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Final Draft Report on consultancy for FA-FLD on institutional analysis of
Forestry Administration and its environment for engagement in a multifaceted

and participatory National Forest Programme.

Introduction

This report presents the findings, conclusionsraedmmendations as regards the functions of the
Forestry Administration (FA) in the Cambodian Mimysof Agriculture, Forestry and Fisheries
(MAFF).

The overall objective for the assignment:

“To strengthen Forestry Administration’s institutial capacity in meeting the
challenges of sustainable forest management, s#vilice and good governance
through the development of a National Forest Progmze. This task will in all aspects
attempt to support the implementation of a Natidralest Programme.”

The specific objectives:

“The assistance should be based on analyses dfdhestry Administration
institution and its immediate and enabling enviremtnfor engagement in a
multifaceted and participatory National Forest Pragime. And addressing the
processes enhancing institutional capacity of F&uding:

- institutional structures and communication
- means for service provision
- human capacity development”

Terms of Reference is annex 1 to the report.
His Excellency Mr. Ty Sokhun, Director General lo¢ tForestry Administration, supported the
report and provided valuable comments on its cdstemd the staff at TWG-F&E assisted with

some logistical support.

The views expressed in this report are those ofdinsultant only and do not necessarily
correspond to the views of the organisations amsiops met.



Abbreviations

D&D
DG
DFW
FA
FLD
FWTC
I-NGO
MAFF
MEF
MOE
MOP
NCDD

NFP
NPRS
NGO

PR I

RGC
SEILA
TWG-F&E
WB

WCS

Deconcentration and Decentralisation reforms

Director General of FA

Department for Forests and Wildlife

Forestry Administration

Centre for Forest and Landscape, Denmark, Cogogen University
Forestry and Wildlife Training Centre

International Non Governmental Organisation
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Ministry of Economy and Finance

Ministry of Environment
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National Committee for Management of the Dexmontration and Decentralisation
Reform

National Forest Programme

Cambodian National Poverty Reduction Strategy

Non Governmental Organisation

Progress Report no. | of NPRS

Royal Government of Cambodia

An aid modality supporting the deconcentrataond decentralisation processes
Technical working group in Forestry and Eomment

The World Bank

Wildlife Conservation Society



Approach and Methodology

Originally the approach in the report was planned aombination of a SWOT analysis, strengths,
weaknesses, opportunities and threats of and faad-#&n organisation, and an adjusted version of
Danida’s ROACH methodology — Results Oriented Apploto Capacity Development and
Change - for Capacity Development (available frottp://www.um.dk/NR/rdonlyres/780914AD-
A4C4-42C2-8039-8115F4CAODDB/0/KortCDbriefintro.pdf

This would have implied that the focus should hia@en orchangesver time inoutputsof FA.
However, a prerequisite would have been more dontatien of the outputs that could not be
found in FA, especially not going back to the pBog department to the Forestry Administration,
the Department for Forest and Wildlife (DFW). THere, it was necessary to take on a more
pragmatic approach, and that is the reason fochbee of a more traditional institutional analysis
but still comprising the IOM-model, the Integrat®dganisational Model, which is part of the
ROACH methodology (same web reference as abova) agut-output model, annex 4, refers,
and the SWOT analysis.

Hence the Institutional Analysis starts with a shi@scription of the short background to FA, a
general perspective on deconcentration and dedisatran and the mandate of FA. It then follows
the IOM-model and outlines the external environngerd the institutional context in which FA
operates. It moves on to the organisational capackA reviewing policies and strategies for FA
and its organisational structure. The next sectarayse the inputs to FA in terms of budget and
staffing and in particular management in the org@tion. After a short section on gender
distribution of staff in FA the analysis continugsgh capacity building of staff and knowledge
management and communication in FA. A presentatidaur outputs of FA finishes the IOM-
model analysis. In the two next sections a SWOTyarsais carried out, identifying the internal
strengths and weaknesses of FA and the externalpities and threats to FA. Finally, the
conclusions and recommendations in the organisatemmalysis complete the report.

Further, it should be noted that when a clear atid definition ofinstitutionsdoes not have gained
common groundnstitutionsandorganisationsare used in the report as interchangeable concepts
unless otherwise stated, as often is the casgarteeand in the literature about organisations and
institutions.

Different methods in data collection have been kbagplied: collection and analysis of
documentation related to the forestry sector in B@dara - key informant interviews with
management and staff at the Head Office (1) amukerterate levels of FA and FA relevant
agencies and partners, donors, and one NGO. Asdetiee quantitative collection of written data,
it turned out that it was limited what in fact eid or possible to get access to in FA. Theretbhee,
above interviews are the main source of informatmthe report.

Background to the Forestry Administration
In the first section the FA’s recent history aso@eynment institution is briefly outlined.

A new Law on Forestry was passed in Auguest, 260@wWed by sub-decrees and regulations
according to which the Forestry Administration veasablished as the government

1. FA Head Office and FA Management are used symongly in the report.



authority under MAFF. The law replaced a more th@ryears old law in which the government
forestry administration consisted of a central degpant, Department for Forests and Wildlife, and
a number of technical provincial offices. They @ied with different standards, reporting
procedures and command systems. But at the praviewsiel they were all linked to the Provincial
Governor. At the same time this structure was gfithte Ministry of Agriculture, Fisheries and
Forestry (MAFF). The structure was not clear, dretdfore it caused a lot of frictions between
entities within and outside MAFF.

Deconcentration and Decentralisation

The change to the present structure was part dig¢ganing of a general decentralisation process
of the entire Cambodian public sector. Howevergdé&alisation as in essence is a political process,
IS not a single state, but rather a spectrum otirmamm on a scale ranging from deconcentration via
delegation to devolution to put it shortly. The dimpment of the deconcentrated system is
characterised by smaller incremental changes airthenisational levels, the idea being that
organisational development moves best in a slowsteady pace.

According to the Royal Government of Cambodia (R@aJ as well in the WB’s writing on
decentralisation in East Asia, the government’siathtnation of public services in Cambodia today
is best described as a deconcentrated system Witihgroportion of staff based in the field, but
working on behalf of the central government, i.&.d local levels operate from the Inspectorate
level down to the level of the Triages, but linkguto the FA Management in a single and unified
administration.

Since the late 1990’s Cambodia has undertaken rousénitiatives as part of the decentralisation
processes and one recent example was the compreh8eda programme. It was an aid
mobilisation and coordination framework for Caml@sliDecentralisation & Deconcentration
reforms (D&D) designed as a three-tire system ahping and budgeting focused on the commune,
district, provincial and the national levels untleg RGC'’s overall reform programme. The Seila
was supported by numerous donors, a.o. Danidaglasdd down in December, 2006. Today the
public D&D activities are carried out under the idatl Committee for Management of the
Decentralisation and Deconcentration Reform (NCDDjer the Ministry of Interior

FA’'s Mandate
The Forestry Administration does have a missiatestent stated in the National Forest Policy
Statement which is giving an indication of the ersend mission of the FA.

The Forestry Administration’s mandate as the government authority under the Ministry of
Agriculture, Forestry and Fisheries (MAFF) is tormage forests and forest resources ensuring
sustainable management according to the NatiorralsE&ector Policy statement in July, 2002 and
the above Forestry Law from September, 2003. Thsghlly FA is a demand-driven service
provider in the sense that the general demandseondtional organisation stem from nature and
people concerns. This applies to the organisatimm Head Office level, when preparing and
guarding principles for protecting and conserving matural resources to the field and
implementation levels, when FA Triages e.g. prewent suppress forest and wildlife offences.

The issue of existence of two parallel D&D systeths,political-administrative system and the
new Forestry deconcentrated administrative systems,brought up in the interviews with FA-



management. The issue being that the two systet@ways follow the same geographical
demarcations, whereby Triages in FA’s system inesoases are split into two districts. In terms of
authority of the Triages it appears that in sutiasions FA’s mandate is contested. But according
to the interviews this is apparently only in raeses and, therefore, do not cause any major
problems for the two systems to function together further documentation on the subject could
be identified.

Based on the above FA’s mandate appears to bevelyatlear.

The External Environment of FA

The context in the IOM-model, the Integrated Orgational Model, consists of context of
appreciation and context of influence. Here thiugitial context has been chosen as the external
environment and the institutional context (in tlextsection) seen from a short term perspective
have the most direct links to FA, annex 4 refers.

It is out of scope for this assignment to uncovketha actors, programmes and projects in the field
of forestry and natural resources in Cambodia. &foee, only four bi- and multilateral agencies
and one I-NGO and some of their main programmes baen selected for brief presentations:
Danida/DFID, the World Bank, and JICA and Consaoratnternational. The assessment here is
that these agencies, collaborating in partnerslitip RGC, are some of the most important seen in
FA’s perspective.

Danida/DFID

A new natural resource programme started in 20pp@ted by Danida and DFID, the Natural
Resource Management and Livelihoods Programme (NIRN2006-2010. It comprises three
components, natural resource management in D&M, soeiety and pro-poor markets, and the
natural resource sector and policy development svgtrategic focus on the commune councils as
the main recipient of NRM investment funds conttibg to poverty reduction. As FA is one of the
two government agencies that have management orestflands — the other is Department of
Nature Conservation and Protection (DNCP) — ini®gpected result as regards FA to have
developed a more pro-poor service orientation spoase to local demands, while maintaining its
regulatory mandate.

JICA

JICA supports an Overall Capacity Building Prograerfior the Forestry Sector (CBFS) in FA. The
programme started in 2003, and it targets capatitiye lower levels of FA, who have great needs
in this respect. CBFS is today organised as aitigiprogramme in the technical fields:
Community Forestry, Silviculture, and Forest Marmagat planning.

The World Bank

The WB supports mostly Cambodia at macro levelitding four foundations for reducing
poverty: good governance, physical infrastructadejcation and health, and private sector
development. All the WB’s interventions focus onaltareas and on women. The WB is about to
finalise the drafted document &trategic Partnership Framework for Natural Resaurc
ManagementAgain with the view of empowering the poor, esaligin rural areas, and the local
communities and organisations, and simultaneouglpart the completion of the legal framework
for natural resource management in order to spedtieimuch needed forestry reform processes.



At the local levels many I-NGOs (estimated 200) &i@@IOs and Community Based Organisations
(estimated 500) operate - within or outside sewatiole programmes - also endeavouring to support
the poor, in particular the rural poor, whosediekepend on the availability and access to natural
resources.

Conservation International (Cl). and FA have siB062 worked together in the Central Cardamom
Protected Forest area, which is recognised aseanadikey biodiversity. FA, through MAFF,
manages and coordinates a project supported fiagnbly Cl on four components: community
engagement and development, law enforcement, isaad information sharing. 15-20 FA-staff
from FA Head Office and a similar number from thditary police are seconded at the site for this
assignment due to their authority in the villages.

Summing up: the expectations and not at leastéhegadds on FA are high in the programmes they
are involved as regards deliveries, transparendyfaher development. Finally there is pressure
on FA from below, where there are increased demandsA from the users, villagers, rural poor
and local communities for use of the forest resesirc



FA in the Institutional Context

In order to see FA in a broader institutional cahté is necessary to outline, although only Hyief
the most important parts of the wider institutiooahtext in which it operates.

The organisation structure BTAFF related to FA

Minister
of MAFF
]

( Secretary of State )

for Forestry
& J

( )\
Undersecretary of
State for Forestry

\ J
e,
I 4 - )
General Directorate
of MAFF
— \\ J
FA
§ 4 )
: N\ J
( )\
N\ J

FA reports directly to the Ministry of Agricultur€jsheries and Forestry (MAFF). Within MAFF
there are five Secretaries of State for Agricultame five Under-Secretaries of State for
Agriculture. One is for forests at both levels. @elthe level of Under-Secretaries is General
Directorate of MAFF led by one Director Generalistesl by four Deputies Director General. The
General Directorate has an important role to phagentral-level management of MAFF, and the
Directorate has 14 departments to supervise atdkelevel, among which one is the Forestry
Administration.

It is at this General Directorate level that MARGyides an important internal role in policy
coordination between its various departments.



Further, FA through MAFF is linked to the Ministo§ Planning (MOP) and the Ministry of
Economy and Finance (MEF). As relates to the regsitA generates, they go back into MEF, and
it is MEF that decides on the budget to FA as waglproviding the budget to FA.

Another ministry FA cooperates with is the MinistfyEnvironment (MOE), in particular the
Department of Nature Conservation and Protectid@NB). This is due to common responsibilities
and duties up to the policy level as regards thestoy sector in the country. An example at the
implementation level is the above Central Cardan®oatected Forest project, where DCNP also
works together with CI on conservation of natueslaurces coordinated with FA in different
locations.

The other important ministries for FA are MinistfyLand Management, Ministry of Interior,
Department for Local Government, and Ministry oin@oerce.

Finally in the institutional context, there is theint Technical Working Group on Forestry and
Environment (TWG-F&E), which was established in 200 is a mechanism for government and
donor coordination collaboratively assisting thegqmment to progress forestry and environment
development in Cambodia. A total of 17 technicatkimgy groups were set up in 2004-05 for key
sectors and thematic areas (PRSP PR I) in ordaotade a link between high-level policy
dialogue and field implementation or project work.

TWG-F&E as a coordinating and supporting natioralblinks not only the domestic and the
donor support to the forest and environmental sechut considers also other important adjacent
sectors like management of land, local governmedtthe private sector. TWG-F&E is not
replacing genuine line department or ministry tabks facilitates inter-ministerial and donor
dialogues on the above issues.

FA is naturally heavily involved in TWG-F&E, andus DG of FA is the chairman and the
secretariat is located at FA Head Office mannet titee staff (secretary, accountant and driver
cum clerk, The secretariat was intented to als@san information focal point for all stakehokler
in the field of natural resources. However, thapparently difficult to realise apart from launoipi
a website.

TWG-F&E has developed a Four Year Action Plan &oestry and environment 2007-2010, and it
has recently been approved. It includes a majoeldpment element of capacity building activities
down to the level of communes and rural people. dritae objective in the four year plan is the
development of a national forest programme (NFEI) soordination and planning of the NFP. As
a concept NFP simply can be expressed as a todlaméwork enabling “any country to create
and implement a national vision and long-term stygtfor its forest sector ... integrated with other
sectors” (FAO).

It involves comprehensive planning and processntcactions, which will be new challenges to
the FA and TWG-F&E.

The Organisational Capacity in FA

Policies and Strategies for FA

The key document for RGC’s development of policg baen its Rectangular Strategy for Growth,
Employment, Equity and Efficiency from 2003 in wihigood governance is at the core. This
strategy is implemented through a series of plapdocuments including the Cambodian
Millenium Development Goals, the National Stratdgevelopment Plan 2006-10 and the
Cambodian National Poverty Reduction Strategy (NPRSk in 2002.



In the latest Progress Report no. | (PR ) from #atg2004 on progress in the Cambodian NPRS, it
is recognised as regards the Forestry Reform‘thiastakeholders should pay attention to the
strengthening of institutional capacity and impra@ycoordination to ensure implementation of
policies” (p54). The establishment of TWG-E&F ahé tnitial development of the National Forest
Programme should be seen as the first steps addyeébs call, which was a general call for the
entire Cambodian administration of the public segyaccording to PR 1.

In RGCs National Strategic Development Plan fromuday, 2006, it is formulated as one of the
five priorities in implementation of the Nationabfést Programme “strengthening of forestry
management and conservation” (p47). Although agketors also are given high priority like rural
and agricultural development, education, healtd,raad infrastructure according to PR |, it is
apparent that these sectorial limitations can apagte the forestry sector from wider rural
development issues as the importance of estalbfjgiarticipatory partnerships and economic
growth. That objective can only be achieved wheanloed with e.g. institutional changes going
beyond the forestry sector to target an effectdmiaistration, as noted in the mandate note in
TWG-F&E, November 2005.

FA’s Organisational Structure

The organisation of FA is organised according toghneric Professional Bureaucracy model
governed by responsibilities, duties and rolesepfaiitments and the individual staff. Rules and
regulations are the main criteria for the departiaeset-up of units in a bureaucracy organisation.
Although today bureaucracy as a concept is affdoyagegative connotations, the original intention
was a neutral description of an ideal organisditiowing the above attributes. The model also has
proved to be strong in the sense that it stilhestnost common organisation model for government
institutions all over the globe.

The FA originates as mentioned from the new Foydsiw in August, 2002, and the law, quite
unusually for a law, stipulates the structure ‘@sanline order for the whole country, and divided
into the hierarchical levels: central, regionaliestorates, cantonments, divisions, and triages”
(Chapter 2, Article 6, refers). Moreover, the ongation also is described in the law as a
hierarchical organisation supporting the above reference ttbiessional bureaucracy model in a
rigid way. Consequently, it does not leave muchrdor organisational inventions and
experiments unless the law is changed.
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The Levels in FA’s Organisation:

( )

FA Head Offices/
FA Management

4 Inspectorates

15 Cantonments

N J
55 Divisions )
J

170 Triages

(a full descriptive organogram of FA'’s offices amaits as annex 3)

Following a ministeriaPrakaslater in September, 2003 the organisational straatfithe Forestry
Administration was further specified. FA is orgadsat the central and field/local levels with the
major functions within its internal units/organisais as outlined below, and institutional and
capacity aspects are included in the description:

National - and international - level

FA Head Office comprises 13 units — 10 head offi@esentres, and 1 institute — each of the 13
units are managed by a Chief of Office and intéyr@oken down into 4-5 sections with a Head of
section depending on the tasks and duties in tieeof

The development objective at this high level isdatribute to the society at large i. e. improve th
livelihood of the rural population via economic é&pment through amongst others sound
environmental management and protection of thenalinterests in biodiversity conservation and
promote climate change alleviation. Capacity baidis an implicit requirement for Head Offices
to carry out the duties.

Provincial/Local level - Inspectorates

4 Inspectorates based in FA management is thedittke organisation’s field levels. The
Inspectorate is charged with functions of monitgyiadvising and coordinating the activities of the
lower units in the FA organisation and to inspéet performance of FA staff at local levels. In this
respect the Inspectorate is key in the whole osgdiain of FA as the linkage between the central
and the local levels. Thus the Inspectorate fatdg downwards government and FA orders to the
cantonments.

Cantonments

11



3-5 Cantonments pr. Inspectorate makes a totah @¥dntonments and the functions are to manage,
control, lead and coordinate activities in FA diorss and Triages. Cantonments report on progress
in e.g. the annual work plans to FA Head Office #relinspectorate and are monitored by the
same.

Divisions

8-15 Divisions pr. Inspectorate leads to a totdéd®Divisions. The functions are to implement the
forest and conservation of wildlife resources, tanage the forestry sector management plans, and
to provide technical assistance to the communitgdioy. Divisions report on progress in e.g. the
annual work plans to FA Head Office, the Inspedtoeand Cantonments and are monitored by the
same.

Triages

3-4 Triages pr. Division makes a total of 170 TesgThey function as the ground implementer to
manage forestry extension and involve people’s@pation in management and protection of
forest and wild life resources, and to provide tecal assistance to community forestry. Triages
report on progress in e.g. the annual work plarisAtdiead Office through the Inspectorate,
Cantonments and Divisions and are monitored by#nee.

There is a clear structure for FA’s organisatiod as functions at central and local levels, (ref.
Annex 3). After interviewing heads and staff in BAhanagement, it is obvious that at Head Office
level, the bureaucracy model works in the sengeetheh office has well-defined technical and
administrative responsibilities and tasks to penfarlowever, it is questionable whether within the
offices and sections at staff-member level, theiste similar clarity, when it was found that ndjo
descriptions exists for the individual staff membelow heads and deputy heads.

Although the formal organisation structure is cléaremains a question whether it also is
transparent, e.g. if the decision-making proceatsssfollow the above formal structure.
That was not possible to trace further during tierview period.

Procedures and administrative systems exist andsae but the processes seem to be slow as e.g.
forms and reports are filled in on computers nated together in a local network at Head Office.

At the level of Cantonments some computers exwt gnantified to the author), but as regards the
local levels further down in the organisation, Bigisions and Triages, some reporting to the Head
Offices apparently took place via external stafffiig the drafted hand written reports or the report
were send in as hand writing and/or even hand-iceyry

Inputs to FA
Budget

2002 2003 2004 2005 2006
Personnel 1,054 1,011 1,009 2,154 2,501 R millions
Costs

12



Sources: JICA 2004 and FA Planning, Accounting Bimdnce Office

Unfortunately the budget figures for FA are kepM#tFF, and therefore were not accessible during
the interview period. This fact, or rather lackagts, limits the transparency of FA and put severe
constraints on the possibilities for partners aodais to engage in operational cooperation with FA
- and the other departments under MAFF administeréide same way.

However, in the JICA report on “Overall Capacityil8ing Program for the Forestry Sector in the
Kingdom of Cambodia” (2004) figures from 2002 aid2 are presented, and they show that in
percentages the personnel costs in these two geaesed between 48 to 54 % of the total
DFW/FA’s budget — including mainly operation ofig#s.If this distribution of expenditures is the
same up to 2006, it might lead to an annual butigEA of approximately 5 R bio. equivalent to
USD 1,250,000.

In addition, the revenue figure FA collected anddsdirectly to MAFF/MEF was in 2004 modest
3 R mill equivalent to USD 750 (!) (according to FBambodia: Forestry Statistics 2004, May,
2005). The sources came in the main from fine,ian@nd “royalty from other forests than forest
concessions”.

Although the above calculation has to be taken wéilition, the conclusion is all the same:

The budget provided by RGC for the forestry sectoiis substantially below the requirements
for implementing the policies developed for the séar.

In addition TWG-F&E has received commitments frd@A), Danida, DFID, Cl (Conservation
International), WCS (Wildlife Conservation SocietifAO, ITTO (The International Tropical and
Timber Organisation, a former UN organisation) ftead USD 3 mill. to the activities in the
present year as part of a four year Action Plarvy20Q010. This commitment is compared with the
requested around USD 11 mill. to cover the wholeoge

Staffing

Annual recruitment to FA is decided in MEF andibased on the proposed number of new staff
required by FA. After the establishment of FA thember of staff has not changed much. In terms
of staff promotion within FA, the procedure is ti¥& of FA makes proposals for promotion, and

then the decision is taken at MAFF/MEP level.

| 2002 2003 2004 2005 2006

No. of
Personnel - - 815 1,677 ,658

Sources: JICA 2004 and FA Planning, Accounting Bimdnce Office
Before the new forestry law the predecessor toB&partment of Forestry and Wildlife (DFW)

comprised a number of 815 staff in 2004. Followimg new organisational structure the

13



restructured FA was made up of more than the @oubb77 staff in 2005. But in the new set-up it
also covers the forestry activities in the whol&arain one organisation, whereas previously staff
at the provincial offices was registered underRhevincial Governor’s office. In 2006 FA
employed 1,653 staff, the small reduction has lakento retirements, transfers to other
departments, and deaths (caused by traffic acader malaria).

At Head Office level staff numbers today stand32.2In terms of qualifications at central level

59 % have either a PhD (3 staff), a Master or ehBle,which is considered absolutely
satisfactory for a government administrationunit as FA Head Office. If the number of staff,avh
have either been trained in forestry or got lowsraation, is included the figure rises to 78 %, and
leaves only the remaining 12 % without any fornnaining, annex 5, refers.

At the Provincial/local levels staff are 1,361. Thember of qualified officers are as it was expecte
lower. However, almost 30 % (28 %) have a univerdégree, Master or Bachelor. If again the
number of staff, educated or trained in one watherother, is included, the figure rises to 52 %,
leaving the number of staff without any formal diiehtions at 48 %, annex 6, refers. Thus at the
local levels four times as many as in Head Offieewithout any formal training.

These figures show that regarding qualificationis at the central level well-staffed with quadii
personnel. But at the local levels the picture @emmixed with almost 1/3 having a university
degree, while almost half of the staff are withany formal qualifications.

If finally the staffing positions are calculated f6A asoneorganisation the figures show that 56 %
of the total staff has either high education, bieaimed in forestry or received lower general
education, leaving 44 % without any kind of tragifieducation. As a comparison in the Department
of Fisheries a comprehensive institutional reviewnt last year showed that almost 40 % of the
whole staff was without any formal training, i.@lpslightly lower than FA’s 44 %.

The general conclusion on staff qualifications AiE therefore that it is relatively well-staffed,
terms of formal educational credentials, whichrgraportant point of departure for carrying out
the many tasks that is put on FA not at least wdeareloping a NFP that is based on a cross
sectoral, transparent and collaborative approach..

Management in FA

The decision making in administrative and technmoatters in FA belongs to FA Management, and
that is in line with the professional bureaucraaydel. However, it was noticed that even small
matters have to, apparently according to the pnaresd to be brought up for approval by FA top
management. Some few examples were mentioned,\agiothe granting of the legitimate two
weeks holiday, and the mandatory reporting to memeat of each field trip to the local units. This
observation points to questioning the roles antification of mid-level management. In the
organisational pyramid managers or heads are saggoscarry some administrative
responsibilities regarding their offices accordiaghe task-and-work flow through the
organisation. But it could diminish those managpmstfolios and their possibilities for influencing
the organisation, if their motivation and room gércising management is too limited.

When there are only descriptions of duties for wlaections in FA-Management and only job
descriptions exist for heads and deputy headsesktkections, it is difficult to assess if the
organisation uses the staff competencies in amaptnanner. Therefore, it remains an important
guestion if the best qualified staff applies thessential qualifications in performing their job.
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Another severe aspect is that apparently therexamples of brain drain among senior staff in FA
leaving for jobs in NGOs or the private sector.sTisia threat to any organisation. The main reason
is without any doubt the poor level of salariegAas a government institution, and incentives are
almost non-existent. Only medallions were menticioedong and faithful services.

Most of the daily work is organised as individuaghk solving, and traditions for team work did not
seem to exist. Supervision was only applied by mgarsafor new staff in order to acquaint them
with their duties and management (e.g. supervisgeggnition, coaching, rewards and
punishment) as such seems not embedded suffici¢heiorganisation as a general feature of FA
mid-level managers’ duties.

As regards performance evaluations and monitorfregadf these were apparently carried out in
donor funded projects, but it was not possibledod whether it was done systematically internally
in FA.

When decision making in FA apparently only takescplat the highest level in FA-management, it
limits, especially for mid-level managers, devel@omof skills in e.g. participatory and
management processes. This could put severe consti@athe further development of the sector,
in which participation is crucial for the furtheevklopment.

Gender Distribution of Staff in FA

At Head Office the women are represented with 26f %he staff as the average, and in two offices
in FA at the central level, Administration and Imtational Cooperation, and Planning, Accounting
and Finance Office, there are even more womenrtiem— 56 and 60 % respectively. However, it
was noticed that there is no women among the leaddtA Management, which could be
interpreted as a well-known cultural barrier agamsmen in leading positions.

As expected the gender distribution at the locatleis lower than at Head Office, but not a per
cent as low as 5 %. These facts provide an avéigue of 9 % of women in the total staff of FA.
This is the same as the estimated average figuredmen in the whole civil service (169,000) in
Cambodia. Traditionally the forest sector is a prathantly male sector, however the figures tell
that in the administration of forests it is propamilly the same as in the whole civil service.

Capacity Building of Staff in FA

During the interviews it was informed that no magagnt development or training plans in FA
exist. The perception being that this is not nemgs$ecause the managers are all well-educated
from universities, what they definitely are, andd¢lhmanagement skills are included in their
professional background for the appointments ad$ieamanagers of the central offices. But
because one has a degree, even a PhD, thereaasunrto believe that he automatically should
possess management and leadership skills. Neetisagmh the whole organisation and it is not at
least about capabilities in participatory procespagtnership building, how to work cross-sectorial
contributions to writing up policies and strategiasd evaluation techniques. In the interviews the
FA-managers called for up-grading training of thvefiting skills in general, but did not bring up
the other abovementioned capabilities. The observat worrying, if it is a sign of limited
awareness of role of government institutions, MEelopment requirement and in general future
challenges.
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It was noticed that in some cases FA senior stafflen BA-courses as open courses on their own
initiative, but they have to pay for themselvespAgently there is no government budget at all for
general training of FA-staff, and therefore thegy dependent on donor initiatives and projects,
which could include options for training in eithtechnical or management fields. E.g. in the JICA
supported training programme Capacity Buildingtfar Forest Sector (CBFS) targeting staff at the
local levels. Here 1-2 officers from FA-managemasb could participate, if the technical subject
was relevant for them in order to upgrade theiiskhlso FA-staff from Head Offices were used
by FWTC in the technical courses as lecturers. Agai statistics were made available for this
analysis to quantify the activities either as ggvants or as lecturers.

In addition, some staff participates in varioushtdcal workshops held either nationally or
internationally. Figures to document this findingrer kept in FA, but not accessible.

In terms of the above JICA-supported CBFS-prograntoeestry management planning is one of
the three subjects in which this project at preséiets training for four selected Cantonments and
the corresponding Divisions. The target group imastioned staff at the lower levels of FA. As an
important outcome of the training the present st&uhat 48 out of the 55 divisional technical
management plans have been developed during thgekas and the remaining plans are in process,
(were they made available for you?

Apart from the JICA supported training programme tiain source of staff development is on-the-
job training, when there is no internal fundingmaiining in FA as reported.

Knowledge Management and Communication in FA

The sharing of knowledge is a cornerstone in arop@dge based organisation. Without
distribution of knowledge it could easily impactyasrganisation’s efficiency and effectiveness. In
a national organisation like FA covering the whodeintry, it is in particular important to facilieat
the flow of information, orders and reporting, fréop-level to the most distant Triages and vice
versa. Not at least when the uneven distributioguadifications is taken into account between
Head Office and the local levels.

In the present situation where FA Management usesd 60 computers, and an unspecified
number exists in the Cantonments, but all sepatddot linked up to each other, it is not
possible to use the computers as means of shanmgl&dge and information, but only as a

working tool. As regards access to emails, it iy @ery few who have got an email address and are
authorised to use it.

TWG-F&E have launched a web site, where they putegislations, minutes, reports, and plans
www.twgfe.org. This is in fact a most promising initiative &gards transparency, whereby TWG-
F&E'’s activities can be accessed. However, it negadkating in order to become useful.

Therefore, in terms of the internal knowledge aochmunication flows, it is the so-called
people-to-people strateglA is applying more of necessity than of priarithe means of
sharing and communicating in FA are the traditianas:

- Meetings for entire offices and sections
- 1.1 meetings

- information notes on boards

- reports

- records and files
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Additionally and not least importantly, knowledgeems to be generated by the said on-the-job
training, and, moreover, in participation in wor&gl, seminars, and conferences. It was noted that
there does not exist any procedures regarding niarydallow-up, staff meetings etc. on these
activities in order to safeguard distribution oé tchieved knowledge in the organisation.
Consequently, knowledge is only stored in files egwbrds.

Further, there does not seem to be taken any &iejasds plans for development of a knowledge
management or sharing strategy.

As regards external information from FA to the paihe WB criticises that information on natural
resources “if it exists at all”, is held in theltsiresource management agencies such as FA instead
of being dispersed to the stakeholders and toub&g The assessment represents a special
challenge to the FA through its offices and the T\AR&E as a focal information point for the
stakeholders in the sector and points again outpertance of up-dating the website.

Key Outputs of FA

The clients of FA’s outputs are both internal artémal. The internal outputs go to MAFF as the
line ministry, e.g. FA’s Head Office staff partieifes in preparation of laws, decrees, sub-decrees
and prakas.

Below are four key external outputs summarizedaswbrding to the ROACH approach, Danida’s
Result Oriented Approach to Capacity Developmedt@hnange, these outputs could serve as
indications on outcome of FA.

Focal point for the MAFF in national and donor caamation

The TWG-F&E secretariat funded by Danida has noeraigd in 9 months and organised
coordinating meetings with FA, MAFF, MOE and seVel@nors. It has developed a four year plan,
and an annual work plan for 2007, mentioned iniseain FA in the Institutional Context. The
annual work plan includes 18 activities of whichak2 — or nearly are — on track. The challenges
and constraints for the TWG-F&E are funding andrtile as a focal point for information sharing
to and from all stakeholders.

Development of NFP

The FA has a lead role in the further developmé@ambodia’s NFP as RGC has the ownership.
NFP’s main features of process orientation, comgmsiveness, inclusiveness and breadth covering
national and local levels put strong demands onrFdrder to continue to play the lead role in
coordination of all the actors’ programmes and gxtg within the sector.

National Forestry Management plans at the Divisideael

48 out of 55 plans for Natural Forestry Managentave been developed as mentioned in the
section on Capacity Building for Staff in FA. Basmuthe experiences achieved from the training,
it was reported, although not quantified that OossChiefs have carried out activities supporting
villagers and rural communities in forest productamd conservation.

Example at local levels of FA: Biodiversity projéat rural people

The CCPF project, described on p6, is managed bwiAfinancial support from Conservation
International. The strategy is put on conservasind the challenge to create enabling conditions for
villagers and their livelihood. The project hasage of activities in resource management,
reproductive health and family planning in ordeassist the development of local communities.
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The above illustrates that FA is capable of delhgeservices at the various levels in the
organisation, and the first and probably greatieatienge is the further development of NFP — not
at least for FA’'s managerial levels.

The internal part of the SWOT analysis as regards RD/institutional development

The application of the SWOT-analysis is mainly loase the key-interviews in FA-Management in
addition to own findings and observations.

Strengths

- regulatory laws and regulations are in place: thiee§t Law and sub-decrees, e.g.
on forest concession management, community forestingination of illegal
activities in the forestry sector.

- staff at all levels in the organisation are in plé¢acancies were only reported
in very few examples at the Triage level)

- qualified staff, especially at Head Offices

- senior staff exercise management of the officetguni

- decision making in FA takes place

- tasks and responsibilities are formulated at offiad unit level

- the projects FA are involved in could provide usefportunities on an ad hoc
basis for further training of staff at senior leuek.g. leadership and management
skills

- reporting systems exist and are used in FA fromdH&#lice to Triage level.

Summing up on the strengths in FA there seemsisb gany of the basic
requirements for the organisation to function: BAnanned with qualified staff, laws
and sub-decrees exist and nearly all positionéilbed.

Weaknesses

- poor capacity in general

- demotivated staff

- core functions carried out by too few of the quedfstaff

- not up-dated technical skills and knowledge at Hete, and especially at the
local levels

- limited administrative skills

- very low salary

- due to the very low level of salary, it might egsiifluence FA’s efficiency, when
staff have to supplement their salary in ordeitfi@m and their families to
survive.

- almost no incentives exist

- no transparent carrier path — if any

- tendency to brain drain among senior staff

- limited knowledge sharing

- few guidelines on training

- no Government resources allocated for traininglaaching

- the training provided via project development i systematic, but is
implemented on an ad hoc basis

- no HRD-plans prepared at any level (and thus r@dtided in the annual work
plans for managers and staff)
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- apparently no Government resources for developwfantrastructure projects
(capital budget) and therefore completely dependertonor support
- apparently no room for mid-level management inites

The internal constraints could be summarised asadmeed for capacity building in
particular the local levels of FA and a crucial shéer HRD-plans and strategies at alll
levels in FA.

The external part of the SWOT analysis as regards RD/institutional development

Opportunities

- when the plans for development of NFP is in foausmgst the donors, FA should
use it as a window of opportunity to incorporatpaity building activities in a
systematic way

- RGC has put policy support to management of natesaurces high on their
agenda

- technical and financial support from donors

- when there is donor focus on the forestry secgmdil gains” could pave the
way for institutional and training initiatives. ®his much harder to accomplish,
iffwhen the focus has gone to other sectors

-  TWG-F&E has started to function benefiting FA ahd toordination of RGC and
donor supported initiatives.

Apparently the time is ripe for FA to embark omtifier assistance from donors to
secure technical and financial support to the asgaion, and here a modern NFP
could be crucial element.

Threats

- limited intersectorial coordination

- shortage of budget support

- the plans for development of NFP are not suffidiemternally supported do not
incorporate sufficient institutional developmentasmmendations

- external funding by donors is not sustainable aalles present implementation
insecure

- if external funding is being reduced, focus on cayauilding could come at a
risk entailing serious threats to the developmémfoand implementation of the
development projects FA taken part in

FA is vulnerable in its dependency on donor supfaorturthering the development of
NFP as the vehicle for the ongoing developmenheffbrestry sector.

Based on the SWOT-analysis a choice for the sti@tegentation might be to focus
further initiatives on the management level in FAorder for FA to fulfil its lead role
in the further development of the National Foresiglamme, the managers at central
level must be secured the necessary updated akdl&nowledge in this
development, e.g. mastering participatory and gdatcategic skills and ability to
collaborate with other sectors and stakeholdessproductive and mandated way,
otherwise FA could be left behind in its involverhand delay the needed
development. However, a prerequisite for suchatesjly to unfold is that the
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managers also should have increased possibilitiEgifor utilisation of the new
skills.

Conclusions and Recommendations in the Organisatiah Analysis
of the Forestry Administration

Conclusions and recommendations are organiseddiegdo the requirements
spelled out in the specific objectives in ToR foe teport.

Conclusions on Institutional Structures in FA

- FA's internal hierarchical structure with Head ©#iconsisting of 13 units under
FA Management and the deconcentrated structureoainée/Local levels appears
to be an adequate division at the central levehfanagement of such a large
organisation as FA with 1655 staff. In particullis structure should facilitate
communication and the daily work, when the Headd®ffevel with around 300
staff, is restricted to only encompass 3 layer® FA leaders, Head Offices and
internal sub-leaders in these offices. Appareihéydivision at local levels is also
adequate after some confusion in the beginningetstablishment of FA
according to the interviews in Head Office. Althbupe formal organisational
structure in FA is clear, it remains a questiothie report if it also is transparent.
Not much was found to document the issue.

- the question of efficiency of internal procedurad aystems in FA also has been
difficult to document and not at least to meashi@wever, it appeared that even
minor decisions for the individual staff, e.g. giag of two weeks holidays, and
reporting from duty travel outside head office h&wgo up to the highest level of
management in FA for approval. If the decision mgkprocedures include even
minor matters, it could hamper the efficiency & Hpex of FA and questions the
role of the mid-level managers.

- approximately 60 computers are now being used im&#d offices. If efficiency
should be improved, it is proposed to consideruimto the budget a small IT
unit for maintenance, problem shooting and ingtialleof hard and soft ware.

Recommendations on the Institutional Structures irfFA

Minor administrative decisions should be delegated to lower levels of FA-
management, and thus optimise FA as an efficient and effective organisation.
Thisisa prime demand on FA today, as regardsthe further progressin the
future.

An [ T-unit at Head Office should be established to take care of the

maintenance of the computersin Head Offices or otherwise a contract needs to
be established with a private servicing company (the latter the most flexible)
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Conclusions on Communication in FA

the use of computers has facilitated the daily wadrkead office although only as
stand-alone computers, and has improved the conuation at that level.
However, communications to and from the local IswelFA are still carried out
by means of telephone and hand carried paper Tilds.uneven form of
communications represents a challenge for theeeRfiras a knowledge
organisation and service organisation. If not tatam®e of uneven developments,
they could contribute to deepen the distance betwisad Office and the local
levels, which would not be beneficial for FA asiregée organisation.

Recommendations on Communication in FA

In order for FA to improve knowledge, sharing of information in the whole
organisation, installation of intranet, i.e. linking computersup in alocal
network, should be considered facilitating the communication between Head
Officesand thefield levelsin FA.

A pilot project should beinitiated e.g. for 4-5 Divisionsto be provided with at
least one computer pr. Division in order to ensure an even development in this
area. In thecontext of development it could enhance the inputs from local
levels to the participatory processesin demand.

Conclusions on Means for Service Provision to FA

increased Government funding is seen by many FAistarviewed as a
prerequisite for optimising the performance offstafthough salary levels are
extremely low, it has to be noted that FA is foliog/the government scales and
ranks, and it is beyond its control to do otherwisgess radical options for FA are
applied, as e.g. a new transition of FA into a saatonomous body, as indicated
in one of the proposed three scenarios in the lelggnt Forestry Sector Review
from 2004.

Pilot systems for performance related salary intel places at the RGC seem to

have received a doubtful start)

- as noticed above, it would mark a great step fadywaran investment could be
considered in new IT technology and the installabbintranetwork which is free
from running costs.

Recommendations on Means for Service Provision toAF
The extremely low level of salaries hasto beraised, if performance of staff
should be optimised and thus play a pro-active role in the further development
and in particular of the implementation of an

NFP.

Investment in |1 T/computers, recommendation under communication refers.
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Conclusions on Capacity Development in FA

- need for development of HRD plans for managersssaifl throughout FA as none
exists at present.

- training needs assessments need to be carriedradefd Office staff. For staff at
the field levels FWTC and JICA have worked out asseents.

- upgrading of managerial skills for the managersAgi.e. training in subjects like
project planning, coaching, leadership and collabbon with other actors in the
sector and related with sector. If the FA shouldropp for closer collaboration
with donors, it would be an advantage, if not agssay for the organisation that
the senior staff in FA not only are technically ified, but also master
management and process skills as e.g. planningggbq@anning, coaching and
team work.

- job descriptions — are staff actually working imdiwith their competencies ? the
answer is hampered by the situation where no iddalijob descriptions exist
apart from the descriptions for heads, deputy haadsor sections in head
offices.

- in terms of human resource development it couldrgeed that FA easily could
become a “victim of donors’ good-will“ depending threir interest in the forestry
sector. However, as long as these donor initiataresn line with the priorities in
RGC'’s planning for the development of the foresegtor, it should rather be seen
as an opportunity for managers and staff to devetwp competences compared to
a situation, where no donors would offer anythimgrA .

- TWG-F&E represents a promising starting key poamtthe present and future
coordination of the donor support aligned with R&&wvn priorities and
programmes. This need is caused by a.o. the hugbeer of actors in the area of
assistance to the forestry sector at various $eM@G-F&E's four year Action
Plan 2007-2010 contains major development elenwrdapacity building
and institutional development in the further depshent of NFP and needs to be
promoted

- TWG-F&E's key position is also an important stagtipoint for a broader
mainstreaming of forestry and natural resourcgeissnto other sectors, especially
agriculture in the rural areas and road programmes

Recommendations on Capacity Development in FA

Human resource plans should be devel oped for managers and staff in FA
at central aswell asat local levels.

Upgrading the managerial skills of managersin FA isessential for continuing
the participatory processes within the forest sector and across other sectors for
promoting partnerships.

A Final Note:

The decision to undertake this institutional analygas taken by FA — proposed by
the NFP working group — to let en external consullemalyse FA as an organisation
in view of the demands for development of the NH#re fact that FA Management
approved the exercise should be seen as a

positive step in opening the organisation up anuehdly forward a closer dialogue
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with its partners in this development. The nexp stdl be to implement the
recommendations and not at least seek fundindhéoptoposed changes in FA.

Per Christensen, consultant — 13.04.2007
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Meetings during consultancy on Organisational analysis of Forestry Administration
from March 9to 23 in Phnom Penh

Friday March 9:

Monday 12:

Tuesday 13:

Wednesday 14:

Thursday 15:

Monday 19:

Tuesday 20:

Wednesday 21:

Thursday 22:

Friday 23:

Sokh Heng, Chief of Office, Community Forestry Office
Sok Srun, Senior Secretary, Secretariat of TWG-F&E
Chea Sam Ang, Deputy Director of FA

H. E. Ty Sokhun, Director General of FA

Chip Bunthavin, Chief of Office for Admin. & Internat. Coop. Office
Pak Canada, Chief of Forest and Wildlife training Centre

Hori Masahiko, JICA Chief Adviser

Than Sarath, Chief of Office, Planning, Accounting and Finance Office
Sokh Heng

Eang Savet, Inspectorate at FCMR unit

Khorn Saret, Chief of Forest Management Office

Debriefing of the entire FA management except Director Generdl

Edmund Attridge, Danida Management Adviser

Andrew Wardell, Counsellor, Danish Representation of Devel opment
in Cambodia

Ignas Duemmer, Danida adviser SEILA

H. E. Ty Sokhun, Director General of FA
Seng Bunra, Dep/Country Director, Conservation International






