‘Office of the Official Opposition

NEW DEMOCRATIC PARTY CAUCUS OF B.C.
Parliament Buildings, Victoria V8V 1X4 e Telephone 387-1448

February 2, 1984

VICTORIA ~ NDP Forests Critic Bob Skelly, M.L.A. (Alberni) today accused the Ministry of
Forests of being "little more than a subsidiary of the large forest companies in general,
and of the Council of Forest Industries in particular.”

Skelly made public a confidential COFI submission to the Premier which has set the broad
outlires of Ministry policy since last July.

"Rather than open public consultation and discussion of forest resource management, we have

had secret policy-making by COFI through the Office of the Premier” Skelly charged.
Skelly said that key recommendations of the COFI brief have been or are now being implemented.

l. Important government management functions such as cruising and scaling of Crown timber
are being transferred to forest companies holding Tree Farm Licences, and a discussion
paper released by the Minister anticipates the end of all but random checks in Forest

Licences.

Staff levels in the regional and district offices of the Ministry of Forests have been
reduced drastically since July.

3. The regional offices are being rationalized in line with the policy of transferring
management responsibilities to large forest companies. A
The Ministry is engaged in the task of converting forest licences into Tree Farm Licences

in the Interior, without benefit of impartial public review as called for by independent
loggers.

Skelly said he fears the government will soon implement the even more countroversial proposal
to place government agencies responsible for parks and fish and wildlife under the control
of a new forest industry—dominated Ministry of Renewable Resources.

(more)
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TO: POLICY CCMMITTZE )
WORKING COMMITTEE ) “MOF ADHINISTRATICN®
STAFF LIAISOM COMMITTEE )

Re: “MOF.ADMINISTRATION" -
FINAL PEPORT

Gentlemen:

ttached is a copy of the final version of the industry's
report, as has nrow been submitted to Premier Bennett.

Your excellent assistance in the preparation and fine-tuning
of this report, within very tight deadlines, is much appreciated.

Please continue to treat this report as ‘CONFIDENTIAL®.

Yours sincerely
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D.L. Mclnnes
Chairman
Policy Committee
DLM/bd
Ttach.
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The Honourable ‘.P. Bernett
Premier

Province of British Columbia
Parliament Buildings
Victoria, 8.C.

vev 1x4

Re: Forest .ndustry Proposa?s for
Cos--E fectiva Forest Resource’ N’naaement

Cear Mr. Premier:

This Tetter, and the attachad Brief, are submittad to you in

response to your personal invitation to the Council of Forest

Industries oFf 8.C. (COFI) on Mzy 27th to present industry's

ideas on ways to make the Ministry of Forests' activities more
. cost-effective.

The forest industry is now emerging slowly from the continuing
devastating recession. During the past two very difficult years,
forest companies have been obliged to reduce their staff levels

by up to 20 per cent, and have emerged the stronger and better

for it. We ars therefore encouraged by the recant British Columbia
1983 budget speech, in which it is clear that your government will
now embark on 2 similar objective raview of its staffing levels

and overall cost-efTectiveness.

In submitting thess recommandations to you, we are motivated by
the principle that a vigorous, world-competitive forest industry
is and should be seen to be important to the government of British
Columbia. Our recommendations are based on this key premise.

The attached Brief contains 21 specific recommendations, summarizad

briefly on pages 12 and 13. Four important concapts warrant special
mantion at this time:

1. Crezts a new provincial Hinistry of Renewable
Resources, in wnich timber mzanagement should play
a lead role within a broad multiple-resource
managemant organization. (Recommendation #1)
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2. Decentralize the decision-mal:ing authority for
forest managemant more-effectively, and structure
the Ministry to make it smaller and mor2 cost-
efiective. (Pecoimmendations £3 to 7)

3. Dslegate responsibility and accountability fully
to licensees in line with their existing and
suggested additional contractual obligations,
sudject to governmant audit of results.
(Racommendation £12)

4. Privatize log scaling, timber cruising, marine
transport services, and components of the forest
nursery programs, 211 subject to government audit
of results. Benefits to government will accrue
partially in direct cost savings and partially in
net gains after considering both cost outlays and
stumpage revenues. (Recommendations £17 to 20)

Wa believe that implementation of the proposals contained in this
Brief will lead to significant reductions in the size of the Hinistry
of Forests staff, and to more cost-effective resource management.

The attached Srief addresses important issues which we look fo;ward
to discussing furthar with you personally, at your convenience.

Yours sincerely

-
- ..
. . hd -

.’- ..'.\ -gy o .
°D.L. Mclnnes
Chairman
Special Committe= on
Cost-Effective Administration
DLli/bd
Attach.
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FOREST INDUSTRY PROPOSALS

FOR COST-EFFECTIVE FOREST RESQURCE MANAGEMENT

INTRODUCT ION

The purpose of this report is to present the views and recommendations
of the forest industry regarding more cost-effective forest resource
management on Crown lands in British Columbia.

These recommendations are based on the basic underlying premise that
a vigorous, competitive forest industry is essential to the economic
and social well-being of the province and its citizens, and that the
government concurs with this premise.

The focus is on the Ministry of Forests: 1its costs, its programs, .
its personnel, and in part its relationships with other agencies.

BACKGROUND

During the past two years, a difficult recessionary period, companies
have reduced their staff levels by as much as 20 per cent through a
selective termination process geared to “the functional needs of the
company and to the performance of individuals. The approach used has
been successful, with stronger companies emerging. While the process
was often d1fr1cu1t the risks involved have proven to have been
totally justified. The reductions are permanent.

This experience has provided a valuable background for recommending
ways to achieve more cost-effective administratian in the public sector.

THE MINISTRY OF FORESTS IS ONE OF SEVERAL AGENCIES WHICH ..
SHOULD BE RESTRUCTURED TO FORM A NEW MULTI-RESOURCE MINISTRY

The Ministry of Forests is quided by Section 4 of the Ministry of
Forests Act, which directs in part that the Ministry shall manage the
forests for multiple-use "in consultation and cooperation with other
mini.tries and age..cies”. This is recognized as an integral part of
multiple-use management.




The Ministry of Forests is the only Ministry 30 directad. The
*“other resource 2gencies each act in an advocacy role for one

mandated single-use management objective, and are under no
legislated obligation to seek realistic solutions to mutual
problems. [n practice, each of these other agenices has assumed
a resource management veto power, without responsibility or
accountability for the use of such power.

While many individual staff peoplie in these other agencies are
motivated to cooperate fully to achieve truly coordinated resource
management, they have no legislated requirement to do so.

The resulting conflicts can all tooc often lead to lengthy and
costly public debates, major delays in reaching decisions, and
less than opnnal multiple-use management decisions. Add'ttwnany,
some agencies have hired their own experts in other agencies'
fields as a defence mechanism for arguing their own cases.

Further, a very costly formal referral and review process has
evolved which consumes many man-years of effort in each of the
involved Ministries as well 2s within the forest industry.

Establishment of a single forest resource management agency would
facilitate faster, more cost-effective decision-making intarnally,
by groups of civil servants operating under one common set of

harmonized objectives. Many other provinces are already operating

successfully with forest management as a part of a Iarger oultiple-
resource Ministry.

Recommandztion 81 - Form a new British Colwmdia Minisiry of
BParguadla Resowrces with full responsidility ard pudliic
accountebility for all of the following management functions:
Forests, ronge, fish, wildlife, parks, mcrine resources,
ecologiczl reserves and lands. Although the forest memcge-
rment corporant should play e lecd role, other resource
interests cnd funciions can be adequstaly representad by
arprepriate groupings within this new consolidated Minisiry.
Krerever praciticcl, all cverhezd adminisirgtive functiomns,
suchk as accounting and pcyrolls, should be consolidated into
one Ministry aciivity.
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THE BCGZU COMTRACT IS AM IMPEDIMEINT TO COST-EFFzlTiIVE
RESQURCE MAMAGEMZNT' .

The current BCGzU contract is seen by industry to present a major .
impedimen® to achieving cost-effective administration. The 35-hour
workweek and the costly approach to such matters as overtime and
travel time (all significantly more generous than for industry
management personnel and in the current IWA contract) make it im-
possible for an individual to perform an equivalent day's work

for a day's pay in a field management setting, compared to that
performed by industry personnel. ’

The centralization of former Ranger offices into the new District
offices now requires field staff to spend a mych higher percentage
of their abbreviated workweek in non-productive paid travel time.
This is very cost-ineffective and has negative impacts also on §
the productivity of industry people with whom these people must

work. These industry people work a longer normal workweek, and

L»are also expected to do much of their travelling on their own tima. )

5.

Recommendction B2 - Place all Minisiry field resowrce management
persocnnel on an equivalent working basis with their couniar-
parts in industry. -

DECENTRALIZATION CAN BE IMPROVED SUBSTANTIALLY

a) Background

In accordance with the new forestry legislation in 1979,
the Ministry of Forests implemented a process of decen-
tralization to a series of 46 new District offices, with a
concurrent centralization of the former Ranger offices.
The six existing PRegional offices have been retained.

The objectives of this decentralization, supported by industry,
were to move decision-making responsibilities closer to the
field, and to expedite these decisions in a cost-effective
manner.

These objectives have not yet been fully met, and industry'’.
costs have been increased in conjunction with the Ministry's
costs. Paperwork has multipled several-fold, and too many
decisions are still not being made in the field.




b)

c)

It is recognized and acknowledged that the dinistry has
expanded several programs during the last three years, which
necessarily have increased its staff to some considerable
degree. Examples include the most important pest management
program, Section 88 silvicultural programs (where a single
indusiry activity request can require up to 12 separate
finistry signatures), and the Small Business Enterprise
Program (which requires the Ministry to perform many manage-
ment functions normally undertaken by the industry). The
effect of such new or expanded programs is difficult to

differentiate from the overall effects of decentralization
per se.

The following discussion and recommendaticns are presented
in the context of the current Ministry of Forests structure,
but will be equally applicable to the forest management

component of the proposed new Ministry of Renewable Resources.

This new Ministry will offer additional scope for the ration-
alization and even further reduction of government costs.

Victoria Headguarters to be Streamlined

As a ce2ntral planning and policy-making group, the Victoria
staf? is critical to the overall function of the Ministry.
Some Branches, however, are now larger than would be needed
if decentralization had been implemented more effectively.

Recormandation #3 - Re-group hezdquartars stcff tnto jusi
three Divisions with responsibility for operatiorns,
planning, aend agdninistratiorn respectively, and reducs
the stcfi totals by delegating more responsibility and
accountebility to Regioncl cnd District siaffs.

Regional Offices to be Raticnalized as to their
Number and Size

There are six Regional offices, each with a large staff which

does not appear to have been reduced since the District offices

were established. The number and the sizes of these offices
could both be reduced if decisions were truly decentralized,

with experienced staff then available to move from the Regional

centres into key positions at the District level.

\I\



d)

Fguwommandziion £2 - Fesiorglize ihe rusder of Aozicnci
offices, for exzampiz by merzing trz whole cozst arac
tnto one consolidated Cocst Region.

fccommarndation #5 - Assign full forest end range maragzment

' dectisicn-making responsidility and cccountadility to
District offices, theredy significently recucing the
nunbers of staff required irn the reraining Regtonal
offtces.

Reccrmandation #6 - Re-define the key roles of Regtoral
offices as general auditors of District and industry
performamce, as centres of resecrch and mcncgement.
specialists auvatlatle to advise Disirict staff on
request, and as centiralized aZministretive centres for
pcyrolls, accounting, etc.

District Offices to Become True Decision Centres

District offices are now staffed by teams of specialists,

each with no clearly visible responsibility or accountability
for making decisions. Teams of specialists are now involved

in joint decisions concerning even routine industry activities.
Contrary to the objectives of decentralization, decisions are
not being 'made in the field, but rather in central locations
after numerous specialists have each visited the proposed site

of operation. This is extremely costly for the industry-as
well as for government. i

Recommendaticn #7 - Appoint e=pertiencel genarclis: professiornal

forest land managers at the District level, each with an
asstgred geographic area of responsibilily, cnd supported
by a limited number of specialist resexrch cr management
professioncls tn Victoria or in the Regioncl offices.
These field generalists to be held responsidble and cc-
countecdle for all dectistons made in their specific zones,
theredy significently reducing the total mumders of stefy
required and the nwnoer of routine forms to be filled

out and checked.




6.

e) Management Boundary Anomalies to be Eliminated

There exist several anomalies between the boundaries of
-Timber Supply Areas and Districts, forcing a duplication
of Ministry staff involvements. The result is an unnec-
essary proliferation of paperwork, excessive staff travel
and meeting time, inefficient use of administration funds,
and some decision-making confusion. There is no reason
for such high-cost anomalies to be retained.

Recommerndction %8 - Remove all acministratiive boundzry
anomalizs, thereby mcking overall céministretion
simpler and moreg coast-effective.

f) Resa2arch Roles to be Re-defined -

A wide range of forestry-related research is necessary,

but the Ministry should focus on problem-oriented research
to aid the industry as well as the Ministry. Furthermore,
greater attention needs to be paid to the transfer of the
technical research results to both Ministry and industry
cperating managers. Research personnel, whose role needs to

be enhancad rather than reduced, should be viewed as research-

specialists in Victoria and in the Regional offices, available
to assist Oistrict generalists in the proposed truly decen-
tra]wzed organization.

Recommendziion 89 - Enhance the scope and role of research
staff as speciclists within a truly decentrclized
organization, with an increased emphsosis on technology
transfer to the Districits cnd to industry.

MANAGEMENT STRATEGIES CAN BE MORE COST-EFFECTIVE

a) Licensees to be Given More Responsibility
and Accountability

-Though licensees have r ntracts which hold them responsible
for a wide range of specific management functions, company
professionals are subject to constant and costly checks,
cross-checks, approvals and inspections of many decisions.

e Ak et G e s e Meniltrm 8 > ana 883 1B



Covernment’'s respsnsibilities could be met more e'f1c1en;ly
and more effect 1v=l/ by delegating responsibilities in fact

as well as on paper, particularly where these responsibilities
relate to defined licence areas.

The vast majority of licensees are competent operators who
are willing to accept their responsibilities and to be held
accountable for their results. Acceptance of a defined risk
factor by government will not only eliminate considerable
duplication of effort within the Ministry, but will also
facilitate adoption of a management-by-exception philosophy.
Industry believes that the defined risk involved would be
much less costly to government than are the direct and in-
direct costs involved in the present perceived “no-risk"
system. The level of risk would be defined by the audit
level selected for each activity or locale. Audits need to
be results-oriented.

Assignment of such responsibilities is more readily accom-
plished on area-based forest tenures than on volume-based
tenures, though not all licensees may wish to convert from
one to the other.

Recormendctiion F10 - Offer Forest Licence holders tre option
of considering defined arecs for continuing forest
mancgement respensidility, including the oppor‘uni.u
to obtain the full hcrvesting benefits accruing from
their intensive forest maragemert activiites.

Recommendction K11 - Expedite the corversiorn of'volure-bcsed
forest ternures to area-based tenures wherever such
conversions are prudent.

Reccmmendation 12 - On all Tree Form Licences cnd Forest
Licences, delegate full resporsibility as proviced for
tn the licence documents, subject to audits, reports
and mearingful penalties for non-perforrance cs deeried
appropricte, witk accepiarce by government of a defined
level of risk inherent in such a system of mcnogemernt-
by-exception. Goverrmeri pe*sornel must adoy ~ a level
of trust in industry documents which carry the secl of
a Registered Professtiorcl Forester.




