuals collect seeds from pine cones. These seeds could be used to 
make tree nurseries, and'the seedfigs used to reforest in areas with poor natural regeneration 
or in fire-burned areas. The owner of Yodeco, which has a timber concession in this F,  
pays people for plaqting pine trees in neighboring Yoro. 

r 

The project papeir stipulates that routine road maintenance be contracted to local 
.a inhabitants whenever their availability permits. TR&D might try to organize these road 

maintenance crews, working with COHDEFOR, Honduply, Yodeco, and the San Jod  
sawmill. 

D. Conclusions 

1. Social Promoter Component 

The social promoter in the forest management komponent has 
been positive, although theiv impact has been limited by lack of transportation and training. 
In addition, women promoters have been equally effective or even more effective in 
comparison with men promoters, since women work effectively with men's groups, and men 
promoters have been less effective in working with women's groups. The promoters' present 
supervision is excellent, although the present supervisor's workload is heavy. In addition, 
the present supervisor has excellent training in agriculture and livestock, but he has less 
experience in women-in-development activities. 

2. Community Selection for Social Promoter Extension 

The FDP extension component has selected which communities to work with 
. based primarily on the willingness of communities to 'accept the presence of the promoters 

and to work with them on their own development. They ignore those communities that 
demonstrate apathy or negativism when presented with the possibility of working with the 
extension program. As a result, many of the communities selected are not the onai that 
should be top priority, i.e., communities where people have more reason to set wil~dfires. At 
the same time, while LUPE and DIRCO are present in the area, thky do not maintain a 
special focus on the "problem" communities in the area, from a forest management point of 
view. 

3. The Use of Incentive 

The incentive program began poorly by giving incentives to individuals and by 
not providing sufficient supervision for recipients of .the incentives. 'Although the rules 



governing the incentives have not yet been reformed, the program has been restructured to 
provide incentives to groups rather than individuals and to provide better supervision of 
them. As a result, the incentive program is now a positive factor in the overall extension 
program. 

4. The Forest Protection Funds . 

While ,not planned as part of project extension to area communities, the forest L 

protection funds have proved to be a very positive and productive component in improving - 
COHDEFOR relatioxls4 with selected communitia. It has provided communities with their 
"own" money, almost as if it came from taxes, to use in bettering community infrastructure, 
in spite of the relatively small amounts of money involved. In communities where the social 
promoters are not working, the forest protection fund has functioned to achieve similar 
results in community satisfaction. 

5. Small Enterprise Development 

The small enterprise component under the direction of TR&D has not been 
operative long enough to derive any real conclusions about its ultimate success. The original 
strategy of finding an export market for a particular product providing was poorly thought 
out and has apparently been shelved. . . 

6. Socioeconomic Baseline 

A socioeconomic baseline, which would permit the later measurement of 
project impact on income and other factors, was not carried out'in La Uni6n FMU, although 
a baseline study was carried out recently in SalamB, the area targeted as the second area for 
project intervention. 

Em Recommendations for the Extension Component 

1. Increase the nurrnber of promoters to 10 w&h at 'least 50 percent being 
women 

The number of social promoters should be increased to 10 to provide increased 
coverage in the FDP area. Three of the four new promoters should be women to achieve a 
balance of five men and five women. If it is found that women promoters are able to work' 
with men's groups as well as women's groups, but that men promoters have difficulty - 
working with women's groups, then all new promoters should be women, since it is not 
efficient for women promoters to be required to work with women's groups in the 
communities of men promoters as well as in their own assigned communities. 

2. Increase staff supervision and training by hiring a woman social worker 
. . 

The present supervisor, an agronomist with knowledge of both agriculture and 
livestock, provides 'much of the tech~cal backstopping required of the promoters in the areas 
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of horticulture, agroforestry, agriculture, and soil conservation, and he is an excellent 
supervisor as well. He is weaker in community development techniques and WID, 
Therefore, the project should add one staff member, a woman social worker, who will assist 
the supervisor in component administration, training in community development dynamics, 
and support for WID activities. The correct supervisor to promoter ratio should be one 
supervisor to five promoters. 

3. Continue and strengthen inter-institutional ~00rdinati~n with LUPE and 
DIRCO 

The LUPE team impressed observers with their knowledge of community 
development and with their soil consewation'and agroforestry activities. There is also the 
DIRCO program with three agronomists, which stimulates basic grain production with loans 
for improved seed, fertilizers, herbicides, and pesticides, and is achieving increases for corn, 
as farmers raise pK)duction from 4,000 to 5,000 lbslmz. Bean production has been raised 
from 800 to 1,600 Ibdrnz. The FDP social promoters can get additional training and 
backstopping from the LUPE and DIRCO teams, as well as provide contacts for these 
agencies in the communities they serve. 

4. Select which commynities to work with based on the problems of forest 
management 

The FDP should select communities first and foremost according to their 
importance in forest management and wildfire control. . It should select communities such as 
VaUecito, where residents were forced to stop growing corn in the Muralla protected area, 
where seven homes have some 90 cattle, and where forest cutting is being concluded, making 
it a community where regeneration is essential now and where residents have two reasons 
(resentment and cattle forage) for setting wildfires. - 

5. Restructure the use of incentives . 
. . . , 

The incentivesprogram should' be restrui:tured,and a neb set of 
. and rules should be developed by the incentives c&rdinator and the field supexvisor. The . 

incentives program should be opened to infhstructure projects such as potable water, 
latrines, and school construction, but should continue to include other projects such as " 

vegetable gardens and improved stoves. The program should be open to groups only, not 
individuals. 

The groups should have experience working together with the promoter in non- 
incentive projects for a period of time before becoming eligible for incentives. The promoter 
should not even mention incentives until the group has demonstrated that it can function well 
without incentives. 

The incentives should be provided to the group, although an individual, the group 
president or representative, will have the incentive check made out in his or her name. The 
promoter must accompany the represefitative in the purchase of the materials required for the 



incentive-based project, both to ensure that thc money is used for the purpose it was destined 
as well as to make sure bills of sale are collected for PDF bookkeeping. 

Incentive funds should be mnde available to the LUPE and DIRCO teams as well, if 
these agencies encounter situations in communities not served currently by the FDP. The 
criteria for including such communities should include availability of funds and the 
acceptance on the part of LUPE and DIRCO that FDP must supe,rvise the incentives. 

While incentive funds have not been utilized as mucli during' 1991 while searching for , 
. - 

. an improved mode of handling them, .they are nonetheless a valtiable tool.for the FDP 
extension program md for the promoters. The incentives should continue to exist, although 
the amount needed annually might be diverted into the forest protection fund. 

6, Social promoters should receive motorcycles 

It is highly recommended that the promoters be provided with motorcycles of 
the 125 cc scrambler type, which will greatly increase the time they will have available to 
work with communities. It will also allow them to cover a much greater area or number of 
communities, and it will increase their reliability when they asit the communities. They 
should be able to cover four communities each, which means that the EDP would be reaching 
40 of the 296 communities in the area. 

7. I h e  promoters need training on how to work with women's groups 

Training in WID for male promoters should include women's' group dynamics, 
how to avoid conflicts, and how to link men's and women's groups in each community's , 

activities. This training should be provided by the new staff female social worker. The male 
promoters must also learn the techniques mentioned above (stoves, stands, cupboards, etc.) 
so that they can provide concrete assistance to women. More importantly, the female social 
worker needs to raise the consciousness of the male promaters on the importance of WID 

' . activities. 

8. Restructure the forest protection funds so that the explicit beneficiary is 
the community,. not an individual 

The forest protection funds program should be broadened, but care should be 
taken in determining the amount available per community. A minimum, fixed amount should 
be set aside for each community, and that amount communicated to the community. The 
amount should probably be based on community size, for example, L. 1,500 for communities 
with less than 100 people, L.3,000 for communities between 100 and 200, and so on. 
However, a special bonus should be offered to communities of special interest to the FDP, 
such as communities where the forest was harvested recently, or where individual families 
have a large number of cattle per household. If the project decides to rotate the funds and 
provide funds for a community one year but none the next, the community should be 
informed of this, and the funds should be made ample enough to complete a necessary 
infrastructure project. 



Communities should also be allowed a certain flexibility with their funds, such as 
saving the assigned amount one year and putting it together with the next year's funds to 
complete an expensive project, such as the introduction of piped potable water. Communities 
should also be required to have a functioning community improvement committee or have 
men's and women's groups working with a promoter. Finally, a promoter should be 
assigned to each community receiving protection funds. 

F. Reco-endations for Small Enterprise Component ' 

1. . Abandon fix& on carpentry exports until beneficiaries'an trained . 

If it has not already been done, the contract with the U.S.-based company 
should be canceled by TR&D until it can be shown that export products can be produced. 

2. Set up a carpentry t9ining center and mination demonstrations as a fmt 
step in the La Unidn area 

TR&D should set up training and demonstration programs in La Unitin, 
including a training center in woodworking for carpenters and demonstration and training 
sites for those interested in resination. 

3. Make loans for purchase of oxen flexible 

Loaras made to individuals for the purchase of oxen should take into account 
the possibility of injury to the animals. If an animal is injured and must be slaughtered, the 
loan should be renegotiated to allow for purchase of another ox; 

4. Hire short-term consultants to analyze product possibilities 

TR&D needs to k5re one or more short-term consultants to provide ideas for 
different items that can be made with forest products .and for fresh possibilities for ~ther  
forest-related enterprises. 

G. ' Another Recommendation: Carry out a socioeconomic baseline study in La 
Unidn 

A socioeconomic baseline study of the La Unitin FMU should be carried out as soon 
as possible to provide the basis for future evaluation of the impact of the project on income . 
and other socioeconomic factors. 

H. . -on Learned: Separate projects should not be mixed 

The experience of this project in including a team of professionals from the 
LUPE project within the FDP was negative, and it is not difficult to understand why this was 
so. The LUPE project places technical assistance teams in many communities, and these 
teams are supemised by LUPE project management under the Ministry of Natural +sources. 



The LUPE team was and is supervised by Eduardo Canales, whose office is in campainento 
and who also supervises the other LUPE teams in the area, including, for example, Salam6. 

I 

However, the La Unibn, LUPE team was also supervised and administered by the 
FDP administration in La Unibn. Although the LUPE team's activities in La Unibn followed 
activity descriptions for other LUPE teams, and although these activities were known to the 
FDP administration, it is easy to understand how the FDP might wish to reorient the LUPE . 
team's activities in some way, especially since the FDP was pilot in natbre. Since the LUPE 
team was supposed to be integrated into the EDP, administration:had reason to believe it! had , ' - 
coritrol of the LUPE team and its acthities.8 . ' , '  

The LUPE team was 'eventually separated from the FDP, and it now seems probable - that the LUPE and the FDP social promoter teams will be able to work together in their 
. common interests in the La Unibn area. The lesson h r e  is that separate projects should 

collaborate, and this collaboration might be formally developed at administrative levels or it 
might be informally worked out at the field level, or both, but one project should not be 
integrated into another. 

- 





ENVIRONMENTAL REPORT 

I .  

This report presents the resilts of the analysis of environmental impacts and 
other environmental issues related to the implementation of the Forestry Development Project 
(USAIDIHONDURAS 522-0246). The discussion is based on field observations within the 
project area.(la Unidn) as well as in other areas of Honduras and interviews with project 
personnel and other individuals directly and indirectly involved with forest and environmental 
activities in the country. 

Parts of this report were inserted into the midterm evaluation report. This report 
discusses environmental issues in more depth and contains pertinent information and specific 
recommendations. The chart attached at the end of section VII presents schematically the 
results of the environmental analysis. 

2. Mqjor Conclusions 

Overall, the project has produced methodological and institutional changes that 
over a certain period of time will promote the sustainable use of forest resources, the 
protection of critical ecosystems and the mitigation of negative impacts of forest utilization 
practices throughout Honduras. 

Most important achievements of the project to date are: (1) implementation of a 
standing timber sale system with clear provisions and safeguards for environmental protection 
and (2) establishment of two protected areas involving cloud forests of significant 
biodiversity. 

. However,' much more needs to be done to (a) knsolidate the achievements to date 
and (b) realize the full potential of this project to positively affect environmental quality, 
preserve biological diversity, and promote sustainable use of the natural resourks of the 
country. 

COHDEFOR, the project's executing agency, has received the 1egaUadministrative 
mandate and thus, assumed full responsibility over the establishment and management of 
protected areas in Honduras. 

Standing timber sales across the country are being prepared in consideration of 
reducing and mitigating environmental impacts and sustaining forest productivity. Sale 
administration and supervision, however, lag far behind and & facto preclude the .full 
obtainment of environmental objectives. 



Some effort is being made to raise consciousness amo~~g the population 'i;l general and 
among forest professionals in particular about the environmental implications of all forest 
related activities. Although some educational material has been produd, a strategy and 
ktion plan for its distribution and use in schoolsmd elsewhere is still missing. 

The environmental monitoring component of the project has not been developed for 
its use as feedback mechanism in project activities, especially the standing timber sale 
program. Consequently, its potential as a tool to improve implementation of project 
activities is being lost. . 

, '  I '  

9 .  

~ l t h o u ~ h  a number of environmental impact assessment activities have been 
performed, the project and by extension, COHDWOR, have not acquired an in-house 
capability to carry out impact evaluations and environmental analysis. 

COHDEFOR has ;apparently shied away from taking a firm stand regarding grazing 
practices in forest areas, especially after the timber has been extracted and regeneration needs 
to be protected. All too often fencing of forest lands occurs to keep cattle in, not out. 

Even though incipient, the changes occurring vvithin the forest industry bode well as 
to the assumption of certain responiibilities vis-bvis the forest resources of the country not 
just over the short term, but in terms of preserving their long term productivity. 

3. Recommendations 

. Some of these recommendations may have been stated in the original project 
paper and mentioned by technical assistants to the project. Listing these recommendations 
again does not necessarily imply non-compliance, but rather partial or delayed action. These 
recommendations will be dealt in detail within the text and the annex. 

Establishment of an "environmental unit" to direct monitoring activities, 
. . conpibute to forest management and extension activities y d  coordinate actions 

related to the establishment, protection and management .of critid ecosystems 
within the project area. 

Modtoring of all environmental aspects of project implementation on a 
periodic basis carried out by outside expertise. 

Putting in place a proper environmental monitoring system within the project 
area to establish a baseline and measure magnitude a d  intensity of impacts of 
forest related activities including logging, grazing, fires and traditional farming 
practices. 

Baseline studies and environmental assessments should be conducted for the 
Salami4 FMU and'area III (when it is chosen). 

, . 
. . 
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Applied research and demonstration of environmentally sound logging and 
roading practices should be etarted as soon as possible to determine most 
appropriate techniques as well as serve for training purposes, 

Impleme~tation of a properly designed educational program involving the 
public at large, the student population, and the communities directly affected 
by project activities, 

Prioritize and significantly increase logistic support as wdl as training for - 
timber sale administrators (motorcycles). 

Promote and support a pilot cable-logging operation (possibly involving a local 
group) for timber sale areas preses~tly not exploited or exploited in&quately, 
to reduce environmental impact and provide a business-employment 
opportunity to the local community. 

Provide long-term technical. assistance to COHDEFOR in alternative logging 
systems, envixonmental controls, site reclamation, and forest roads design, 
construction, and maintenance. 

Develop an incentive and training program directed at industry and small 
businesses to involve the local communities c:htctly in forest ,related activities , 

(e.g . , logging crews, road construction and maintenance crews, fuelwood 
gathering and distribution crews, pit-sawing crews, fire prevention crews, 
seedling pdrlction, and reforestation crews (including seed collection). 

Develop and support community invoPvement.in the protection of aquifers and 
critical watersheds as well as the management of wildlife resources and fragile 
natural ecosystems (e.g., training and logistic support for forest guards, game 
wardens, nature guides, municipal watershed patrols, etc.) 

, ,  . 

COHDEPOR'Y sociial promoters need' to address basic needs of the local , 

popuhtion by focusing on forest related activities such as fuelwood gathering, 
alternative livestock management practices by means of cooperation with 
LUPE extensionists, and intensive fa.rming,practices. . 

Finally, environmental education programs implemented through participating 
institutions will need to address the community's forest surroundings, the 
economic inlplications of forest related activities, involve more directly (field, 
hands-on) the audience, and focus not just on the intrinsic ecological value of 
the forest, but also its productive potential (*). - 

(*) Children and their teachers, tor exanple, w i l l  benofit conoiderably from on-site observation of logging . 
oprations, how t r m  r r e  cut and regenereteD, how logs are t u r d  into L h r .  and furnfture and Learn about 
urtershed protection from the cloud forest t,o the pipe carrying water into the vilLega. 

G-3 ;'. / 
\+ 



B, Environmental Impact Assessment Update 

1. Praject Contribution to Environmental Conservation 

The FDP's m a h  achievement to date is probably the institutionalization of a 
standing timber sale system. The implications, of the proper preparation arid administration 
of this system are significant in protecting the environment and of sustaining the productivity 
of fonst resources. , 

. e As conceived, the, timber sale system consists of field determination of , 

standing timber volume, the selection of trees to be cut based on silvicultural 
and environmenbtal considerations (i.e,, streamside and habitat protection), 
different provisions to minimize and mitigate the impacts of felling, logging, 
skidding and loading activities and finally, the laying out of roads and skid 
trails in order to reduce erosion and siltation (**). 

Whenever proper follow-up and supervision of the timber sale occurs, as is the 
case in La Unidn Management Unit, the environmental impacts of forest 
extraction activities' are significantly reduced, soil erosion and stream siltation 
is minimized, fragile areas are not disturbed, habitat is protected and forest 
regeneration is facilitated .so as to enable the resource biye to sustain yields 

I .  over time. 

The project has trained numerous forestry professionals about the 
environmental consequences of improper forest exploitation practices. 
Implementation of environmental safeguards in forest extraction activities are 
being perceived not only useful for their intrinsic ecological value, but also for 
their positive contribution to sustainable forest production. Most significantly, 
foresters trained by the project have moved from the public sector to industry 
and thus, increased awareness about environmental consequences of forest 
related activities is becoming part of industry's own concern, for more than 
just rhetorical reasons. 

Through the project, one cloud forest area of considerable ecological 
significance (La Muralla Wildland Refuge) has been protected and the proper 
steps taken to implement a management plan. The protected area is being 
expanded from 6,093 to over 13,000 hectares in order to include the northern 
slope of the La Mora mountain range. A second wildland area w a  also . 
delimited (El Armado Wildland Refuge) and it is hoped that it will receive the 
proper attention in terms of management and protection in the near future. 

(**I Although these rctiona are indeed part of the package baing promoted by COHDEFOR and the impact 
mitigeting provisions are included as contract clauses, their application varies considerably. 
Adnfnistration of the sale and supervision of logging actfvitieo i s  weak for a variety of reasons and thus, . 
the standing tinkr sale system crmot f u l l y  realize i t s  potential to positively affect the envirormqnt. 



Pinully, both COHDEFOR and industry are becoming increasingly aware of 
the advantages of proper road construction and maintenance procedures. The 
reduction of environmental impacts (hydrologic and habitat alterations) from , 

a proper road layout and drainage works can be considerable, especially when 
, compared to traditioml road building practices. 

21. Project Contribution to Sustakb!e Use of Natural Resources 

As mentioned.above, the standing timber sale system is designed partly to - 
guarantee liatural regeneration of pine stands beirig harvest&. Although ' 

monitoring and evaluation of these procedures has not been fully implemented, 
field obsexvation by the team appears to confirm that if adequately protected 
from fire and livestock grazing activities, the pine stands are likely to 
regenerate l;o adequate densities, in some cases greater than the original ones. 

Similarly, when sale administration and supervision is carried out properly, , 

disturbed sites such as landings and skid trails can be reclaimed effectively by 
regeneration. Unfortunately, the regenerative capacity of the forest is strictly 
dependent upon proper supervision of extraction activities, upon the 
implementation of certain efosion control measures, upon effective fire control 
measures, and in some cases, upon active revegetation (grass seeding) and 
mulching activities. ' 

The standing timbei sale system has alm contributed to a greater efficiency in 
timber extraction, with reduced waste of valuable forest resources, As 
standing timber is sold to a top diameter of 15 cm, industry tends to leave less 
timber on the ground and has introduced technologies to take advantage of 
smaller diameters. In other cases, a secondary market (fuelwood and 
broomhandles) has been developed based on branches and small diameter 
timber. 

In conclusion, the implementation of the appears to promote positivk steps in 
terms of reducing forest depletion rates and in maintaining the regenerative capacity of the 
forest resources of .the country. 

3. Environmental Assessment Update 

In this section of the report the basic assumptions of the Environmental 
Assessment will be analyzed, vsllidated,.and updated. The analysis and discussion is based 
on field observations rather than objective measurements, because no baseline data has been 
established (erosion/sedimentation plots, weather stations, wildlife inventories, etc.). 

Issue #1: Tropical Forest Protection 

' 
Broadleaf forests, specifically the ecologically significant cloud forests at the top of 

mountain ranges, have received considerable attention and are being effectively protected. La 



Muralla and El Armado Wildland Refuges have been established by decree, and in the case 
of the La Muralla, positive actions are being taken to expand its area and to actively manage 
it. Similar actions are expected for the EL Armado Refuge in the future. 

Through the implementation of the standing timber sale system, slopes above 50 
percent are being preserved from harvesting. It has to be noted, that it is on these slopes 
that natural patches of rare pine species odcur most frequently (P, maxfminoi, P. tecwnani). 
During timber sale preparation riparian vegetation as well as wildlife habitats (den trees, 
snags, deer fawning aim) are also being protected from' logging and roading impacts. 

# .  
. , 

In areas of mixed broadleaf and pine stands, the timber sale geared at harvesting 
mature pine trees (P. oocarpa) does not directly affect oak species (Quercus peduncularis, 
Q.oleoides)(*) and liquidambar, thus maintaining habitat diversity-by default. It is, 
however, desirable that a more explicit policy regarding species diversity and forest 
composition be enacted in the future timber sales. 

As COHDEFOR has assumed responsibility over all protected areas in the country 
(Decree 87/87), its experience in the project area with the La Muralla Refuge will'prove 
extremely important to extend sirnib protective measures across broadleaf forests elsewhere. 
COHDEFOR has established 'a Department for Protected Areas which is preparing to set up a 
national system of wildland areas covering critical and representative .ecosystems across the . 
entire nation. 

Issue #2: Watershed Management and Community Aquifers 

Through the project, four community watersheds (**) have been identified within the 
La Uni6n Management Unit and specific management plans involving some community 
participation are being prepared. These plans constitute an important exercise for 
COHDEFOR in tams of managing forest and natural areas for other than timber production. 
It also provides an excellent opportunity for COHDEFOR to interact and cooperate with the 
communities on issues critical for their own subsistence. 

a * 

- 
Although a Watershed Management Department within COHDEFOR exists, its 

presence and work within the La Uni6n Management Unit is less than evident. It is also 
obvious that watershed management activities need to be implemented above and beyond the 
boundaries of the protected area (La Muralla) and involve personnel other than those 
dedicated to the management and protection of the Wildlife Refuge. 

(*) These tree species are used for the production of fance posts and for f ireuood, often ui  thout 
supervision and adequate care for rational utilization. 

* Tapequi l e  (25 kmz), Cernote and Carta (51 kma), 11 H a b n ~  and Habanita (32 kma 1, Lss M i  lpas (8 kml). 



FDP's efforts in watershed management are less than enthusiastic. It is still early to 
assess the result of this effort, yet it is obvious COHDEFOR needs to be encouraged to 
work harder in this direction within the project area and elsewhere. 

Issue #3: Forest Road and Trail Development 

During fie'ld visits it became quite evident, that from an environmental point of view, 
forest roads and trails in general, remain an area of major concern. There are different . 
*aspects to this issue: responsibility, road layout, technical specifications and administration . , . 

- 
and enforcement; I . . . I .  . 

Main forest access roads are the responsibility of COHDEFOR. Construction 
. of harvest roads and skid trails are the responsibility of the contractor and so is 

maintenance. S k i d d i ~  trails and loading site reclamation after harvest is also 
the responsibility of the contractor. Road layout is usually the responsibility 
of COHDEFOR. 

The provisions included in the timber sale contract clearly assign responsibilities and 
establish technical specifications for all aspects of roading, but execution and adherence to 
the contract clauses varies considerably from site to site, as a function of sale administration 
and on-site supervision. 

Layout of roads, skid trails, and landings is determined at time of sale 
preparation. During this activity, drainage and other engineering works 
designed to minimize and mitigate environmental disturbance are also 
established. There is considerable variation in the skill level of technicians 
laying out roads and trails, consequently, the magnitude of environmental 
impacts generated by their construction and use. Often, due to the 
unavailability of accurate topographic maps for many sale areas, road layout is 
done directly on the ground, without proper instrumentation and not enough 
experience to lay out an efficient road system; minimizing environmental 
disturbance. . 

~khn ica l  specifications for roading w h e n  into the contract are adequate in 
terms of reducing and mitigating environmental impacts. However, their 
usefulness is only as good as on-site supervision and enforcement. There have 
been few instances where noncompliance with roading specifications has 
resulted in temporary stoppage of logging activities. Much more common is 
timid reporting and minimal follow-up of infractions. In s a u ~  cases, roads are . 
actually realigned by tractor operators as they go along' whenever they find 
topographic and geologic obstacles on their way. 

Finally, as sale administration and on-site supervision is less than obvious in 
most cases, adherence to technical specifications (location and size of landing, 
slope and width of trail, etc.) is less than optimal. It must be recognized that 
compared to traditional roading practices, significant progress has been 
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achieved. Moreover, three actions would considerably increase better 
compliance with contract clauses and significantly reduce environmental 
impacts from forest roading: (1) training of tractor operators, (2) frequent 
on-site supervision, and (3) availability of topographic maps to lay out the road - 

system before arriving at the site. 

Issue #4: Silvicult.ural Practices 

The project has concentrated in preparing for and implementing the standing timber 
sale system. Although the system. h d  clear tfnplications for the adoption of sound * 

silvicultural practices, their application requires more technical personnel with greater 
experience and training and increased presence on the ground. Moreover, it is not at all 
clear that neither COHDEFOR nor FDP specifically mandates technical personnel to achieve 
silvicultural objectives. 

Isme #5: 'Forest Harvesting Practices 

Forest harvesting is probably the area where greater achievements'have been obtained 
by FDP. Implementation of the smding timberasale has forced industry to better utilize 
forest products. Moreover, requirements regarding stump height and log bucking have 
reduced waste of valuable timber. Improvements can still be obtained, especially in terms of 
reducing tree shattering through directional felling, more precise log bucking add trimming, 
more conservative log butting to eliminate damage, and by using more sophisticated methods 
of skidding (chokers) and logging systems (simple cable logging). One aspect that cahies 
significant environmental implications and that could be improved easily is slash disposal 
after harvesting and using it to control erosion on skid trails and landings. 

Issue #6: Wildlife Management 

Due to recurring forest fires and indiscriminate hunting, the forest appears "dead" 
; . . 'other than for trees. Although it is true that the Subtropical Moist. Forest Life Zone where 

. Pinur oocarpa dominates is wildlife poor, too few birds and fewer mammals &cur in most , 

. . of the sites visited by the team. Tree harvesting although disturbing some sites, creates ideal 
. browsing conditions for white-tailed d&r and numerous bird species, which are indeed 

typical inhabitants of these forests. 

Although not necessarily related to timber harvesting-yet a responsibility of 
COHDEFOR as an institution-it appears that FDP should take the initiative to manage the 
forest for al l  aspects of the ecosystem, including wildlife. It might involve initially 
promoting the idea of game management among the local population, finding ways to give 
incentives to control.fire and protect wildlife, maybe on a pilot basis wherever most feasible. 
Eventually, active wildlife protection and management could become a justification by itself 
for the local communities to be more directly involved in protecting the forest. 



I .  

Issue WI: Biological Diversity 

FDP has advanced more than expected in the original PP in terms of setting aside 
areas of greatest biodiversity such as the cloud forest of La Muralla, Not only has this area 
been delimited on the ground, but a visitor center has been built to hause management 
personnel, nature trails laid out, and more importantly, the project has taken a "clear stand" 
in excluding coffee growers and ranchers from the area. This determination (supported by 
military action) is quite new and though not ideal in terms of developing a cooperative - 

relationship with the local community, it has certainly sent the right message. - 

In the protection of biological diversity much more needs to be accomplished, 
especially strengthening COHDEFOR's institutional capacity to protect and manage not just 
one area, but an entire system of wildland areas nationwide. FDP could thus play a critical 
role withitl COHDEFOR in terms of providing an example of protected area management, as 
a training ground for specialized personnel and by supporting the strengthening of the 
Protected Area Department within COHDEFOR with technical assistance during the planning 
and implementation stages of a national system of protected areas. 

Issue #8: Subsistence F a d g  and Grazing Practices 

Other than by default, COHDEFOR has not defined a clear and decisive policy to 
protect managed timber stands (after harvesting) from illegal fencing for cattle grazing. . 

Although an understanding exists in terms of precluding grazing for up to eight years after 
harvesting, it is evident that enforcement of this policy is weak. As a result, it is possible 
that management plans based on natural regeneration under undisturbed conditions (no 
grazing and no fires) will not be realized completely, endangering the sustainability of forest 
production over the long term. 

It is also evident that a good number of forest fires are set by ranchers trying to 
improve forage in forested areas, as they do not see other benefits to be derived from them. 
Focusing attention upon their needs would go,a long way .towards improving the chances of 
natural regeneration to replenish forest stocL within reasonable time. . Developing alternative . 

forage supplies and edccation could be the first steps towards improving not only grazing 
practices, but also improving relations between COHDEFOR and small and large owners of 
livestock. Considering that traditional grazing practices are low-cost affairs charged with 
social status value, attempting to change these systems is definitely not an easy task, but 
clearly one that needs to be addressed with urgency. 

Issue #9: Forest Industry 

There are two aspects to this issue: forest activities and sawmill activities. Each has 
environmental implications of considerable significance. Industry, especially within La 
Uni6n FMU has reacted extremely positively to requirements of impact mitigating procedures 
within the forest. All three major contractors in the Unit have subcontracted part of the 
logging activities to oxen operators, whose impact in terms of erosion and sedimentation is 
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significantly less than by mechanized means. From their own assessment it appears that such 
logging practices make also good business sense. 

The major problems are found in the case in which the sawmill (which purchases the 
timber) subcontracts all harvesting and transportation work to smaller operators. The latter 
dispose of less working capital, have no long-term interest in investing in piioper 
infrastructure within the forest, and who under pressure to produce tend to "operate as they 
always did." These logging operators obviously resent erosion control requirements, proper 
construction, and road maintenance specifications (especially drainage and culverts) and the 
obligations to properly waterbar skid trails and landings after harvest. In such cases non- 
compliance with the contractual clauses is greatest. At the same time, some administrators 
feel that they should be partially exempted from thek obligations given their limited means, 
Finally, these operaton are the least likely to have received appropriate training, have limited 
bargaining power and usually find themselves on the short end of the deal with the sawmill 
operators. 

The FDP'needs to address these aspects most urgently, as they appear to endanger the 
proper application of the standing timber sale system especially, where supervision and sale 
administration are weak. 

Issue #lo: Soil Erosion and Sedimentation . 

This issue relates directly with the environmental impacts of harvesmg and roading 
activities carried out under the project. As mentioned earlier, it is defdtively an area of 
major environmental concern. As on-site supervision of timber sale and enforcement of 
mitigating procedures are weak, soil erosion, sedimentation of streams and disruptions of 
habitat and natural drainage patterns are considerable. 

On practically all of the sites visited by the team, very little is done to prevent soil 
erosion. The most commonly observed activities that cause grave erosion problems include: 
(i) improper layout of roads and skid trails especially in terms of density and slope, (ii) 
inadequate ditching and drainage along roads ahd trails, (iii) inipioper location and size of 
landings, (iv) sldding of entire trees, (v) filling in of dry ravines, (vi) inadequate stream 
crossings, (vii) tree felling into or across strezhs, (viii) absent or inadequate waterbarring of 
skid trails and landings, (ix) absent or inadequate slash disposal or erosion control work at 
the end of harvesting activities, and (x) inadequate reclamation of stream crossings, including I 

clearing of debris from ravines and streams, - 

Issue #ll: Mineral Exploitation in the Project Area 

. Since the preparation of the environmental assessment, a gold mining operation 
(partly open pit, partly tunnels) has started operation at Los Blancos, north of Mangulile. 
Environmental impacts of such an operation are obviously quite considerable. COHDEFOR 
should therefore coordinate with the Ministry of Natural Resources in charge to supervise ' , . 
mining operations, to adequately evaluate environmental impacts and propose an effective 
impact mitigating plan. 



; ' 

C. lnstitutlonal Reorientation of COHDEFOR: Environmental Impacts ' 

The standing timber sale system represents a significant departure from the traditional 
timber sale contract. The area affected is clearly defined on a map and on the ground, trees 
to be harvested are n~arked and fragile areas are specifically excluded. There are clear 
provisions to reduce environmental impacts of the harvesting, skidding, and roading activities 
allowing COHDEFOR to control all aspects of the operation. In addition, it provides for the 
application of appropriate silvicultural practices and for facilitating natural regeneration of the 
forest stand. In  theory at least, it enables sustainable exploitation of the timber resources. In ' , 

reality, its pptentials cannot be realized unless: (i) the sale is properly prepared, (ii) the 
responsibilities of each participant (contractor, subcontractor, and COHDEFOR) are clearly 
stated and agreed upon, (iii) everybody involved is properly trained and equipped to execute 
the activities and (iv) most importantly, the sale is properly administered and supervised on 
site. 

It needs to be said that no matter how well prepared a sale, without proper 
administration and field supervision, it will still produce significant environmental impacts 
and will have a negative effect on the sustainability of the management system. 

1. Impact on regeneration of forest species 

Based on field observations and interviews with COHDEFOR personnel 
involved in sale preparation and administration, it would appear that the pine forest is 
extremely resilient, managing to regenerate in spite of considerable adversities such as 
frequent brush fires, soil exposure and erosion due to skidding and roading, and soil 
compaction and trampling as a result of cattle grazing. FDP personnel has been evaluating 
regeneration on timber sale areas which should provide more accurate data and define 
corrective measures to ensure proper regeneration of the forest stand. 

There are, however, two areas of possible improvement. First, natural regeneration 
could.be facilitated by reducirig soil erosion on sale areas. Soil conservation measures 

. ' ' normally prescribed include waterbarring of skid trails and landings, proper disposal of slash, 
adequate driinage of roads and cross drainage of 'ditches, especially on steep slopes. As 
these measures are rarely applied, fragile soils are washed away and sizeable areas including 
non-treated landings and skid trails are lost to regeneration. Second, there are areas within 
stands which for a variety of reasons (i.e. ,,frequent fire, thick shrubs and grasses) show little 
regeneration even after many seasons. Depending on the circumstance, spot planting coupled 
with either controlled bums or effective fire control would go a long way in establishing a . 

uniform stand of trees on logged sites. 

2. Impact of road and infrastructure works 

Spur roads, landings, and skid trails improperly laid out, often too steep or too 
wide, without adequate ditching and cross drainages represent the single most important 
cause of soil erosion in the logged site. . Landings are typically too large as trees are skidded 
whole from the forest without prior bucking, and tractors need a greater area to maneuver 



. , 

along the trail and on the lahding. Often tractors art 'too large and too heavy for skidding on 
soft ground or steep terrain and operators are not trained nor made aware of impact 
minimizing techniques, In those cases where skidding is done by oxen, the difference in 
environmental disturbance and soil erosion is very significant. It must be added, however, 
that trail systems within timber sales around La Unidn, have a lower density zlnd are usually 
built along coritour or in diagonal pattems across the slope.. In a few cases, skid trails and 
landings have been closed off and waterbarred after harvest. 

Xn'most cases outside the'project area, however, the team observed what had been 
reported earlier by technical assistants tb the p~ject :  little, if any soil erosion prevention 

L 

measures are applied during or after the harvest. As a result, skid trails become ravines, 
landings are bared of all ground .cover and soil, and streams flowing through the site are 
heavi ly sedimented if not dammed at each trail acrossing. Dry draws are not recognized 

, during trail layout and are often used for landings, increasing washout during rainfall. 
Finally, as sale supervision is usually weak, contractors move horn one sale unit to the next 
without closing the logged area with soil conservation works, claiming that it hasn't been 
completed or that it isn't raining yet. 

Few sale administrators are, totally familiar with soil ainservation techniques such as 
waterbarring, removing of ds'wnslope berms along roads and trails, scattering of slash along ' 

contour on steep landings, and active revegetation with legumes, ~ s e s ,  and mulching 
(possibly using mulch made fiom corn husks). It must be recognhkd that these techniques , 

are new and that contractors resist executing soil conservation works because of their cost 
and because, traditionally, they mely invested in infrastructure, especially within the forest. 
Training at all levels, on-site supervision and- strict enforcement of contract clauses would go 
a long way at reducing soil erosion and at protecting the long-term productivity of the forest,. 

3. Impact on Water, Air, and W11dlife Resources 

The gravest single impact of logging operations involves the hydrologic 
resources of the site. Although stream protection from tree harvesting is better around La 
Unidn, trees are. still felled across or into ravines, slash and shattered logs are left 'in them, 
laridings are built on dry draws, and most importantly, small streams are dirt filled whenever 
crossed by a road or trail. Culverts (even wooden ones) are rare or not functioning properly 
because of lack of maintenance or improper slope and location. Cross drainage of ditches is 
rare or inadequate, creating fast and voluminous flows along trails affecting drainage pattems 
and producing great amounts of .sediment that eventually end up in streams and creeks. 

Quality as well as quantity of water is affected. In all cases observed by the team, too 
little concern was given to protection of streams, even in areas that represent catchment areas 
for municipal waterworks downstream. Again, ignorance or inadequate training at all levels, 
especially among contractors, tractor operators, and tree fellers and insufficient supervision 
and enforcement of mitigating measures constitute the primary causes of serious impact upon 
the water res~urce~of the logging area with significant effect downstream. 



Air quality in the project area is affected in four ways: when forest fires occur, 
where sawmill waste is burned, when diesel engines aren't properly tuned, and during the 
dry season, when dirt roads (especially through populated areas), become a nuisance. 
Although road traffic for other than logging purposes is of greater significance, dust pollution 
through villages could be reduced by water spraying. The problem of burning sawmill 
wastes can be handled by (i) reducing wastes, (ii) locating the burners away from the 
sawmills and populated areas, (iii) improving the burning through aeration, and (iv) 
promoting a fuelwood market in local communities for the sawmill wastes. 

It is evident that neither disturbance nor lack of habitat explain the. minimal presence 
, of wild animals within the forest environments of Honduras, Wildlife resources are 

primarily affected by fire and indiscriminate hunting. The new timber sale program does 
attempt to exclude from logging fragile habitat, which might be used by wildlife for shelter, 

' 
food, water, and in the case of deer for fawning. Forest technicians could be trained about 
wildlife habitat requirements, but fire control, public education, and effective enforcement of 
hunting regulations (especially with dogs) would considerably enhance wildlife populations. 

Local communities could play an important role in reestablishing wildlife populations 
within the forest environment they inhabit. On a pilot basis and within areas that could be 
most easily protected from fire, a deer management program should be attempted for the 
benefit of the local population. Although understandably, a considerable effort would be 
devoted to education, promotion, and active enforcement of hunting restrictions, the direct' 
and indirect benefits for the timber resources of the region (fire prevention) could be 
considerable and it might prove to be an important aspect of active community participation 
in forest management. 

D. Resource Conservation and Protected Area Management 

Forest areas other than those specifically designated as "wildland refuges" also 
require a specific policy for the protection of biodiversity and the management of wildlife 

' resources. As a matter of standard policy, the new timber sale program excludes from . 

logging operations areas too .steep (over 50 percent slope) to be harvested with conventional 
methods (i.e., &tor, skidding). In'someareas, oxen logging has been introduced with 

. considerable success. In other areas, only cable logging operations are feasible and an effort 
should be made to promote this extraction method within the management unit to avoid 
resource damage due to the indiscriminate use of heavy tractors on fragile and steep ground. 

1. La Muralla Wildland ,Refuge 

Fund disbursement under the FDP project agreement was conditioned to the 
establishment of two protected areas within the La Unidn FMU and boundary marking of 
these areas. 

La Muralla and El Armado Wildland Refuges were established by decree in 1987 and 
a few months later, permanent boundary marking was initiated. 



La Muralla is an area of 6,093 hectares, which includes virgin forest ab&e an ' 

altitude of 1,500 meters a.s.1, The area includes primarily lower montane life zones, both - 

moist and wet forests. Biological diversity in this broadleaf forest is very significant and 
most typically represented by the quetzal, the mountain robin, and numerous endemic and 
rare bird species. Mammals include the tapir, peccary, mountain lion, ocelot and jaguar as 
well as the two species of primates, the howler and white-faced monkeys, 

Presently, the La Muralla Wildland Refuge has acquired considerable visibility with 
theconstructicm of a fourmom, two-story building t i  house administrative and technical 'staff , ' 

and' serve ag a visitor center. An 8ccC?ss road'for the community 'of El Dictamo built across . 
part of the southwestern corner of the refuge, has been replaced with a new road outside its 
boundaries built by FDP. Coffee growers who entered the protected area and cut patches of 
forest to establish coffee plantations have been forcibiy removed from within its boundaries. 
A series of nature trails have also been laid out and built. Some effort has been devoted in 
promoting the protected area policy to the 1 0 4  population, which traditionally resents 
outside interference in land use decisions,. especially by COHDEFOR. An area administrator 
has been nominated and a total of three technical sfdf (two FDP employees and a Peace 
Corp volunteer) are now dedicated full time to the management of the La'Muralla Wildland 
Refuge. An operations plan has been prepared and hds guided activities so far. Plans are 
being drawn to prepare a full inventory of the area to set the stage for a management plan 
for the protected area. 

Many of the activities foreseen in the operations plan have not been accomplished 
although the expectations of the PP in regard to this aspect have been met. It must be said 
that COHDEFOR has taken this issue at heart, whether to make La Muralla a showcase of its 
intentions and newly acquired responsibilities regarding protected areas or to improve its 
image as an agency primarily (and solely) interested in forest exploitation. Whatever the 
motivation, in the remaining time, FDP can play a critical role in (a) establishing institutional 
credibility to protected area management and (b) functioning as a training ground for 
protected area managers and foresters. alike, in terms of promoting a broader role of 

. . environmental conservation in forest management. 

It has to noted, however, that little other than boundary demarcation has occurred at 
the El Armado Refuge. Though it is understood that its value in terms of biodiversity is not - 
the same as La Muralla, its value as a hydrologic reserve is unquestionable. Effective 
protection and FDP presence has to be established in the area. As in the case of La Muralla, 
a management plan needs to be prepared, focusing more specifically on community 
participation in its protection due to its value in supplying water for the population. 

2. Institutional/ad;ninistrative Aspects 

The Decree No.74-91 transfers administrative and legal responsibilities over 
all protected areas in Honduras from RENARE (Ministry of Natural Resources) to 
COHDEFOR. Decree No.87-87 establishes 37 new "wildland refuges" including the La 

. Muralla and El Armado protected areas within the La Uni6n FMU. At the same time, as 
COHDEFOR has acquired g r k r  responsibility in regard to protection and management of ' 



wildlands, the Asociacidn Hondureiia de Ecologfa (AHE), the principal environmental group 
to date, has been debilitated by an internal power struggle that has rendered it totally 
ineffective. Other environmental NOO's have been formed and some have even established a 
reputation for responsible management of reserves and protected areas (i.e., FUCSA). 

In accordance with the responsibility assumed by COHDEFOR under Decree 87/87, 
the corporation has established a Department of Protected Areas with two sections: 

, Protected Areas and Wildlife, Presently, the department is poorly staffed and is still Ir 

awaiting funding for preparing an operating plan for a national system of protected areas. - - 
The desire has been voiced about FDP supporting this effort. This support should be , , 

conditioned to a counterpart effort by COHDEFOR in terms of proper staffmg of the 
department and a fm budgetary commitment for the future. 

3. Enviro~lental Monitoring of Project Activities 

In this regard the project has been less than successful and neither established 
a baseline nor set up a systematic method to measure environmental impacts of project 
related activities. Moreover, although expected, no outside review of performance from this 
point of view was performed. Considerable attention was placed on the establishment of 
protected areas and, after contributing to integrate environmental concerns in logging 
contracts, not enough effort was made to making sure that the appropriate mitigating 
measures ke actually carried out in the field. Moreover, no demonstration plots of proper 
soil conserving practices on logging sites have been established for neither monitoring nor 
training purposes. 

One environmental officer was appointed full time to oversee project activities from 
an environmental point of view. However, the work load was obviously too much for one 
person. For a variety of reasons, much less than expected for year 3 has been accomplished. 
The most significant achievement to date is the establishment and demarcation of the two 
protected areas within the Management Unit and the completion (not with full results) of the 
environmental education campaign through a contract with AME. 

After three yeark, FDP and COHDEFOR &e still lacking an &-house capacity to 
carry out proper environmental analysis or the systematic monitoring of its multiple activities 
involving natural resources and the environment. 

The Salamif FMU requires an environmental assessment study presently being 
contracted. It is hoped that the implementation.of the Salami Management Plan will include 
the establishment of baseline for systematic environmental moriitoring. 

4. Traiig/educational aspects 

Although some trainingleducational activities have been carried out, personnel 
specifically trained to carry out environmental monitoring activities either field-specific 'or at 
the planning and administrative levels still do not exist within FDP. or COHDEFOR. One 
professional within FDP has received idl the environmentally-focused training but is not part 



of the project nor COHDEFOR anymore, 

Most of the accomplishments in environmerrtal education have been performed under 
the AHE cdntract. The permanence and effectiveness of the educational materials (posters, 
manuals, radio programs, videos, etc.) have not been evaluated however. ,Despite 
considerable effort and investment no action plan to effectively distribute and utilize the 
material has been prepared. It is hoped that such a plan can still be prepared and concretely 
focused on the peaqnt population of the managemart units (La Uni6n and Salamii), rather 
than the public at large. 

FDP should also consider a specific training program for the project staff of the 
proposed environmental unit, This program should entail (i) environmental assessment 
methoddogy, (ii) environmental monitoring systems, (iii) environmental education and 
training, and (iv) protected area planning and management. 

E. ' Proposed Implementation Plan/Enviromental Action Plan 

This plan is designed to enable the project to meet its environmental objectives, to 
ensure proper implementation of &tigating measures, and to continue promoting 

. . environmentally sound forest management practices. The basic philosophy behind this action 
plan is that (i) environmental considerations need to be considered at levels of forest 
management, (ii) activities other than timber harvesting activities are legitimate concerns of 
the project, especially whenever community participation is called for, (iii) environmental 
education must be preached and practiced by addressing basic human needs especially those 
of the rural population living within the forest, (iv) environmental monitoring is basic .to 
guide decision making as well as enable training of project perbnnel involved in executing 
and supervising forest related activities, and (v) environmental monitoring activitiei L 

contribute to the development of an efficient and sustainable forest production system. 
- 

1. Environmental Unit 

FDP experience so far has shown that environmkital activities are a job for a 
team of technicians, basically trained in for+&ry but with a broader interest base. It is 
therefore critical that FDP institutionalizes a team of initially two (to increase gradually to 
thrcie or four) professionals. The goals of this team "environmental unit" are to: (i) direct 
monitoring activities, (ii) contribute to forest management and extension activities, (iii) 
coordinate environmental education activities as well the establishment of community-based 
interest groups, and (iv) coordinate actions related to the establishment, protection and . 
management of critical ecosystems within the project area. 

The "environmental unit" should have a coordinator who (i) carries the responsibility 
for planning and coordinating the team's activities, (ii) supervises the field activities of the 
unit's staff, (iii) informs on the team's activities as well as gathers and interprets the 
concerns of other project personnel relative to the environment, and (iv) develops and 
executes a plan to extend monitoring results, conclusions fiom impact evaluations, and 
environmental analysis. The unit's coordinator should be preferably a forester with ample 



field experience and a broad prspcctive. Management and extension capabilities would be 
most beneficial in carrying out hislher duties effectively, 

The staff members of Lie "environmental unitn should include, but not be limited to 
an: 

Environmental monitoring and assessment specialist 
Protected area plarming and management specialist 

' 

Environmental education specialist with a hands-on, field-orierited, and - 
cgmmunity-based approach 
Logginglforest engineering specialist with training in impact mitigation techniques . 
in logging and roading 

The top three specialists are critical to the unit's effectiveness, It is evident that any 
one of these activities could be performed by the team's coordinator, in addition to hislher 
coordinating and managerial functions. The team members would also perform "counterpart" 
functims to external technical assistance personnel eventually contracted by PDP for specific 
purposes, Moreover, the staff of the environmental unit will actively participate in the 
training of project personnel, timber sale teams, 1oggir.g and skidding contractors, fire 
control crews, forest/game wardens, and community-based interest groups or forest related 
small enterprises, - 

2. Technical assistan~eltraining 

To meet staffing and training requirements, an initial input of external 
technical assistance is required, at least to get the team off the ground. For this purpose the 
following schedule and investment plan (figure 1) is suggested. This schedule also contains 
technical assistance directed at other components of the environmental action plan, 

* Environm. Monitoring/A8memrmentm 2 1 
* Protected Area ~lanning/'Management 1 1 1 1 
* Environm. Engineering/Foreet Roads(*) 2 1 
* Waterrhed Management (municipal) 1 1 
* Wildlife Management/protectiou 1 
* Pnvirom Education/Community Partic. 1 1 

* External Monitoring Envir-Component 1.5 1.5 1.5 1.5 

TECHNIClhL ASSISTANCE COMPOSIT' r ,  SCHEDULE, AND COST, 

37, ti@O 
SO, 000 
37,500 
25,000 
12 500 
25,000 

PROJECT YEAR 
~~ocialikation/~ualiticationa IV v VI VII 

I 

TOTAL PERSON-MONTH and INVESTMENTS 9.5 1.5 3.5 2.51 262,500 

TOTAL COST 
(in US$) 

NOTE: Units of technical assistance intenention m person-months; cost of short-term 
. technical assistance reflects maximum expenses, not actual cost. 

(*) The logging engineering specialist is expected 19 be a long-term assignment; 
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three months specifically dedicated to strengthen the "environmental unit" in terms 
of training and setting up the trial and demonstration sites, 

3. Components of Environmental Action Plan 

With the environmental unit in place!, the project can organize its environment 
relatcd activities around a plan of action made up of the following components: 

o forest management ' 

protected area management ' 

environmental educatiorJforestry extension 

The action plan should provide the guidelines for the unit's operations during the 
remainder of the project's life and be established in coordination and with the participation of 
the other components of the project. In the following paragraphs, the basic elements of this 
action plan are presented. 

- 

a. Forest Management 

- The objective of this component is to integrate eqvironmental 
considerations in forest management practices, from the selection of areas to be harvested to , - reading and logging activities. This component's purpose is to suBjPort the standing timber 
sale system with its provisions to adequately lay out the sale and the roading system and 

- mitigate environmental impacts. Activities included in this component are: trial and 
demonstration plots for erosion control, road works, site reclamation, and control of 
sedimentation. These plots and trials should be designed to constitute the basis of an 
environmental monitoring system whose purpose is (i) to identify environmental impacts, 
their source, and magnitude and (ii) demonstrate alternative techniques to improve impact 
mitigi 'kg procedures. 

Evidently, part of the effort of the personnel assigned to this con~ponent will also be 
devoted towards the training of project personnel as well as logging contractors, machine 
operators, and the community at large. The community focus is considered vital not only for 
extension purposes, but also to induce direct participation in these activities in the form of r 

locally-based small businesses (i.e., construction and maintenance of roads, 
- reclamation/closing of logging sites, reforestation, fuelwood production, small diameter 

timber processing, etc.). . 

This component should dso contribute in the establishment of practical guidelines 
(field manuals) regarding selection of areas to be excluded from logging activities, protected 
from roading and logged with environmentally sensitive technology (oxen, cable systems) and 
should coordinate activities related to watershed management (municipal water works) and 
wildlife management programs (pilot projects with community participation). 



b. Protected Area Management 

This component is justified by the fact that: (1) two ecologically 
significant protected areas have been established within the project area and thus, need to be 
properly pr~tected and managed, (2) the protected areas, especially La Muralla Wildland 
Refuge, could effectively become model management units and training ground in support of 
the building of COHDEFOR's institutional capacity to plan and manage protected areas 
across Honduras, and (3) such action by FDP is in line with USAID recent policy statements 
in relation tl; ri;c protection of biddiversity in the tropics. - 

It must be noted that although protected areas could also be managed by qualified 
interest groups (environmental NaOs), first such capacity is only incipient in Honduras and 
has so far produced mixed results at best, and second, such managerial arrangements and 
delegation of authority is most effective if it exists within an institutional framework that sets 
the: rules and makes sure that overall conservation of biodiversity goals are achieved. This 
role COHDEFOR has assumed through Decree 87/87 and needs to follow through in  all its 
implications including the responsibility to plan and coordinate the protection and 
management of a national system of protected areas. 

The objective of this component is to oversee the planning and management of the La 
Muralla and El Armado Wildland refuges and assist through technical assistance and other 
support the planning process for a national system of protected areas to be carried out by 'the a 

Protected Areas Department of COHDEFOR. 

The activities involved in this component of the action plan are: (i) coordination of . 
preparation of resource inventories and management plans for La Muralla and El Armado 
Wildland Refuges, (ii) support and assist(*) the activities related to the planning of a national 
system of wildland areas in Honduras through the Department of Protected Areas of 
COHDEFOR, (iii) provide technical assistance and financial support for the implementation 
of management plans for La Muralla Wildlife Refuge as a model area for FDP and 
COHDEFOR in terms of protected area management, (iv) coordinate training activities for . 

, 

project personnel on matters related to biological conserva'tion within the area, in the buffer 
zone, and %yond its boundaries, (v) coordinate scientific activities in support of the 
protection and proper management (including defmition of boundaries) of the protected areas 
and (vi) induce participation of the local communities in the protection and proper use of the 
resources of the protected areas and their buffer zone. 

This latter activity should be coordinated with FDP personnel involved in agroforestry 
extension work @romtores sociales). In this regard, the environmental unit as a whole 
should play a critical role in defining the precise functions and roles to be played by the - 
social promoters, possibly involving them specifically in extension work related directly to 
forest extraction activities and adequate utilization of the resources of the buffer zones. 

C*)  Depending on the case and the inplicstions i n  t e r m o f  mending the tdrms of the agreement 
between USAID and COHDEFOR, this support should be both technical and financial. 



There are definitive opportunities to define precise roles for these extensionists, which would 
make them quite different from the extensionists from LUPE or DIRCO, yet effectively .. 
complement their work within' the local communities. 

One important role of this component is to coordinate scientific activity within the 
protected area; specifically, the significance of La Muralla as habitat for many rare, and 
endangered species should be studied (for example, invite RARE Center to study the habitat 
requirements of the resplendent quetzal) and complete resource invetitory activities within the 
area. similarly, El Armado Wildlife Refbge should be also studied for its unique cave ' 

* rekurces, , , .  

c. Envirdnmental Education/Forestry Extension 

The objective of this component is.to coordinate and supervise the 
generation, distribution, and effective application of educational materials and programs. 
This component also assumes the responsibility of organizing and coordinating trdiling 
activities of project personnel related to environmental protection, education, and 
agroforestry extension. 

Activities carried .out under this component include: (i) define the objective, 
' 

strategies, and specific goals to be achieved by educational matuials and programs to be 
financed by mlP, (ii) establish baseline of environmental'awareness at differeni levels against 
which to evaluate the impact of the educational materials, (iii) carry out studies geared at 
identifying community needs md resources for the purpose of tailoring educational and 
extension programs, (iv) contribute ta the definition of the role to be played by project 
personnel in regard to extension activities, especially within the buffer zones, and (v) 
contribute to focusing extension activities and educational programs on the interaction of the 
local community with its forest surroundings. 

Special emphasis should be placed upon hands-on programs, =hod outings, field 
. . . . . 'visits to logging sites and protected areas, participation of the community on the developinent 

' . and implemefitation of extension programs, especially when invol6ng dtemative and 
, .  

. . traditional forest related activities (grazing and livestock management practices, f~ewood 
. gathering, collection of seed and production of seedlings for rehrestation, fuelwood lots, 

forage trees and improved fruit trees, etc.). 

The personnel in charge of this component should work closely with the project's 
social promoters and the small business component of mlP to identify conunon purposes and 
strategies so as to focus educational and promotional (incentive based) activities and make 
them more effective. 

4. External Supervision of Environmental Component 

The "environmental unit" will have required technical assistance to get started 
On a periodic ba& it is , (k figure 1 above) and also external supen-ision and monitoring. 

recummended that FDP involve the USAID regional environmental 

G-20 

officer as required by the , 
, 



PP, or alternatively contract with an environmental specialist to provide external monitoring 
and supervision of the environmental component of the project. 

This monitoring activity should be carried out over the remaining life of the project 
(years 4 through 7) at regular intervals (three times a year) for a duration of approximately 
two weeks each visit. 

The objective of this external monitoring and supervision activity is that .of making 
sure that the objectives related to environmental mitigation, protection, and education are - 
achieved and that the project contributes effectively to sustainable forest management and 
environmental conservation in Honduras. The guiding principles of this periodic supervision 
are those exposed in the original PP and reflkted in this environmental update and 
evaluation. The external supervision should specifically evaluate and monitor implementation 
of the activities to be carried out during the balance of the project life and which should form 
the body of an environmental action plan along the line presented above and elaborated by 
FDP personnel (environmental unit) in coordination with project executive and technical staff 
and the short- and long-term technical assistants to the project. 

The external environmental supervisor will specifically: 

Review the environmentd action plan and contribute to its feasibility within the 
staffing and technical constraints of the project. 

Review and contribute to the preparation of an environmental monitoring system 
for forest related project activities. 

. Review and contribute toward the preparation of a plan for trials and 
demonstrations of environmental impacts of forest harvesting, logging, and roading 
activities. 

Review and contribute toward the preparation of a training program involving field 
trials and a.feedback mechanism to extend results and improve 
harvesting/logging/roading methods. 

Review and contribute toward the definition of goals and objectives of an 
environmental education program with emphasis on local community's needs 
(forest based economies and identities) and socio-cultural context. 

Promote and facilitate technical support and 'funding the preparation of resource 
inventories within the protected areas of La Muralla and El Armado. 

Promote and facilitate technical support and funding for the preparation of the 
National System of Protected Areas in Honduras. 



Review hnd contribute toward the preparation of the terms of reference for the 
institutional strengthening of COHDEFOR in regard to protected area planning and - 
management; also facilitate identification of funding mechanisms. 

Review and contribute toward the preparation of a training program specifically 
geared at ntrengthening the capabilities, competence, and effectiveness of the 
personnel of the environmental unit within the project and COHDEFOR. - 

a Review and contxibute toward the preparation of specific training sessions geared at 
FDP and COHDEFORpmmnel on matters related to: (i) timber sale preparation . 
and administration, (3) harvestingllogging and roading, (iii) watershed - 
management, (iv) environmental education and community 
organizationlparticipation, (v) forest-based small enterprise opportunities, (vi) 
wildlife protection and management, and (vii) buffer zone management. 

Review environmental impact assessment activities (specifically, identify priority 
: areas, and develop an impact assessment action plan), 

Promote and facilitate kientific activities within the protected areas and the buffer 
zones; contribute to ensure funding of applied research in. the areas of biology, 
environmental engineering, logging technology, small forest based industries, 
adapted food production systems and food processing technology, etc. . 

Coordinate with international environmental groups, local environmental 
organizations, bilateral and multilateral (UN, I-) development organizations in 
regard to funding environmental activities of relevance to the project and 
COrnEFOR. 

Contribute in the identification'of training opportunities for the environmental , 

unit's staff as well as the Department of Protected Areas of COHDEFOR and 
facilitate funding whenever feasible. 

Prepare a progress report afkr each visit detailing progress towards achi6vement of 
project objectives (environmental action' plan), problems encountered, and 
recommendations for solving difficulties in the implementation of project activities 
related to the environment. 



PERSONS AM) INSTITUTIONS CONTACTED 

Ing. Danilo H. Escoto Umanzor, project director, FDP 
Ing. Edwin Mateo Molina, technical advisor to general manager COHDEFOR 
Ing. Roberto Molina,' training coordinator, FDP-USAID 
Ing. Hugo D. Dur6n Ratnos, chief, agricultural program ' 

, h g .  Luis Valles, technical assistant to Industry 
Ing . Miguel A. Salazar, chief, Forest Protection Department, COHDEFaR , - 
Ing . Gustav~ A. Morales, 'director, ESNACIFOR 
Ing. Amulfo Cruz Ouerrero, exec. director, COLPROFORH and former FDP Environmental 

Officer 
Ing. Edas Muiioz Oaleano, Chief Protected Areas Unit, COHDEFOR 
Ing. Ramdn Alvarez, liaison officer FDP - USAID 
Mr. Peter Hem, liaison officer LUPE - USAID 
Ing . Ren6 Lara G: , Chief, La Unidn Management Unit, FDP-COHDEFOR 
Das. D.Nd Perez R., in charge of preparing Salami Unit Management Plan 
Das. Livio R. Merlo Medina, timber sale administrator, FDP 
Das. ' Carlos E. Barahona, Forest Protection, FDP-La Unidn 
Das. Amaldo Bueso H., Timber Sale Administration, FDP-La Unidn 
D&. Jorge, COHDEFOWDistrito Central, Timber Sale Administration 
Das. Carlos, AMI-Ojojona coordinator (COHDEFOR) 
Bio. Katherine Griffin, Peace Corps volunteer, La Muralla 
Bio. Manuel Rey, Biologist, assistant administrator La Muralla W.R. 
Bio. Jerry Weelock, administrator, La Muralla W.R. 
Ing. Jorge Betancourt, natural resources coordinator, Peace Corps 
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Das. Ana Maria Erazo, COHDEFOWJuticalpa and GEO (Grupo Ecol6gico de Olancho) 
Ing. Enrique Maradiaga, coordinator, TR&D component, FDP 
Mr. Robert Gaudy, forest advisor, TR&D cqmponent, FDP 
Mr. Abraham J. Bennaton, executive president, Honduras Plywood, S. A. - Irig. Orlando Torrealba, financial analyst infrastructufe, IDB-Hond. 

. ' . ' Mr. Jim Barborak, wildland mgt. spec., Universidad para la Paz (Costa .Rita) arid "Paseo 
. Paritera" rkpmentative. , . 





FIELD SAMPLING METHODOLOGY USED IN DETERMTNING THE 
QUANTITATIVE AND QUALITATIVE DATA OF SAWMILLS 

Two existing mills inside La Uni6n FMU, receiving logs under the new timber sales 
program. were chosen to be compared against past performance baseline data and current data., 

. - 
Past performance baseline data was obhined through existing statistics provided by . ' 

COHDEFOWUAIT technical assistance program. 

Field sampling to establish current baseline data of average recovery rate was done on 
,a total of 30 sampled logs per sawmill. 

Sawn lumber obtained through the milling process was quantitatively and qualitatively 
measured and recorded. Industries present grading system was utilized to obtain quality 
recovery data. 

To determine log size 'and diameter variation being received by ,the mills, results were 
based on the total amount of logs processed on a. given daylshift. , 

Log quality was determined using a sampling of 100 logs per mill at the log yard and 
assessing the incidence of defects, degrade, damage, bucking characteristics, overall length and 
diameter. 

Existing baseline data for mills operating outside La Uni6n management area was 
available only for one mill operating in Lepaguare. This mill and another in the Danli area were 
chosen for obtaining data. The same quantitative and qualitative process was also used as 

- described above. 
, . 

. . 



W I L L  CQlLD PROFIT BY INSTALLATIOW I R E M A R K S  
IWETRY UTION OF YOODlYLSTES 

I K I # R t V  Faci l i t ies 
in 'La Unibn. 

Pel i l lera W C Q U m  
in Talmga 

-LY Faci l i t ies 
in .6aymacam 

Yes Poor . 
Although wry aggressive in their overall 
wood processing foci l f  ty recovery of ran 
m t e r i a l  could be d r m t i c a l l y  irpravcd. 
Technical assist- i s  very uch neakd 

Poor 

Yes 

Acceptable 

Yes, stationary 
diesel generators 

Yes, stationary "F---- 
Yes Yes 

Yes, stationary 
diesel generators 

Uood inc&stry with the r ight  equiplent 
f ec i l i t i c s  but rather poor drying know 
hw. Better u t i l i za t ion  of wood wastes 

I 
should be addressed. 

Yes. Proposed t o  insta l l  
a 530 KWH Boller Turbine 

Of a l l  the industries -led th is  i s  
one that handles wood processing to  i t s  
best. Very L i t t l e  aid mdcd. Presently 
carrying out a strong investment policy 
in wood res ibc  application and recovery 
machinery. 

This industry rinds technical help in 
the overall a i r  drying process of  
their export oriented koom handle 
lanufacturing'. ..Losses &e t o  bluestain 
8nd degraded ran mte r i a l  ranges t rod 
10-15% of  average prakstion. Technical 
assistsnce t o  iaprove drying capacity 
ad t pa l i t y  i s  wry uch needed. 

Good 
C- that rrtdl t o  .i- a the I recovery of  wood wastes ad higher 
qunlity standards in their anefacturing 
process. I Yes 

Good 

Hcdred rp to  
rationel gr id  
system. 

This industry needs t o  irprove on their 
overall lukr h d l i n g  process. Present 
operation needs technical asslstence to  
i l p row  drying capacity. 

No. Volrac of westes 
docs not just i fy  it. 

- 
No 

Yes, stationery 
diesel generators 

Yes 



- UY(ILL TYPEOF RE- PRaDUCTS SEWWARY PEOPLE ERPLOYED 
-IN6 RECaYERY PRODUCTS RECYCLING OF 

ImuSlRY 1 _ U T E S  FACILITIES FACILITIES 
1 I I DRY I t M  1- 

Ba6ill 
Circular m i l l  
Plyvood log 
Peeler 

D i rns ia r  L u k r  B r o a  Hmcile Sticka 
Ti* Ca ts  Tamto Sticks 
Plywood Sheets Lobster Trap  
B r o a  Hmdle Sticks 

W o n t ,  except fimood 
lo ts  given t o  workers 

No cquiplcnt. t o  
dote. Plaming 
and surfacing 
cguiprnt proposd 

L a g  30 NBFT 
capacity k i l n  80 
vdcr 
construction 

Diamsim Luber B roa  Hmdle Sticks 
T l i k r  Ca ts  Tamto Sticks 
Panl ing 
H o l d ~ m  
Pal le ts  

Dirensian L r r k r  Broai H d l e  S t i c h  
T i d r  Cants Tomto Sticks 
Paneling Melon Crates 
Flooring . Lobster Traps 
Holdings 
Pal le ts  

wont, except b ~ l l l  
f ircuood lots  given 
t o  workers 

- 

Large 30 IBFT 
q i t y  
dehuidi f i e r  
type k i l n  

Holding Kachinc 
Pallet Machine 
Planer 
Ripsavs 

-ill 
Heading 
Rcsw 

Fir ing of boiler for 
drying opration. 
Charcoal k icke t t ing  
f a c i l i t y  k i n g  
insta l led t o  u t i l i ze  
50% of saw dust wst ts  
rest t o  be used on 

1 future stem generator 

Holding mechine am 
4 side p lant i  very 
eff ic ient wood 
uastcs recovery 
f d l i t y  using t h i ~  
kerf bamhaws and 
rip- 

3 large 50 
WIFT tapscity 
s tem heated 
dry k i  l n  

W a c t u r i n g  

h d l e s  i n  
various 
diaacttrs 

lbnrfachrrt 

B r o a  handles 
Di-ters 
1-l/Sm-15/16m- 
7/8. -13116w 
T m t o  sttkes 

Plyitood sheets 

I 
- - 

Tareto Stakes None, except finwood 
lo ts  given t o  workers I 

- - -- 

Turning h i m i r y  Large 30 WBFT 
for  productibn of  capacity k i ln '  90 
broon handles uukr 
rtsom construction 

lanuf acture 

Expecting t o  Large 

Ascrradtro .EL BIJAD. Eadn i l l  Squere cants and B- h d l e  sticks Hone, except f i rwood Holding machi& ' . lla;c, i s  very 
in Lcpapan  Headingmd 231.6 rtsannlmber Tamto sticks lo ts  given to  workers . . interested to  55 

bandnsau I ins ta l l  ci 
drier 



UAWIIIU PRODUCZION WVIIILB BETWIDXl 1986-1990 
BAND BAWWIWlB AMD CIRCVWUI BAWMILLU THAX OPIRAm IN HONDURAS IN 1990 

(IN I(IW[rXONB 08 BOARD IrlllEIP) 

Overall Produation Sawmills operating 

, BAND CIRCULAR 
SAWMILLS SAWMILLS TOTAL 

- - - - - -- 

BAND CIRCULAR 
YEAR SAWMILLS SAWMILLS 

' BFT ' I BFT I 

TOTAL 
BFT 

Souraa r COHDEFOR, Anuario Estadistico, Departamento Forestal, Seucion - 
Industrias 1990. 

SAWMIU PRQDUCZION LEVELS IN 1985 AND 1990 

P E R ~ E N T O B ]  
PRODUCTION 

- 
PRODUCTION LEVEL 
MILLION OF BOARD 

FEET 

-- 

I Leos than 1 I 59 1 36 1 53% 1 44% 1 21.4 1 22.9 

NUMBER OF 
SAWMILLS 

1985 1990 

I I I I I I 
, , 

, TOTAL 1 113. 1 85 1 100% 1100%'1 178.6 1 161.3 

6.0 - 11.9 
12 and over 

To thia date approximately 85 eawrnille operate in Honduras; this number has been 
declining mince 1976 from a tota1,of 120 mills. 

PERCENT OF 
SAWMILLS 

1989 1990 

Source: COHDEFOR 

- 
I r ' lAL PRODUCTION 
MILLZ3N OF BOARD 

FEET 
1985 1990 

3 

.2 

1? 
1, 

3% 

, .2% ' 

3 % 

1% 

15.6 

31.,7: 

30.4 

12.9 
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PRODUCTIVITY COEFFICXENT OF SAWMILLS WXTH PROJECT 

Ciraular millr 9 

Band m i l l s  % 

Ciraular m i l l s  0 

Band mille 0 

3)  lBeooverv 
Coofiaiants BT/M3 

Ciraular millr O 

Band m i l l s  % 

Progoat Year - Amrummd - 
3 

* Figures m o u l t  from t he  f ac t  tha t  oome m a l l  oawmf.11 operationo eimple aut 
four eidee t o  the  log and elell it ae a cant t o  a larger  reeawing - 
operat ion. 

Soutaar COHDEFOR and RD/AID Projectione 



AVERAGE REC.QVERY BFT/M3/PER LOG DIAMETER CLASS - 

WOOD PROCESSING INDUSTRIES OUTSIDE "LA UNION" MANAGEMENT AREA 

ImElRY DISTRIWTIQI OF LOG DIAETER CLASS 

I 1 -  - LEPAwmE 

- Baselirrc taken 
.Rring old system 177.0 41.8 2W.l 48.2 - 254.5 

I I I -  I 
DIFFERENCE - 1.9 

-.. 

rrlustry utilizes a circular m i l l  to spare cant and resaws 
be hc or. . ,'rd m i l l  into d i r n s i m  lukcr. 

his operation could kncf it i n  u t i l i z i m  their s&l l  
w r a t e d  wastes 

- 
his operation has high recovery rates since i t a s  min 
m d  samill  bmkes don the log into a sqmm cants 
ml sells i t  that my. 

* 6 a s e C i n  taka b i m g  old system, suwce COHIEFOR. 
ktrel BBscl in  PaLen in -abcr 1991 udtr neu tiilber saies system. 

* A a b i c  meter of solid uood contains 423 board feet. 



AVERAGE RECOVERY BFT/M3/PER LOG DIAMETER CLASS. 
WOOD PROCESSING- INDUSTRIES INSIDE "LA  UNION^ MANAGEMENT AREA 

snA?l) 

This industry has mxk strong technical iqrovcllcnts i n  
aodifyim their s e v i l l  cquipent. This refelects i n  t k  
?resent recovery rat io of sam mterial. However, this 

163.4 ~ndretry could iqrovc wae more by better reswing and 
217.7 irproving i n  their w l i t y  cont-1 practices. Technical 
55.3 a d  i s  mdd. 1 

This industry shows a higher m w c r y  rate due to  the 
mnufactwc of t a m  dirnsionai a ter ia l .  
fedmica! aid i s  needed. Throughout their-mnufwturing 
Pto==. 

223.1 

* Basdire t & a a  drim old system. sarce -MR. 
* ktud 88seIin tabn in Octobw I991 an&r nem ti-r sales systcm. 
* A  ab5c r ter  of solid uood contains 423 board feet. Soume FAO. 



DISTRIWTIOll 
LOG DIlVETEll CUSS I QUALITY RaURKS 

Estimted percentage Logs with hollow core, 
!O.lf-2Sm of  defective volme frol old age stands, 

f ra harvested loar bumd sides, cracked i f r a  poor fe l l ing  
practices, i rngu la r  
bucking practices in the 
forest resulting in over 
sized lengths, exceeding 
the established accepted 
industry standards. 

-ly La #ion * 
-11 ad Plyvood 
Faci l i t ies 6-8% 

. 

Rmgt d i e t e r  d is t r ibu t im varies depending on qual i ty of  harvested sites, data shon represents a one day -ling of .production, going into m i l l  
grocss- 

1 

Industry colplaim that 
rau nmterial h a m s t d  in 
sah anas results in 
holla, core logs a d  f i n  
ckmtgd indivibsls. 
This i s  due that logs 
corr %rw old over mture 
st-. Tho positive 
q w t s  i s  the -1 of 
defective material 
allowing for  healthy 
sewn growth. 

D i e t e r  Class 
<inches) 

6 -10 
10.1-15 
15.1-20 
20.1-25 
Total 

Grede L u k r  
BFT X 

32.7 
104.0 
79.7 

13.7 
350.1 

0.81 
2.64 
2.0 
3.14 
8-59 

Caern#1/#2 
BFT X 

417 
1488 
941 
70.1 

2916-1 

10.7 
37.8 
23.7 
1.8 

'14 

Col.an;1!3 
EFT X 

.--- 

84.3 
212.0 
36.90 
9.3 

674.6 

TOTAL 
BFT X 

2.14 
5.4 
9.4 
0.2 

17.1 

'534.0 
1805.0 
1389.7 
203.7 

3931 

13.6 
45.8 
35.1 
5.14 

100 





A. Conclusions 

Private industry has exerted a strong demand on available forezrtry professionals in the 
whole country since the new timber sales program went into effect, The private 
sector has offered a better salary, resulting in a desertion of qualified and well-trained 
technicians from the COHDEFOR technical unit, 

The private' sector has voiced complaintc about the lack of qualified technicians 
coming from ESNACIFOR. C o n c h  has been expressed that the technical curriculum , * - 
provided by. ESNACIFOR in the areas of wood processing, quality control, wood * ' 

drying, and equipment maintenance has been very weak and therefore needs to be 
reinforced with up-to-date technical expertise, 

Private sawmill operators reported in some instances that COHDEFOR's new timber 
sales program is being hampered by the lack of transportation available to get 
COHDEFOR technicians out into the field and carry out the sale. 

The medium- and small-scale industry sector has been receiving very little technical 
support from COHDWOR'S technical unit. This has resulted in the private sector not 
being able to find a reliable resource that can help them in making the right choice of 
equipment. Which in turn resulted in the p~rchase of outmoded and sometimes . 

ineflicient wood working machinery. Changing this will be role that AMADHO will 
be able to fulfill under the new technical assistance program. 

Technical training courses carried out by the technical advisory team and short-term 
experts have not been enough to cover the basic needs of the Honduran forest 
industry. Action must to be taken now to cover many areas that are i i ~  desperate 
need. 

This need is reflected in continuous and unnecessary losses resulting from quality 
control misunderstandings, deficient machinery maintenance programs, poor milling 
practices, and inefficient . , wood drying p r m s .  , 

AMADHO's new work plan entails much activity since their last restructuring 
process. It is therefore very important to support this asmiation sa it can take full 
advantage of the increased responsabilities it has been assigned. As stated in the 
present paper agreement, AMADHO was supposed to be complemented by the 
provision of a forestry advisor for a full period of one year. This has not been done. 

Very little technical information material regarding specific technical subject matters 
of the forest industry is presently a~ailable~to the private industry sector in Honduras. 
Technical documents that explain very basic concepts and how-to procedures manual 
are presently not available. 

The goals outlined in the project paper to carry out a training series of short-courses 
through the training progmm was accomplished: 280 persons were involired in 25 
different types of courses covering mostly industry related fields. _- 



ESNACIFOR was to be the training resource for over half of the in-country technical 
courses but did not accomplish set target. Since the objectives of this training 
program have yet to meet with the proposed wood industry objectives outlined in the 
project paper, it is this team opinion to readdress very systematically the future needs 
of the Hondyran forest products industry with the implementation of a new training ' 

program that will be executed through the new, yet to be hired technical assistance 
team. 

- 
It has been an aoecpted criteria that quality i f  log material is'excellent ind although . 

. the industry sector does not like to deal with small diameter logs, 'the adjusting 
process is well under way and accepted. 

Sawmill efficiency could be improved from the present standards by implementing a 
well established work plan and technical assistance program. 

Baseline Data and Current Data 

Baseline data provided by the COHDEFOR technical assistance unit showed only one 
industry inside La Uni6n 'management area with enough data to make a detailed 
quantitative comparison. 

'The other industry established inside the area "Honduply" did not show previous 
baseline data available to mab  any correlations; this industry is only a year old. 

However, a baseline data was nevertheless established for "Honduply" with the 
intention to document the existing performance. This mill obtained an average of 

. recovered material of 223.1 ~ M ' l m ~ .  This industry utilizes most of the harvested 
volume for sawing operations and only a small percentage of logs are presently used 
for plywood manufacture. Aserradem "San Josew has shown a positive improvement 
over last year's data in the average recovqry obtained; The reccjvery factor obtained 
for this mill operation was 217.7 BFI'1m3 over the existing .baseline date of 163.4 
BFl'1m3. This is attributable to 'two main factors: 1) the)wwmill owner has gone , 

through the process 'of installing a very'efficient sawmill production line that allows 
a better utilization of log and 2) the more accu& band mill system with thin kerf 
bandsaws allows a very precise final product with less waste.. 

Mills sampled outside La Unidn area were all receiving logs under the new timber 
sales program. The mill that had previous established baseline was "El Bijao" 
sawmill in Lepaguare. A very small volume improvement over the existing baseline 
was measured in their overall production process. 

Another second mill was chosen to establish a baseline in the vicinity of Danli. This 
operation utilizes a circular sawmill system to ,square four faces of the log obtaining 
a cant and then sent trough a resawing process ivith a bandmill. 



C. Amount of Waste In Sawmllllng Planning and Drydng Operations 

Out of the sampled inAstries, the main source of waste consisted of sawdust, bark 
material, sawmill cutoffs, and flitches, These made up for 80 percent of the wood wastes that 
where either disposed by burning (85 percent of the total mills inspected) or utilized for firewood 
utilization in two main areas: .energy generating facilities .in the form of steam-hot-water for 
diverse production processes like: steam-bath cooking of plywood logs and steam production 
for the kiln drying process of sawn wood (15 percent). Another less important source was thq 
burning of wood wattes for the geneeon of hot air in the wood drying of sawn wood (5 . - 
percent). 

The remaining FIVE percent was utilized by the mill workers that made it a practice to 
carry small bundles of firewood back to their home on an everyday basis or with the help of 

, children pushing wheelbarrels and pushcarts. Small amounts of flitches (10-15 percent) of the 
total are sold by some mills to lime-producing kilns and for firing of clay roof tiles and bricks. 

-m 
Planning and surfacing waste accounted for 35 percent of the overall wood waste volume 

in operations that had the installation to do so. Very little is being done or generated with this 
type of material at the present timessince most mills are too far' away to utilize this type of wood 
wastes for chicken bedding niaterial, a preferred material by the egg and poultry producers. 

Facilities like the ones that are established closer to main pbpulation centers sell their , 

wood chips to those outfits as well as to horse stalls owners, 

Wood wastes from drying operations are on the average small but not non-existent since 
most sf the wood is remanufactured. 

D. Part of Training Component (Publications and Information Sources) 

The evaluation team found that over the course of the project time an interesting amount 
' of technical manuals had been created or translated into Spanish at the COHDEFORAJAIT-PDF 

technical unit. The intent of those publications or manuals was to have the material available 
for the corresponding training courses, that were carried out during the period of 1989-1991. 

Unfortunately, the UAIWPDF has not published more publications to make them 
available to interested forest industry participants and has neglected to distribute this valuable 
information. The evaluation team suggests that a portion of the remainder of the training budget , 

should be a1Pocat.d exclusively for the costs of printing a new edition of each one of these 
technical manuals.(*) A total of seven technical manuals and bulletins are presently in existence 
ranging from subjects like wood drying manuals, translated from the English version, to manuals 
on complete saw-sharpening, bucking and felling techniques, and lumber classification rules. 

- * A suggested amount of 300 copies should be made available of each specific manual. 



Talks with the UAfT head of staff in the technical assistance unit of COHDEFOR, Ing. Luis 
Valle, have confirmed that this type of printed material and general information would be made 
available as soon as possible, These arc necwsary tools, considering the programmed training 
courses schsduled for November and December, like the upcoming scheduled saw maintenance 
and sharpening courses (two courses) and the arrival of a short-term consultant to give a training 
course for local loggers and COHDEFOR technicians on developing better logging methods and 
skills. 

. The training wordinator, who has Cari.ied out a remarkable job and overall work plan, , 

should remain in the present position until the end of. the ,project life and. should assume the ' 

added responsibility of publishing the technical manuals mentioned above. 

E. Recommendations Related to the Environment l 

a Private industries and COHDEFOR should develop a safety program through the 
whole'industry, to ensure that workers exposed to hazardous conditions utilize safety 
equipment like safety glasses, ear plugs and helmets. 

Regulate the spilling and leaking of toxic wood stain inhibitors (active ingredient 
pentachlorophenol) into the ground and water ways, by advisNg industry operators to 
promote the redesigning of dip tanks containing toxic chemicals. Diptanks need to be 
made out metal or in the case of wood tanks lined with waterproof skin to avoid 
leakeage into the ground. Drainage area of already dipped material should consist of 
a dipp recovery area that recovers the excess of toxic materials. Gloves, rubberboots, 
and safety glasses should be made mandatory and monitored by COHDEFOR 
technical personnel. 

Smoke pollution resulting from burning wood wastes is a growing problem in the 
Honduran wood processing industry. This is due to the traditional wood wastes 
burning practices. COHDEFOWAMADHO should encourage the wood industry to 
bury the wood waste, if no other alternative exits; iecycle them or prohibit the 
incineration of wbod wastes altogether. 

Forest industries waste disposal has to be properly addressed with a well-defined 
program by COHDEFOR and AMADHO's representatives to regulate the pollution 
problem generated by the burning of wood wastes and/or the dumping of sawdust and 
wood shavings into river beds and resulting pollution of water ways. 





TECHNICAL ASSISTANCE TEAM REQUIREMENTS 

* 
A. Technical Aidstance Team ". 

1. Team LeaderlFonst Management Specialist ' - 
, Sununary of QuaIlfications: 

B.S. degree in forestry. 

Twenty years of experience in forest management activities. 

Five to ten years as a woodlr)ncls manager for a private, commercial 
operation. Demonstrated ability in managing and leading subordinates 
successfully. 

Sound knowledge of forest inventory, timber appraisals, harvesting 
operations, forest management planning, and timber stand improvement 
practices. 

Ability to work with and interact with government organizations. 

A results-oriented manager who is culturally sensitive and political 
aware; preferably with international experience. 

Bilingual EnglisWSpanish . 
. 

0.  Willing .to work in a developing counq  environment. 
- .  

Willing to train subordinates'. 

Duties: 

Primary contact between TA team, AID and COMIEFOR. 

Responsible for the success of the TA team, hence with the authority to 
replace those not performing to agreed standards. , 

As team leader, will be the focal point for the team in helping to meet 
their needs both on and off the job. 

Work as a counterpart to the COHDaFOR project manager to give 
support; advice, and consent in the execution of the project. , 

L 



2, Logging Engineer , 

Summary of QuaWcatiom: 

B.S. degree in forest engineering or in civil engineering with an 
additional degree in forestry. 

I 

Fifteen years of experience with either private and/or government 
sources. 

. 3 

Five years of experience as a logging superintendent. 

Sound knowledgelunderstanding of road location, road construction 
supervision, road network planning, timber harvest layout for both 
skidder and cable operations, cost analysis, and logging supervision. 

International experience or strong desire to work in Latin America. 

Working l o l ~ ~ i c d g e  of Spanish or ability to learn. 

Duties: 

e As a TA team member assist in development of the timber appraisal 
methodology especially responsible for cost analysis. 

Design and implement a model logging operation to include both 
skidder and cable systems. 

Assist in the logging supervision training sessions and in monitoring 
this activity nationwide. 

. , , . 
Supervise road locatidn. training sessions and monitor results. 

. . . 8 

Work with FMU manager in developing road network planning-assist 
nationwide. , . 

Work with preferably two COHDEFOR counterparts during entire term 
of assignment so as to effect a technology transfer. 

3. Forest Industries Advisor 

Summary of quaW1cations: 

B.S. degree in mechanical engineering with background in equipinent 
maintenance or a wood products manufacturing specialist. 



Fifteen or more years of experience with the forest product industry. 

Demonstrated hands-on ability, 

sound knowltdge/undcrstandinp of thin kerf technology and appropriate 
,equipment and of complete lumber manufacturing from ,log input to 
#shipment of finished lumber. 

' 0  Ability to ded with, all levels of labor and management. I , .  - 
, Knowledge and abiliti to conduct economic' feasibility studies for small 

sawmill owners. 

Willingness to work in Latin America. 

o Working knowledge of Spanish or ability and willingness to learn. 

Working out of AMADHO offices, will interact and cooperate with the 
COHDEFOR technical assistance unit in providing assistance to 
industry. 

Help design and implement training sessions in various sawmill 
improvement related activities. 

Conduct economic feasibility studies. and assist sawmill owners in 
making loan applications to improve possibilities of tapping local credit 
market. 

With AID and COHDEFOR, set up short courses and locate shomt-term 
experts for same, 

. . 
' Initiate a mill by mill analysis throughout Honduras, make 
recommendations for improvements and monitor progress. 

Work with AMADHO technical advisor on marketing and promotion 
workshops to encourage industry to explore more added-value, . 
diversified product lines. 

4. Timber Sale Aaministrator 

Summary of QuaW~cations: 

B. S. degree in forestry. 



0 
Hl 

Ten years at' experience in timber sale programs either private or 
governmmtal, 

f Sound knowledge/understanding of timber sale appraisals, preparation, 
and supervision. 

-. 

Ability to davelop training sessions h d  teach others, 

Ability ,to work in the field 90 percent of the time,, ' - 

Ability to communicate in ~ianish is very important. 

Willingness to work in Lath America. 

Culturally sensitive-most trainees will be technicians. 

Duties: 

Work with a COHDEFOR counterpart to achieve technology transfer. 

Design and supervise training sessions. 

Travel country wide and develop sale areas for regional training. - 
- - 

Initiate a methodical monitoring regimen for various sales country 
wide. Plan to visit every timber sale at least once during the year and 
critique the sale administrator along with his immediate superior. Send 
these reports to the chief of forestry activities in COHDEFOR for 
action-good or bad. . 

: 

, . 
. Assist ~ 4 t h  the logging engineer in developing the timber sale, appraisal 

. .  system. 
. , 

~mplement the system fust with the FMUs then country wide. 

5. FbnciaVAdministrative Advisor 

Summary of Qualifications: 

CPA 

Six to ten years of accounting/auditing experience with a major public 
accounting firm. 

Five to ten years of business management experience with an 
industriaVnatural resources U.S. corporation operating in Central ~mer ica l~a r ibb~  



Demonstrated ability at management level in both sectors of work 
experience, 

Sound howledgeJunderstanding of accounting systems, data 
processing, management information systems, and flnancial/business 
reporting* 

Ability to worwdeal with all levds within the organization as well as 
with international agencies, banks, audit firms, etc. - 

, , 

Bilingual English/Spanish. 

Willing to work in a developing country environment, 

Willing to train subordinates, 

The financiavadministiative advisor will be required to work closely with top 
management of COHDEFOR and assist the organization in the task of restructuring and 
upgrading its management, personhel, systems, and procedures. 

Specifically the financiavadrninistrative advisor will: 

Design an overall structure for COHDEFOR and a detailed structure for the 
finandadministration department. 

Prepare a manual of positions, job descriptions, and responsibilities for his 
department and ensure that such manuals are also prepared for the other 
departments. 

Update the Policy & procedures h@nual of COHDEFOR. 
, . 

Evaluate departmental personnel with the objective of establishing appropriate 
levels of reportinglresponsibility. 

Review the basic accountinglrecording system and implement changes to make 
it functional and easier to adapt to a computerized mode of operations. 

Upgrade the financial reporting system in accordance with generally accepted 
accounting principles (GAAP) . 
Lead and coordinate' the preparation of the annual operating planlbudget and 
bring it into line with the accountinglfinancial reporting system so as to 'enable 
timely, tracking of budget versus actual performaye, 



Assist in prepring and monitoring ongoing cash and financial projections for 
use in planning tho copration's activities. 

e sitin $and advise top management on all matters affecting the 
cosporaitlon's tlnancial opc!rationslcondition ,iu well as future operating plans. 

Work within ffnandadrninistration department and with Internal Audit to - 
strengthen accounting/administrative control procedures. 

, , 

, , I , I  

T& stcpartmontd p e r ~ o n k  

Deal with Qhc independent auditors and when called upon, with banks, 
htemationd agencies, etc. 

Reccrmmendations om Future Long- and Short-term &Warm 

1. Technical Adstance 

Strong consideration sbuld be given by USAID/Honduraa, to help set up a 
program whereby COH]PEFOR/(!JAIT)'s technical unit ESNACIFOR instructors, and 
private industry long- and short-term technical consultants start carrying out a long-term 
training plan to promote hands-on workshops. Through personal converdions with the 
r., .ate wood business sector, a strong interest and unconditional, rrlupport w a  voiced for this 
type of program that would benefit all the parties involved. 

I 

The fields related to the wood processing industry should consider .the following ones: 

I n c k  quality control standards in the sharpening of band saw blades and 
circular sawsn 

%mte the benefits of correct air drying and kiln-drying procedures. 

preferred and most iffiiefit sawmill practi&s to kc r r a~e  volume rmvery h d  
promote higher standards in mntrolling quality, 

C 

Upgrading of equipment maintenance standads. 

Cost returns and pay-u, k u l y s i s  of impwed logging and :tn.Jiwork practices 
and improvements h~ overall operation. Explain the pay-back benefits of fine 
tuning the industry. 

Through marketirrg/promotion workshops, encwrage the wood working 
business sector % ioolr into new. and more dM-value, diversified wood 
products fines. 'This type of new awareness should be tied into the 
development of new model production pi;wm that would involve the 
purchasiig of more efficient and economical unitlcost' wood working machirxy. : 

. - 



2. I)cercrlptlon of Long- and Shortdorm Technical Assistance Advlsors 

a. Sharpening and maiatenance expert of circular and band-mill saws 
will be local hire and staffed with a well4cnown and recognized 
national expert sawdoctor, having a wide knowledge on this specific 
'subject and practical experience with local industry. To be hired on a 
contract basis full time or part time, for a total of six monthslyear 
throughout project life. - 

, b. wood ~ r y t n ~  Expert with specialty in oohmsrcial air drying and 
mediumhigh temperature commercial, kilndryin]3 experience. 
Knowledge in set-uplbuilding modd of a mlar drylkiln, desirable for 
dtrmonstration purposes. This type of training with hands-on 
workshops involving local technicians should be of great value. Time 
frame of this long-term U.S. hire should be done over a two y e a  a 

period. This expert would be returning during the duration of project 
for a 3-6 months/year period. 

Revising drying procedure manuals recently translated into Spanish 
from English version and updating the information on local demand8 
should the part of the task. Workshops/serninars should be carried out 
systematically over the whole country where forest products industries 
are interested to participate. 

c. Marketing specialist in wood products, hired for intermittent intervals, 
short-term, maximum time 3 monwyear over total duration of project 
life. To be responsible to work with COHDEFOR-UAIT technical 0 

staff and AMADHO technical team and private industry. To find and 
establish new-channels and potential customers for diversified value- 
added 'Honduran pine w d  products. 

4 

This type of research and identifration of product source should take 
into consideration the existing diffeient wood manufacturers and 
sawmill producers from the largest to the smallest. Pwial emphasis 
should also be given to secondmy wood products from recovery 
material and help define new possibilities for a more diversified and 
creative wood products in general. This type of work should be closely 

- interlined with the wood drying specialist and the wood products - 
manufacturing specialist. 

1. d. Forest industries advisdr with a specialty in mechanical engineering 
and equipment maintenance or wood products manufac(irring 
specialist with a strong emphasis in thin kerf technology and 
appropriate equipment to advise existing wood manufacturing 
industries. Shrwld encourage the improvement and the development of 
small- and medium-sized sawmill enterprises. 

1-7 



I I 

Planer a d  moldinn manufacturing experience necessary, Emphasis in 
wood wastes movery training workshops as @ way to show and explain - 

the benefits of bandsaw mills utilization and establishing workshops 
showing thin kerf methods. Develop a series of technical manuals or 
instruction booklets for operators. - 

- 
C. Parametera for Short-term cotw1i:ing 

Phase I Accounting: 
, 4 . Analyze the present system for capturing, processing, recording, and reporting 

financial transactions. Quantify volume and frequency of transaction~lreports. 
' I  

.Identify purpose and benefits (if any) of the present system. Determine 
whether purpose is being achieved. 

If purpose is not being achieved or is uncleak, outline objectives that should be 
achieved and recommend possible ways to achieve desired objectives. 

* a  If feasible, recommend configuration for more appropriate computer 
application(s) . 

Phase 11 MIS: 
' Identify perceived information "needsn of a l l  departments. 

. . Rationet& information needs. 

Discuss rind obtain management agreement to rationalized information needs. 

' . . Prepare MIS manual; . 

Pbase III Data' Processing: . Analyze system base (if any) for information used throughout the organization 
including personnel, payroll, forestry, planning, and any special areas of the 

- regional offices. - 

Recommend best configuration for a computer.system that will cover fmancial, 
technical, and administrative needs. 

Outline hardware and logistics requirements for a possible new data processing K- 
ir 

system. 
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PUBLIC ADhfNSTRATION SPECIALIST REPORT 

A. W e c t  Terms of ,Reference 

At the outset it may bemid, albeit with respect, that the widely dispersed scope of work, 
alluding to so many disparate activities within COHDEFOR h terms'that .were not always easy , - - 
to follow (if at all) made the determination of baseline data problematic, riuky,, and even , ' 

superfluous especially if it is remembered that some of the items listed as project improvements 
were already implemented by COHDEFOR by the time the project was initiated on or about 
January 1, 1988. 

Other factors making the determination of baseline data problematic were: 

a the language of the project goals that referred to "managerial efficiency" (giving 
one to take in all aspects of management) and then apparently limiting the scope - 
of ?hat managerial efficiency specifically to ' finance/administration (whose 
improved efficiency alone could not of itself have achieved project objectives) ' 

a the paucity of documentation evidencing: corneunicatiok of project goals (as laid ', 

out in the project paper) to all levels of management in COHDEFOR, emphasis 
on significance and urgency of goals, creation of a mechanism within 
COHDEFOR to meet project goals, and appointment of an'individual within 
COHDEFOR to monitor and follow up on the process of managerid 
improvement. 

a the use of terms such as "real revcnue projections," "beyond the reach of 
av&ble funds, " "systems affecting disbursements, " "agile procedures," and 

. . "eqt Liiable system. " The problem he= was .both ambiguity and havmg to work 
with judgmental~considerations. I .  

a absence of a final report from the one financial advisor assigned to the project 
during its life to date. Such a report outlining areas addressed, proposed 
solutions, problems encountered and his evaluation of the status at the time he left 
post would have been a useful tool for the evaluation team. 

B. Project Goals and G ~ f d e h e s  as Identified in the Following Documents 

1. Project Paper 

To overcome the management constraints that impede the corporation from 
functioning more efficiently, COHDEFOR's Department of Management (read Administration) 
and Finance will br? taskedl with carrying out these activities: 

I 



a. Revamp and upgrade its financial management procedures to achieve self- 
sufficiency. 

' b. Analyzu historical data on income generated through timber sales to 
establish a trend line for past revenues. 

c. Develop new systems for setting and collecting fees for timber sales and 
, commissions for lumber sales, 

d. Malce projections on income be earned in the future. (on a yearly basis). ' *  

e. Calculate budgets that coincide with real revenue projections. 

f. Prioritize expenditures; postpondeliminate items that go beyond the reach 
of available funds. 

g; Develop systems for affecting disbursements to discrete staff and line 
officers and tracking expenditures. 

h. Finalize the reorganization process initiated in 1986. 

i. Provide management specialisits to review the new structure and prepare 
functional responsibilities and reporting relationships for the corporation's 
units. 

j. Formulate the proasses that will govern the interchange of both 
COHDEFOR and the private sector(?) 

k. De~elop simple, clear, and agile procedures for requesting and obtaining 
lumber export permits. 

1. Design in equitable, efficient system. for 'awarding logging concessions. 

m. Update manual, governing logistical support activities (procurement of . 

commodities and technical services, control of vehicles and supplies). 

n. Develop a management information system. 

o. Establish a library to complement operational efficiencies that will be 
achieved tnrough application of revised procedures. (?) 

p. hplement a new timber sales system. 
- 

q. . 1ml:ement new lumber export regulations. . . 

r .  Set up a market analysis department 



0 ,  

2, Loan Agreement 

Art. B,(a) The project will. .. . improve COHDEFOR's internal management 
system. 

Art. B (a) (iii) The project will upgrade its (COHDEFOR's) financial management 
procedures and improve its internal operating procedures. 

3. Project Logical Framework , , 

t '  
, '  

* 

"COHDEFOR (will bc) covering its operationai costs and functioning efficiently 
' 

according to modern, appropriate operating procedures. " 

4. Statement of Work 

"Under the institutional reorientation, the most important innovation is the change 
in the practice of selling timber. The other areas of involvement under this component control 
(?) lumber exports and managerial efficiency. " 

5. COHDEFOR'S Statement of Objectives 

From the corporation's statement "Policies Strategies Measures a d  Actions, etc., 
1986-1990," a published framework of objectivtls to be accomplished in that period. 

a. COHDWOR will sell by December 1987 the subsidiaries in which it 
owns shares, mmely CASISA, LOCOMAPA, CORFINO, SEMSA, and 
Hondura9 Plywad. 

b. COHDEFOR will set and o Aect commissions from export sales of lumber 
at differential rates (14 percent and 18 percent), 

. . .  
c. ' Collect at least L 1.5 millior. against its past-due accounts receivable as 

, . of June' 30,' 1986 and reduce its past-due receivables hiplance to' a 
minimu? of 20 percent of its total receivables. (Exact meaning of terms . 

. is not clear) 

d. , Computerize its accounting, inventory, and forestry activities. 

C. Project Assumptions 

The project's basic assumption concerning the need for better rnanagGment is valid. 
However there are some considerations of substance that give both depth and perspective to that 
assumption and these are dealt with below. 

The exact reasons forthe emphasis on financial manageme. improvement m o t  now 
be determined with h t y  but it would not be unreasonable to assume that they had some 



association with COHDEFORVs industrial and commercial activities and the costly results of 
those activities. 

In searching for the cause of that situation, now well into history, "managerial efficiency" 
(however defined) would have been a good guess. From that point on it was a small step to 
identify fi1~8nciaVadministrative ,management as the principal cause and therefore the prime target 
for reform and reorganization, the underlying postulate being: "Mad there been adequate - 
financial control procedures, COHDEPOR .could not have incurred those losses." But there is, 
a flaw in this postulate for it is not procedures alone that. run businesses.. 

* .  

It is agreed without question that extremely significant matt& con&rning COHDEFOR 
were to be found in the financial management area. However, financial management is a ' 

support function that does not act without executive management approval. It therefore could 
, not bc responsible on its own for the cansequences of investment or operational decisions. 

COHDEPOR lives by government fiat. It depends for the level of its income totally on 
government regulation, To be self- sufficient (as mentioned in the project documents) it need 

T only develop the ability to live within its means. However, becoming self-sufficient would not, 
- j in and of itself, enable COHDEFOjl to achieve its mandated objectives. 

To conclude, project emphasis could well have specified the whole of COHDEFOR's , 

management including the government, the board of management, the general manager, and all , 

line and support'management. 

Other detailed assumptions that turned out to be not totally valid for COHDEFOR were - 

that there was lack of: 

a. Procedural know-how 
b. Ability to prepare cash projections. 
c. Control over disbursements 

. . d. Functional responsibilities and reporting relationships 
e. Management information . . 
f. Personnel administration procedures 

1 

D. Departmental Overview 

1. COHDEFOR 

Organization: - 

Semi-autonomous body under Ministry of Natural Resources. Set up on January 13, I974 
(Decree # 103) as a corpora tic^. Administered by Board of Management through a general 
manager and assistant manager. Is executing agency for the forestry policy of the State. 



Headcount: 

1,344 as of October 15, 1991 broken down as per the payroll department records as follows: 
Forestry Department 45, Forestry Regions 753, Finance and Administration (including 
Personnel) 142, ESNACIFOR 140, Projects (of which COHDEFOWAID 56) 159, Intemal Audit 
19, Planning 17, *Commercial 19, Renewable. Resources (RENARE) 14, General Manager's 
Department 26, Temporary Employees 10. 

Objectives: . - 
I 

Derive maximum bencfit (usufruct) from the country's forest resources. Ensure tho protection, 
improvement, conservation, and increase.,of these resources. Oenerate funds to finance state 
programs for social and economic development. 

Problems: 

Heavily affected by government-regulated management and administrative procedures as 
well as political considerations. 

Public image is unfavorable because of its costly ventures in ownership and management 
of industrial concerns. 

Lacks an effective management structure. 

* Department phased-out. Computer records continue to show employees in the departments 
to which they were originally assigned at the beginning of the year. 

- 
Evaluation: . 

COHDEFOR needs to re-think its ,mle for the fu tu .~ .  In doing so it must get to grips with what 
exactly it has to do (assuming no government constraints) as well as the type of management 
cadre it will need to achieve this and the level of personnel it is'going to require in the process. 

Guidelines: . t 

: . 

Externally, work actively in EzEt of the present climate of liberalization, privatization, 
and public enterprise reform, for chang:: in the government's attitude toward the 
economics, management, and performance of public enterprises as well as changes in the 
way it regards the hiring, compensation, progress, and evaluation of public sector 
en~plcyees. 

- Internally, work for improving the quality of line management with special emphasis in 
the area of finance/administration. 

9 Conside:: working with only four departments namely, forestry (including the regional 
offi&) plannhg, finance/administration, eld ESNACIFOR. 



Incnare frequency of Board of Management meeting8 to raise the lareis of awbenesr ' E 

and interest in the affairs of the corpoxation. 

Organization: 
- 

The Planning Department's principal functions m: coordination of idstitutionahational policy 
in the forestrylagricultural sectors, liaison with foreign technical assistance, national fore~t , ' 

a 

industry statistics, evaluation of C O ~ E F O l h  projects and piqhation of COHDEFOR's 
annual operating plan and budget. Reports directly to the general manager. 

- Headcount: 

17 technical and support staff as of October 15, 1991. 

Act as nervecenter of thrr organization, plan and overiee its operations: forestry and revenue 
generation. 

With the exception of some impact in the area of training, virtually none. 

Problems: 

c Lack of trained technicians. 
Limited resources to support counter-part requirements. 
Actual regional forest operations do not follow plannetifbudgeted operations. 
Finds it difficult to get good statistics fiom the private sector. , , . 

I 

The department's.iqformation need8 are greater than its ability to gather and process them on 
a timely basis. Fortunately it is currently working on a solution to the problem. To meet its 
abjectiva it should convert itself into a top.leve1 re 7 4 t x y  of information concerning a l l  aspects . , 

of the forest industry based on its own e.fforts/actions so as to anticipate change rather than wait 
for things to happen. 

GuMelines: 

Start focusing on objectives. Draw up plans for best/worst case scenarios. - 
Evaluate staffing needs 



Responsible for saveral independent activities including: inventory of timber stands a11d sales of 
standing timber, forestry management guidelines, young forest management, fire protection, 
export sale3 inspection, watershed management, nsination, aaWng and exten~ion services. 

Headcount: - 
45 technical and support staff as of October 15, 1991. 

Objectives: 

Mainly overseeha, the forest, Setting and mohitoring the implementation of norms for better 
forat management. 

Problem: 

, Transportation can 'be undertaken only with the express approval of thk 
financeladministration department. 

8 Information reception from the regional offices suffers substantial delays. 

Lack of trained technical. personnel caused by non-replacement of trained p p l e  who 
have left COHDEFOR to join the private sector. 

8 Has unfulfded need for in-house computer capability for reporting monthly activities and 
- inventories. 

. . 

' , Evaluqtion: 

The activities of this department have been evaluated by othe~members of the evaluation team. 
Their gened and specific comments are to be found in their respective reparts. 

Dealt with as mentioned above. However the department should share all information 
.r?garding inventories or' valuations with the finance administration department on a 
timely basis. 



4, Flnaace/awountin# 

Organization: 

One of two subdepartments making up the PinancJAdministration Department. Includes 
accounting, treasury, standing timber, and export revenue (control and collection) and physical 
as- control functions. 

Headcount: 

32 as of October 15, 1991, All employed in trccounting-related duties. 

Objectives: 

Ensure accounting validity of all reported financial data including periodic financial statements. 

Project Impact: 

Considerable. Many of the project's specifically stated rquirements were met by this 
subdepartment. 

Problems: 

Supervisory staff lacks industry exposure. 

Cannot accelerate fmancial reporting because hampered by the pace of central data 
procesrh,g. 

8 Own pace is slow becausc nearly all transactions are processed manually. 

Receives little or no feedback from management. 9 

Evaluation: 

Appears to be functioning well 'but not over-stretched by management demands for operational 
and other information. 

* .  

All supervisory and clerical staff &auld pass through a process of evaluation to 
determine both corporate needs and staff capabilities. 

8 Supervisory staff should receive exposure to forestry and wood industry operations. 

Retain the present chief accountant in any new restructuring of the 
~inance/Administration Depattment. , 



One of two subdepartments making up the Financc/Adminiatratic)n Department, Includes budget 
review (preaudit) purchasing, warehousing, mobr pool, photocopying, janitorial, and 
miscellaneous functions, Reports to the manager of Pinance/Administratfon. 

Headcount: - 
I n  

0 '  

74 M of Ocher  15, 1991. Of these, 25 are employed h clekal function8 and 49 as drivers, 
' 

maintenance people, cleaner$, guards etc. 

To ensure that expenws incurred are duly traceable to the budget and comply vi'th all 
government-mandated documentation and approval procedures. 

Prqlect Impact: 

No impact in either direction. 

Problems: 

rn Need to replace vehicles. Fleet age is reported to be 14 years old. Frequent break- 
downs. Several vehicles out of use, 

rn Need to renew office quipment-copiers, typewriters, etc. 

rn Need for better, more powerful radio equipment, 
. . .  

Evaluation: 
. , 

. Appears'to be functioning well but not over-stretched by management demands for operational . 

and other information. - 

- Guidelines: 
- 

rn All supervisory and clerical staff should pass through a process of evaluation to 
determine both corporate needs and staff capabilities. 

Supe~sory staff should m i v e  exposure to forestry and wood industry operations. 
r- 



Dspartmeslt providas savicsl to 'the Planning, ~inanccl' Administration and Pergonnel 
Departments. Reports to thn manager-Finance and Administration. COHDEFOR's, Central DP 
Department dates from the mid-1970s. 

, . 
I I Headcouut: 

- 7 technical and support staff as of October 15, 1991 

At one time to provide a comprehensive service to all of COHDEFOR. Present objectives are 
in transition, 

Project Impact: 

Fulfilled project goals insofar is they referred to accounting and inventories. (See COHDEFOR 
Statement of Objectives). 

Problem: - 
Functions in isolation. 

Did not develop top management support over the term sf its existence and is now in 
limbo. 

- 
t i  Equipment is out-dated. 

. , Direct input to the system is limited and therefore much, departmental time is spent 
entering transactions. 

From its isolated, side-lined position, this department as presently constituted along with its old , 

equipment cannot be expected to survive long in COHDEFOR. Its services are adequate for 
accounting and payroll purposei but not for the forestry department whose needs are more 
specialized and beyond the capabilities of the DP system. 

Guidelines: - 

Study the purpose and need for producing so many different kinds of reports that go 
a around CO#DEFOR. Contribute to lessenink YP burden on manpower and equipment 

resources. 



Try to build rapport with top and line management. 

Organization: 

Independent administrative unit reporting directli to the general manager. Responsible for salary 
adniinistration, employment contracts, orientation, hiring procedures, training programs, human 
resource bank, and employe personal records. . 

Headcount: 

19 as of October 15, 1991. 

Objectives: 

To administer all aspects of the empbyer/employee relationship with a view to facilitating good 
relations in the workplace. 

J?roblems: 

Low salary scales prevent W g  of better quality *people. r 

Information from data processing often delayed. 
o Needs to keep track of the location and movements of personnel on a timely basis. 
o Union opposes the merit system. 

Difficult b determine a method for evaluating employee performance and implementing 
it. 

Evaluation: - 
Perhaps the only department in COHDEFOR that evokes a sense of purpose and of wanting to 
and getting things done. 

Guidelines: 

Continue to work for an employment structure baed on operating needs and merit. 

Select training programs that are specific and therefore likely to be of immediate benefit 
to the recipients in their work. 

8. Internal Audit 

Organization: 
. . 

Position reports to the Controller-General of ~ o n d k  and withinCOHDEFOR, directly. to the 
Board of Management. 



19 professional and support staff as of October 15,' 1991. 

Objectives: 

o Act as watch dog for the Controller-General's Office especially in the area of 
di~bu~~ements (preaudit). 

. m Perfnm special assigments if h d  when requested by maagement. L 

Project Impact: . t 

Indirect if my, in either direction. Department is not aware of project gods and did not merit 
mention in the terms of reference. 

Problems: 

Cannot function effectively for the benefit of COHDEFOR because: 

The chief internal auditor holds his position (by government appointment) for a 
maximum, non-renewable term of two years. Thek is therefore not suficient time (or 
interest) to get to know the organization or to develop, implement, and evaluate the 
results of ongoing audit programs. 

Effectiveness of the department is necessarily limited because by law and self-perception 
it is precluded from working/cooperating with management in reviewing areas within 
COHDEFOR that are of mutual concern. 

Not having an internal reporting relationship (other than to the Board of Management) 
. .  . the department is necessarily slowed down by bureaucratic.considerations. . 

- ' Funds and transportation & not readily available for its regular outof-town, audit, 
activities. 

~udi ton  lack exposure to the industry. 

Being a "government impositionw on COHDEFOR, the corporation has no hcentive to 
set targets for the internal audit function or to evaluate its performance. 

Evaluation 

Internal audit, an important element in financiavadministrative managarlent, exists within 
COHDEFOR to take care of a government .requirements to ensure that all disbursments are 

. effected in acwdance with government-mandated procedures. As such it is not a function that 
is of gmd use in 'the mdagernen? strengthening process. As presently constituted, tlie 



department neither has the base, the mandate, nor the means to act as a proper internal audit 
department. 

Guidelines 

Try &'build rapport with top and line management.. 
Demonstrate willingness and ability to help the organization. = 

e Develop ability to justify and win approval for its cperation@ needs. 
o  valuate staffing needs i d  u@ation. , - 

. , 
9. Legal 

. . 

Organization: 
II 

Support department serving principally the General Mangers' Office but also others including 
mostly the iinance/administration department. Covers COHDEFOR's operations throughout 

' Honduras. 
- 

Headcount: 

. 7 'as of October IS, 1991 including 4 professionals. * ' 

Bb&d~es: 

Orient, advise, and protect the corporation in all legal matters dfecting its rights and interests. 

Problexmc 

Documentation is either difficult or imposible to locate. 
Transportation to and fiom the courts is not provided, 

a,. .Per diem rates for out-of-town work are too low. + 
- 

' Evaluation: 

A brief meeting revealed either an over-stressed or greatly frustrated department. It is probably 
meeting its objectives but at its own pace. 

Guidelines: 

Improve departm 2ntal logistics. 
Consider a more dynamic department head. 

Opinion 

The emphasis on procedural rather than decision-making aspects, and the lack of a 
definite focus in its management segment has resulted in the pbjezt not having ha;d significant 
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impact on the corporation's awareness, commitment, and ability to formulate and meet its overall 
objectives. All of this d s  for a strong element of leadership in the upper management cadre. 
The project's underlying objective-interpreted as improvement in all management 
levels-would appear not to have been achieved. 

If looked upon as a step-by-step implementation of specific requirements the project has 
undoubtedly moved in the right direction and achieved much since inception. This fact is amply 
brought out in the Progress Chart attached and speaks w d l  of both project and COHDEFOR 
people who in effeot ensured their tasks were kmpletd despite the multiple organizational and 
management changes that were. going on around them. 

C. Management System 

1. Objective 

Given the variations in description and emphasis associated with this segment of 
the project as cdntained in the feveral project-related documents accessed, it was considered 
appropriate in the interests of a functional reporting mode to regard all the disparate elements 
of those descriptions part d a single underlying theme, namely improvement of 
COHDEFOR's o v e d  management and its financiaVadministrative procedures so as to enable 
it to meet its government-mandated objectives in an efficient manner. Only in this broad. 
context, it was felt, could the project's objectives be a significant factor in the operational re- 
orientation of COHDEFOR. 

All this notwithstanding it must be noted that nowhere in the project terms is its objective 
referred to in as many words. Instead there is copious mention of, and emphasis on, the 
procedures that support the management effort and this, only in the area of 
accounting/administration. 

2. Methodology 

The groundwork for the evaluatiian was carrid out'at.CO~~EF0Ft and included 
meetings with the finance/hninistration, planning, forcistry, personnel, and legal departments 
all of which repoa directly to the general 'manager and together substantially makeup the 
corporation's headquarters struchue. ESNACIFOR and the regional offices were not included 
because they are not closely related to the question of COHDEFOR's overall 
rnanagementladministratit~n. 

The evaluations were based on personal interviews and available documents as well as 
corroborative evidence from other individuals and sourrm such as the corporation's independent 
auditors. 

3. Project Status 
. . 

As shown in the progress chart at the end of this amexCOHDEFOR has develo* ! ' t  
adequate procedureis for income and expense prqjections, recording and control of revenues and 
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il disbursements as well as a new timber sales system and export sales 
are in place and apparently functioning correctly. 

Areas in which significant progress was not noted-and this is a by-product of 
COHDEFOR's management structure and priorities-are: (a) updating of the organization and 
procedures' manual (b) development of a management information system, and (c) financial 

, reporting based on generally accepted accounting principles. There is in fact no one in . 
COHDEFOR with the knowledge, experience, or authority to see that'these aspects are duly and 
properly addressed. . - 

I '  
. '  . . 

The'organization and &wxdures manualdeveloped by Arthur Young & Company in the 
1970s and parts of which arei still in place, was allowed to lapse when COHDEFOR's office of 
Organization and Methods was elimhated. A management information system (obscured by 
the question of re-orienting the data processing function) has not yet been seriously 
contemplatcd. Financial reporting has not kept pace with the changes that have taken place in 
the operations of COHDEFOR. . 

One area, not mentioned in the pioject paper but partially referred' to in COHDEFOR's 
* statement of objectives, is the questjon of the defunct COHDEFOR subsidiary companies. On 

these the status appears to hie: privatization in the case of CORFINO, PROMAGUA, and 
SEMSA, liquidation/disposal for CASISA, and continued analysislstudy for Honduras Plywood. 

Other significant considerations far the project as it stands today are: 

Affecting COHDEFOX as an ongoing concern is the question of its legal status. 
Although able to function from day-to-day on the basis of its receipts and 
expenses the corporation is bankrupt in legal terms. This is because if due 
recognition were given to the numerous matters impacting its financial condition 
and which are not reflected in its balance sheet, its equity position would result 
in a substantial negative amount. So far the government hm not recognized the 
gravity of the situation, which has'both short- and long-term implications for the 
Entity. 

8 In considering a turnaround and restructuring of COHDEFOR, i t  must be 
remembered that one is dealing with a regular government organization always 
subject to political presures, traditional public administration, and strong union 
influence. The present status and financial condition of COHDEFOR may be 
seen as a direct result of these f'tors as much as a lack of administrative know- 
how. 

8 Also affecting COHDEFOR is the situation of its workforce. Coming as it does 
under the Labor Code instead of the Civil Service Regulations, COHDEFOR 
cannot have career employees, The resulting job uncertainty coupled with the 
lack of an adequate pension scheme virtually ensures a low level of motivation 
throughout the .organization. 
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The evaluation points to a radical change in the Corporation's madabent L 

composition, purpose and style. For this to succeed it will require not ordy 
willingness bit dso a h n  commitment and active cooperation m the part of the 
government. 

4. 'Recommendations 

~Qrganization . , 

Build awareness, at all 'levels, of the need for COHDEFOR to undergo a . ' . . - 
fundamental change in the way it perceives its role, how it operates, and how it 
will survive from year to year in a climate in which government financial support 

.T 
is expected to shrink rather than grow. l"his process should be aided through the 
preparation and issue of a corpopte policy statement; and managementtstaff 
meetings on a regular basis. The chief promoter of this change should be the 
general manager. r 

- 

Use professional managers (as opposed to political appointees) in the key line 
management positions. 

Create a new top line management position'of chief o&ting officer (or director , 

of operations) who effectively would run COHDEPOR from day to day and , 

report to the general manager while himself receiving reports' from the other line 
functions. The general manager is the titular chief executive of COHDEFOR but 
his schedule and interests do not allow for much involvement in the operations 
of the organization. 

Extend the internal auditors term-of-ofice to five years and allow the intemal 
audit department to collaborate closely with financial management to ensure a . 
high degree of compliance with corporate policies and procedures. 

operational . 

Develop a mechanism to ensure that regional forestry units adhere strictly to their 
operating ~ 1 ~ .  

Make all line managers responsible for their department budgets both as to the . 
amounts involved and, as importantly, the manpower levels needed.to perform the 
work. 

Institute a monthly bud33t vuaus actual review procedure involving the chief 
operating officer and all the Sine managers (planning, forestry, and finand 
administration). 

~ranifer from Planning to the FinancdAdministration Department the 
, responsibility for codrdinating, classifying, ' and inaintaining all the 'elements of 



operational and financial information that go into the annual operating 
planlbudget. 

Perform a no-non~nsd, functional study of the corporation's information needs 
based on management's stated requirements and perceptions. Some information, 
because of its nature, must be centralized. Other information needs are best 
sewed by individual applications, A single mode may not be the answer and may 

+ bring more problems than benefits to COHDEFOR. Decide this matter as soon 
as possible. .. 

Financial 

At COHDEFOR there is a need for an individual who can give a purpose to the 
financiayadministrative function &thg it to the corporation's principal activities 
and who can give a much-lacking financial perspective to the organization's top 
level deliberations. In addition to this there is the aspect of having to "talk 
&ancen with banks and international. lending agencies particularly at this stage 
with COHDEFOR facing the problem of non-performing assets on its books. To 
meet this sibtion, k is recommended that the corporation create the position of 
chief financial officer in charge of finance/administration-a key line management 
pcdtion. 

Addnss the question of COHDEFOR's leg& solvency arising from the crippling 
negative effat of its failed subsidiary enterprises, bad debts, and accounting for 

- 

its external debt. From an accounting standpoint there appears to be no solution - 

to the problem but the law may be able to devise a mechanism for cleaning up the 
corporation's balance sheet. 

Transfer to the chief accduntant all functional responsibility for budget versus 
actual reports to upper management. This is not an administrative area and its 
present inclusion under "administrationn represents an inappropiate split in the 
management prbcess. 

Government . .  . 

' Initiate talks in the appropriate government circles to accept the idea of: 

a. Allowing career managers to occupy the line positions in COHDEFOR. 

b. Having a chief operating position in the corporation. 

c. Extending h e  intemal auditor's term-of-office and the scope of his 
services within COHDEFOR. 

. . 



5. Lessons Learned 

The specific purpose/thrust of the project should be clearly identified at the outset 
- and described as such in the objectives. In the case of the management segment 

of the FDP it is possible that the principal component of that 
segment-ffectiveness of management on a top down seal-was genuinely not 
perceived as being significant or was dealt with indirectly through emphasis on . 
procedural matters. 

. The importance of the inanagemknt effectiveness objdtive was neither perdived . ' 
as a necessity nor emphasized or communicated throughout COHDEPOR. For 
a policy to be'implemented it must be known and understood by a l l  levels. 

No one of exewtive rank was given the responsibility of overseeing the 
progress/status of project objectives and of reporting this to top management. 
Without someone in charge with authority to act, little can be accomplished. 

The sense of responsibility of middldlower levels should not be underestimated. 
In the FPD, all procedural project imptovements were achieved by these levels 
and these individuals'are still working for overall improvement in administrative 
procedures. 



OF COHDEFOR 

(In Millien8 of bompiraa)' 

ASSETS 
Cash & short-term deposits 
Notes , & accounts receivable (2) . . 

Current Assets 

Notes & accounts receivable-affiliates (3) 
Investment in affiliates (3) 
Property, plant & equipment (net). 
Deferred project expenses (4) 

Total Assets 

LXABILITIES & EQUITY 
~oans, notes & accounts payable (5) 
Deferred income 

, Current Liabilities 

5ong-term debt (5) 

Total Liabilities 

EQUITY 
GOH contribution 
Grants-international agencies 
Retained earnings 
Accounting adjustments (6) 

.. Total , Equ'ity 

Total Liabilities t Equity , 

( ) See notes on the Financial Statements 



9 mths thru Yr-ended 
9/30,/91 12/31/90 

REVENUES 
~xport commissions 
Stumpage 
Interest & other income 

. Total Revenues 

COSTS AND EXPENSES, 
Operating expenses-regions 
Administrative expense 
Marketing expense 
Human resource development 
Financial expense 

Total Costs & Expenses 

SURPLUS 



NOTES ON COBDEPOR'B FINANCIAL STATEMENT6 

- (1) ~eteails and amounts shown are based on audited financial 
statements at 12/31/90 and accounting records as of 9/30/91 
with reclassifications and re-wording for convenience of 
presentation. 

(2) Most of tl~ese receivables arise from an , accounting 
. technicality and $hes fact .that COHDEFOR is the exporter. of - 

-record: .-- .Reporting -is- -not +.-4n. - aaacordance with - a .  generally ' 

accepted accounting principles. 

Notes and accounts receivable affiliates and investments in 
affiliates refers to CORFINO which is now in process of 
privatization. Should this materialize these assets will be 
transferred to the Government. 

Project expenses are deferred until conclusion of the projects 
and then written-off over a period of 20 years. These 
projects do not, and are not expected to, produce any income 
in the future. The practice of deferring project expenditures 
is not in line with generally accepted accounting principles. 
Since those projects are .not expected to produce revenues 
COHDEFOR is in effect not recognizing current expenses' as and 
when they occur. As of 9/30/91 deferred project expenses were 
Lps. 46.9 million. 

Loans amounts denominated in US and Canadian dollars.are 
translated at the rate of Lps 2/US$1. These loans should be 
recorded in the books at Lps 5.30/US$l. The consequent 
unrecorded liability amounts to approximately Lps 86.6 
million. 

Explained as being caused by asset/liability revaluations when 
the Lempira appreciated against certain other 'currencies. 

No provision is made for employee severance pay. As stated in 
the audit report the required provision as of 12/31/90 would 
have amounted to some Lps 9.0 million. 

Because of uncertainties regarding the carrying values of 
major assets and the non-recording of the correct amount of 
major obligations the balance sheet of COHDEFOR presents a 
substantially misleading picture. This is to say that if due 
provision were made for these and other items in accordance 
with generally accepted accounting principles, COHDEFOR1s 
equity would become a significant negative amount. 



PROJECT cmls . . 
I .  A. Per Pro j i c t  P g n  

Revamp a d  upgrde f inurc ia l  
mamgammt procedures.. . . . 
1. Prepare income projection8 and 

budgets on r~ rea l i s t i c  basis 

2. P r io r i t i ze  ucpmditures 

' 3. Develop procedures for: 

a. Setting ud c o l l u t i n g  fees 
I . from tirkr sales and 

conmirri#w from export r a l n  

b. Fac i l i ta t ing r rq rmts  fo r  ud 
obtaining lunkr export permits 

c. .Awarding Logging conc8ssione 

d. Affecting d isburs rmts  t o  
discrete s t a f f  wid Line off icers 
and tracking e ~ i t u r e s  (7) 

Inplaclantation 
117 process 

Process i s  on-going 4. Update Huwr l  governing Logistical 
support ac t i v i t i oo  

5. Develop l k r u g v n t  I n f o m t i o n  
System Not inplmntd Top n r m g m t  h m  s t i l l  t o  addrebs 

qrmtion of i t s  basic infornwtional 
naedr takm 88 r uhole 

6. Hire nrnrgrrrnt  specialists t o  
review the rm, structure and 
prepare function81 resporuibi l i t i e a  

. . ud reporting relatiomhipa 

. . 7. ~ i n r l h e  the r & a n f z a t i o n  process . in i t iated i n  1986 

Irplemntd 
pa r t i a l l y  

I np lmn tad  

Not inp l rnantd 8. Formlate the p r o c n s n  that w i l l .  
govern the interchange of  both . 
WDEFOR ud the Private Sector (7) 

COHDEFOR awaiting c lar i f icat ion 

COHDEFOR awsiting c l h i f i c a t i o n  9. Establish a Library t o  c 
vr8ti0lvl e f f i C i ~ i 8 S ? ! ~ ~ l .  
be r d l i e n d  thr- application of 
revised procehres (7) 

10. I r p l t  

Not irplmentd 

a. N r u  T i r k r  S a l n  S y r t r  

I n p l r m t d  

Not i n p l w n t d  11. Set rg mrke t  r rw ly r i s  drprrtrnt 



B. P~~ 'COIMW~ a tat ah ~f 
' abject f lm 

1.  Sell by Decarkr 1987 ruk id i r r l es  LOCOMAPA ro ld  
in which COHDEFOR owno rharer 
m w l y  USISA, LOWMAPA, CORFINO, 
S'iMSA and Hondurao Plywood 

2. I;otablirh and collect cannirrionr Inplananted 
a t  14% and 18% on 811 export 
sqler of  Lunbcr 

3. Collect at laart* L 1.5 mil l ion lmplmntrd . 
on i t 8  plrt due r u e i v a b l n  as of 
June 30, 1986 

6. Reduce plrt dw raceivabln t o  Implemented 
20% of tota l  raceivabler (exact 
naming of term ir not clear) 

5. Carputerfze accounting, inventory 
a d  forestry r c t i v i t i n  

C. Per Log iu l  F m  

1. Operating c a t 8  do not exceed 
revIIWn 

2. M ~ u m l r  are.urad to guide 
operation8 

3. Accwnting rystrcn functioning 
according t o  general l y  accepted 

- . . . professional rtmbrdr 

4. Objective8 are n t l b l i r had  for . 
each O f f  ice wd Division 

- 
5. Objective r r q u i r m t r  

ertablirhad and reinforcad (?) 
for a l l  porltionsln COHDEFOR 

F i ~ n C f d  reporting 
i s  not i n  accordance 
u i  th generally 
accepted account jng 
princil5ler . 
Inplemanted & facto.' 
No documntary 
evfdance , 

Not implamented 

Remining entorprices are i n  
process of privatization/ 
dirporal 

Considerably m r a  uas col l e c t d  

Fol lowfng accounting provisions 
i n  the bookc th is  subject i s  
no longer relevant 

Department does not use central DP 
a d  servicas. I t s  needs are 
opecfalized and beyond the 
capabi 1 i t y  of DP systam 

Matter should be looked 
into by COHDEFOR with i t s  
auditor8 . 

1 op nunrgarnent has .ti 11 to address 
buth th is  and Item 6 

6. S y s t r  of p e r f o e  m l r u t i o n  Not inplawntad 
bered rpon o b J u t i v n  in 
operation for both inr t i tu t ionr  - .  (?I and parromrl 





SECONDARY RECOMMENDATIONS I 
- 

1. Build a foundation of financial and economic analyses i:t~ advance FDP's initiatives in 
forest management and strengthening of forest industrilcs, - 

I 

2.' FDP needs to provide a capability regarding improved traditional practices in rang'e . - 
management. . . 

- a  3. Pkovide male social promoters with more training so as to increase their effectiveness in 
- working with both genders. 

I 

4. Timber sale purchasers should be fully informed that the purchase of standing timber . 
sales is at their risk and that volumes arc not guaranteed. 

- 5. Continue t:, check scale cut volumes where timber is very defective. 

6. * Check cruise those preparing timber sales. A check cruising team fiom COHDEFOR's 
- - regional or main offices could operate among various sale areas. 

- 7. Industry working within the La Uni6n FMU must be advised that the 1991 cutting level 
of harvest-84,000 d-is unacceptable and will not be maintained. 


