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Boreal Forest Conservation and Management  
in Pechoro-Ilych Region, Komi Republik 

 
 
 
 
1. The Sub-project: Pechoro-Ilych Reserve (Securing Zapovednik) 
 
 
1.1 General Background on Policy, Institutional and Legal Aspects 
 
 
1.1.1 General Background 
 
The Russian Conservation Strategy 
 
The Russian Federation has long traditions in conservation. They are related both to protected 
areas and to forest protection. Protected areas are legitimised by the Law on Protected Territo-
ries from December 1995. Forest protection is managed through the Forest Code of  Decem-
ber, 1997. The main agency responsible for the state conservation policy is the State Envi-
ronmental Protection Committee. Forests are governed by the Federal Forest Service. Both 
agencies have their federal office in Moscow and regional departments in the regions.  
 
Initially, the conservation system in Russia was built on the system of zapovedniks. National 
parks appeared much later (1983) and are based on experience from abroad. In 1988 there 
were 68 zapovedniks in Russia with the area of 18,3 thousand hectares. Then, the Russian 
Federation started to increase protected areas before future privatization. At present, there are 
99 zapovedniks and 34 national parks. Their total area is about 2% of all Russian territory 
(1.5% zapovedniks and 0.5% national parks). 36 new zapovedniks were created at that period, 
and another 20 increased their territory. Among zapovedniks, 21 have a status of biosphere 
reserve. 15% of the Komi territory are protected areas of different types. 
 
The State Environmental Protection Committee and the Federal Forest Service are both fi-
nanced through the State budget. However, conservation activities are financed also through 
the Federal Programme "On State support of state zapovedniks and national parks up to 
2000". Another source of federal financing is the Federal Environmental Fund. At present 
around 70% of all zapovedniks' and national parks' budgets is covered from such sources. In 
1998, the  support from the federal program was reduced substantially. All protected areas will 
get all together around 6 million USD.  
 
Regional authorities have their own system of protected areas. They support them from their 
regional budgets. At the same time, regions started to support federal protected areas. There 
is also some assistance from the international community. 
 
The view of WWF Russia 
 
WWF Russia has the intention of elaborating a new strategy for conservation. It should include 
fixed real annual support from the state budget to guarantee at least some stability for plan-
ning purposes, development of management plans, etc. Prerequisites for the elaboration of a 
new strategy are based on the regional WWF conservation projects. 
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1.1.2 Legal and Policy Framework for Conservation and Protected Areas 
 
The legal background of conservation in Russia is determined by the Federal Law “On the pro-
tected Territories” (Further Law) of March 14, 1995.  It is based on the Constitution of the Rus-
sian Federation (Main Law), related Acts of the Federal Level (Forest Code, Law of the Wild 
Life Protection, Water Code, etc.) and Acts of the Regions (Subjects of Federation). The Law 
stipulates seven different types of protected areas in Article 2. They all are different in the level 
of protection and also have different functions. They are: 
 State natural reserves or zapovedniks, including biosphere zapovedniks; 
 National parks; 
 Nature parks; 
 State natural zakazniks; 
 Natural monuments; 
 Dendrology parks and botanical gardens; 
 Recreational areas. 
 
All levels of state authorities could determine by their decisions other types of protected territo-
ries.  
 
Protected areas could have federal, regional or local status. This defines the basic difference 
in the level of protection in Russia.  
 
 
1.1.2.1 Zapovedniks 
 
Zapovedniks have the highest protection status. Their protection is so called “absolute”. All re-
sources of zapovedniks are withdrawn from economic activity, and it is prohibited by Law to 
influence natural development.  
 
Article 6 of the Law especially prohibits the changing of borders of zapovedniks.  
 
Article 7 defines the main goals of zapovedniks: 
 to protect natural areas in order to conserve biodiversity and to maintain protected objects 

in natural state; 
 to do research; 
 to do ecological monitoring; 
 ecological education; 
 to participate in state ecological examination of projects; 
 to facilitate training for professionals in conservation. 
 
The functions of zapovedniks are related to their goals. At the same time, there are some other 
functions related to the Russian specific approach to conservation (Art. 9): 
 to ensure sanitary and fire protection; 
 to prevent the possibility of natural catastrophes dangerous to human beings and their set-

tlements. 
 
Each zapovednik should have a special area around it with some specific protection status. 
 
Article 10 especially is devoted to biosphere zapovednik. Such areas are included in the inter-
national system of biosphere reserves to ensure global monitoring of biosphere. Biosphere 
zapovedniks could be supplemented by biosphere polygons (buffer zones) to reduce the nega-
tive impact on zapovednik from economic activity on the surrounding territories. 
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1.1.2.2 National Parks 
 
National parks also have federal status. However, their protection level is lower than that of 
zapovedniks. National parks can be located on lands with different ownership (federal, re-
gional, municipal). Article 12 of the Law defines the main goals of national parks as protection, 
ecological education; recreational, monitoring, rehabilitation and raising of public awareness. 
That is why Article 5 of the Law determines zoning criteria for the national park land. National 
parks can have the following zones: 
 highly protected with any recreation prohibited; 
 protected with limited attendance; 
 zone for ecological tourism; 
 recreational zone; 
 service areas; 
 economic area with limited economic activity necessary to fulfill the functions of a national 

park. 
 
All commercial activities outside of the goals of the national park are prohibited. 
 
All other protected territories have much lower protection status.  
 
 
1.1.2.3 Particularities of the Pechoro-Ilych Zapovednik 
 
The government of Komi expressed its concern about the situation of pristine forests in Komi 
Republic. After half a year of WWF lobbying, a social Order of the Governor "About Republi-
can Earmarked Program" was issued to support the Pechoro-Ilych Zapovednik (December 27, 
1996). The same Order established the buffer zone for the Zapovednik. Due to the unclear le-
gal status of the buffer zone, it was proposed to transfer all forests in the buffer zone to class 1 
forests. This proposal was not supported at the federal level. Then the Governor issued a spe-
cial order to treat all forests of class 3 within the buffer zone as class 1 forests. The status of 
the buffer zone was established by the same order. The main function of the buffer zone is to 
protect the Pechoro-Ilych Zapovednik. At the same time some limited economic activity is al-
lowed in the buffer zone. The Zapovednik was given rights to control the operation of the 
buffer zone. However, the order was not properly enforced and was not implemented due to 
inter-institutional conflicts. 
 
 
 
1.1.3 Institutional Framework for Conservation and Protected Areas  
 
1.1.3.1 General Aspects 
 
At present almost all zapovedniks are under the supervision of the State Environmental Com-
mittee of the Russian Federation. It incorporates a special Department of Protected Areas that 
supervises all zapovedniks and appoints directors of zapovedniks, and also defines their orga-
nizing structure. Each zapovednik has its own status which is based on the Law and Status of 
the State Zapovedniks in the Russian Federation of December 18, 1991. Directors of zapov-
edniks are usually under the direct supervision of federal authorities.  
 
In summer 1997, the Department of Protected Areas arranged a seminar on eco-tourism within 
protected areas. Its main issue was the discussion of possibilities and constraints of eco-
tourism and of the possibility of using USA National Parks experience. A decision in favor of 
eco-tourism was made. It was decided to use the experience of the USA National Park and 
develop tourism under the supervision of  the Department of Protected Areas. 
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Complementary remark of the evaluation team leader: It is underlined that there exists a written summary 
of that seminar. However, to our knowledge the facts of this seminar are not known in Komi. Further-
more, although the evaluation team also discussed this issue with the competent authorities, such facts 
were not mentioned at all, and only the conservative position of no-access to eco-tourists was reiterated.   
 
National parks are mainly under the supervision of the Federal Forest Service. They have their 
own approach to conservation based on the results of the regular inventories of the forest 
fund. The Federal Forest Service has its regional departments that have under them national 
parks as separate forest units. National parks are under the direct supervision of the regional 
departments of the Federal Forest Service. The Directors of the National Parks are appointed 
by the Federal Forest Service. It also approves the status of the National Park. Its main activity 
is based on the Forest Code of the Russian Federation (1997). That is why they are mainly 
concerned about protection of forests within the national parks. All the forests are broken down 
into three classes:  
 the first with mainly ecological importance, 
 the second with limited ecological importance, 
 the third where commercial wood-cutting is permitted. 
 
Within each group some areas (watersheds, hills, areas of endangered species, etc.) could be 
selected with complete prohibition or additional constraints on commercial cutting.   
 
Both, zapovedniks and national parks, could be created after the decision of the Government 
of Russia, supported by regional authorities.  
 
Borders of national parks could be changed in principle with the change of ownership structure 
for the land in question. They could be also corrected, if changes are not more than 1% of the 
initial territory.  
 
 
1.1.3.2 Particularities of Pechoro-Ilych 
 
At present 15% of the Komi territory are protected areas. The major part of them belongs to 
the complex of: 
 the National Park Yugyd Va, governing by the Regional Department of Federal Forest Ser-

vice with strong influence from the Komi Government; 
 the Zapovednik Pechoro-Ilych, governed by the State Environmental Committee, that is in 

federal property and protected by Law; 
 the buffer zone of the Pechoro-Ilych Zapovednik, with no clear legal status governed by one 

forest unit under the supervision of the Regional Department of Federal Forest Service. 
Possible influence of Komi Government on that territory could be rather high. 

 
The WWF project deals only with the last two parts of that complex. This creates enormous 
difficulties in developing a unified conservation policy in the area. As it became clear from dis-
cussions, only the Zapovednik really has as its goal the protection of pristine forests as a com-
plex including all its components. The neighbouring National Park had some serious problems 
because regional authorities were intending to change its borders. It was prohibited by Law (it 
is only possible to correct frontiers by 1% as maximum). Greenpeace, together with the local 
NGO "Save Pechora River", organised a strong campaign against it. A state ecological exami-
nation issued a negative decision on this proposal. The Federal Forest Service agreed with 
this decision. However, the regional authorities did not give up and still have plans under dis-
cussion to change frontiers. 
 
The buffer zone is under supervision of the local Forest Unit. After the proposal of WWF, they 
agreed to elaborate a development plan for the buffer zone with the main stress on conserva-
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tion, as economic activity is really at a very low level there. However, forest engineers have 
small experience in conservation. They do not want to involve the Zapovednik in their planning 
work. Potentially there is a serious threat of any kind of violation within the buffer zone as its 
protection status is at a very low level. 
 
WWF did not succeed in influencing the very complicated inter-institutional relations around 
the Zapovednik and its buffer zone. They followed the existing situation and did not facilitate 
inter-institutional co-operation. Participatory planning was not developed at all, and participa-
tion of local population is still at almost zero level as it had been historically. Potentially, there 
is a huge place for co-operation with the involvement of all the experience of Center-
Zapovednik and the creation of a new NGO to facilitate protection of  the entire complex. 
 
 
 
1.1.4 Financial Issues for Protected Areas 
 
1.1.4.1 General Aspects 
 
The issue of financing is one of the toughest for protected territories. Being financed mainly 
from budgets of all levels,  there is no understanding of efficient management and operation, 
there were incentives for development, for raising public awareness, or getting the support of 
the local population. At present each of them has its own approach how to survive in difficult 
times. To our mind federal finances are and will in the future play an important role for zapov-
edniks and the role of the federal level should not be underestimated. Komi is a recipient re-
gion. It get transfers from the federal budget. Sometimes the region even helps federal pro-
tected territories. However, they work under budget constraints. In other words, they are 
somehow insured by the federal budget. They could easily lose interest in protected areas if 
they are on their own. Moreover, they could decide to sell protected areas or their resources.  
 
The Law defines other than state sources of finances for the zapovedniks (Article 11). They 
include income from scientific, educational and publishing activities, compensation of damage 
to the ecosystem from any corporation, voluntary support, expropriation of equipment used for 
poaching. Article 20 fixes financial sources for national parks. They are different in terms of the  
possibility of using them for recreation. 
 
For the national parks, financing from other sources (tourism, penalties, tending) plays an im-
portant role (around 25 % of all costs). 
 
In general, foreign assistance plays a substantial role in the financing of zapovedniks. Foreign 
grants covered 4.6% of their budget in 1997. 
 
 
1.1.4.2 Particularities of the Pechoro-Ilych Zapovednik 
 
At present, the Pechoro-Ilych Zapovednik is financed from the federal budget by 47%, by 
about 38% from regional budget and regional environmental fund and by 15% from WWF. 
There are increasing problems with federal financing. Its share is reducing each year. The re-
gional support has been very stable so far. WWF Komi covered all missing items from the 
Zapovednik budget. However, no clear development plan was elaborated. The Zapovednik 
presented to the federal level a request for funds for 400 thousand USD. They planned their 
expenses based only on their experience. At present, the Zapovednik is financed for 107 thou-
sand USD. No restructuring plans were elaborated and situation is very unstable now.  
 
The buffer zone is in the same situation. So far it was financed from the forest unit budget. 
There is no money for conservation there. The future management plan for the buffer zone 
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does not include an estimation of costs and benefits. This is a clear problem for WWF in future 
if they want to include the complex in the sphere of the project interests. 
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Additional WWF assistance makes the situation even more complicated. Being rational in 
1994-1995 during ”survival period”, it could not be the same during the transfer to efficient fi-
nancial management. Having problems with the current staff of the Zapovednik, it is unclear 
how WWF office is going to cope with this problem. 
 
 
 
1.1.5 Issues and constraints 
 
The legal framework shows some new possibilities, but it is not really reform oriented (in the 
fields of participation, management plan, other sources of financing). Some legal contradiction 
concerning the differentiation between different authority level gives more ”de facto” stability to 
zapovedniks, and does not hinder financial contributions from Komi level. 
 
Previously Zapovedniks were completely closed (Article 9, where human influence is com-
pletely prohibited). The Law of 1995 allows only some opening as ecological education (Article 
7). Based on Article 11, except from federal budget, some other sources of income are al-
lowed. The Seminar on eco-tourism (1997, Department of Protected Areas of State Committee 
on Environmental Protection) is very important to promote that type of activity. With regard to 
Article 7 of the Law, ecological education and eco-tourism on a limited scale are not prohibited. 
Management plans are not mentioned as a tool in the Law on Zapovedniks, but are not prohib-
ited.  
 
 
Complementary remark of the evaluation team leader: It is underlined that according to the interviewees, 
the Zapovednik does not feel encouraged to define long-term goals and to elaborate a management plan 
as long as the situation of its financial resources is not clear. It also seems that some of the discussions 
held on federal level concerning major issues (management plans and eco-tourism) are not sufficiently 
known at the level of the Pechoro-Ilych Zapovednik. For the team it is difficult to assess how far the au-
thorities of the Zapovednik take the not clearly defined issues of the general framework as a pretext for its 
passive attitude.  
 
 
The economic justification of the support for zapovedniks is not clear, and additional costs for 
the zapovedniks were not analysed. This could create new problems in future. The WWF pro-
ject did not pay enough attention to the economic issues. 
 
The legal status of the buffer zone is not clear; the proposal of change of category of status 3 
to 1 of buffer zone has been refused by federal level; even class 1 forest does not exclude 
commercial cut named by responsible forest unit tending in this case; future management plan 
for buffer zone does not include estimation of costs and benefits from its development. This is 
a clear problem for WWF in future if they include the complex zapovednik buffer zone into the 
sphere of the project interests. 
 
The Zapovednik Pechoro-Ilych is supposed to be included in the international network with ob-
ligations for monitoring and possibility of organising special sites for experiments for sustain-
able management of natural resources outside the protected area. 
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1.1.5 Conclusions 
 
 
The WWF project had no real strategy in the legal sphere, and was isolated from activities in 
Moscow. However, we should take into account serious problems with the WWF-Komi office 
establishment.  
 
Both WWF offices in Moscow and Komi should co-operate more closely to substantially con-
tribute to the creation of a new concept of conservation in Russia. 
 
The federal status of zapovedniks gives them a strong legal basis to cope with possible threats 
and the WWF project should not speed up regionalization too much in the current situation, 
but keep  it as a long-term objective. A possible regional protection status for zapovedniks as 
well as the the status of national park is not sufficient under current conditions. 
 
WWF-Komi should use all possible experience of WWF-Moscow with regard to new ap-
proaches to eco-tourism and ecological education. 
 
The concept of the management plan should be explained to zapovednik staff and some addi-
tional work should be done urgently to arrange training and follow-up for a working group on 
the management plan. Also some basic features of cost-benefit approach and project analysis 
should be presented.  
 
Further efforts should be made to establish some protection status for the buffer zone, and for 
co-operation with local people, another NGO is needed. With no clear protection status, no 
management plan for the buffer zone will be implemented. 
 
Various institutions should be involved on the horizontal level to break down the isolation of 
zapovednik staff, to incorporate them into the movement of zapovedniks and international co-
operation, with the clear view of possible co-financing of all activities (ROLL grants from US 
AID, GEF, other); it is necessary to make possibilities more explicit and try further discussions. 
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1.2 Technical Aspects 
 
1.2.1 Targets 
 
The targets for this project component as defined in WWF’s 1995 project proposal to SDC are 
summarized in the following table 1. Targets are expressed as ‘expected results’ and are 
translated into activities which originate from the original log-frame plan of the ‘Boreal Conser-
vation and Management’ project with subsequent refinements. 
 
The Evaluation Team decided to provide an arbitrary numerical rating of achievements for 
each target in order to facilitate an overall assessment of the status of the project. The sum-
mary rating schedule is meant to serve as a very general reference guide to the reader of this 
report. The rating is arbitrary, based on the professional judgement of the evaluators. It there-
fore reflects an ‘educated guess’. 
 
Table 1 Targets and level of achievement for Pechoro-Ilych Reserve 
 

Objective/Goals/Activity Rating of 
Achievement *1 

Probability 
to achieve within 
given time frame 

Securing Pechoro-Ilych Reserve   
assure sustainable financing of operational costs 2 2 
improve transport and communication 4 5 
improve working condition of staff and mobility 4 4 
secure long-term monitoring data for the Reserve 3 5 
elaborate plan for the Reserve 
 evaluate current staff structure 
 prepare long-term plan for staff structure 
 develop plan for infrastructure development 

n. e. n. e. 

implement plan n. e. n. e. 
train Reserve staff to meet future demands 
 train management personnel 
 enhance patrolling system 
 training for elaboration of fund raising proposals 
 train for fire fighting abroad 
 familiarize staff with new fire management policy 
 train staff in tourist management 

 
2 
2 
4 
1 
2 
1 

 
2 
2 
4 
4 
3 
1 

assess value of buffer zone and secure its status 1 2 
elaborate management plan for buffer zone 1 1 
survey and inventory pristine forests in support zone 1 1 
evaluate selected forests 1 1 
prepare proposals for protection of selected forests 1 1 
secure selected pristine forests around the Reserve 1 1 
clarify status of buffer zone 1 2 
elaborate regulations for tourism in buffer zone n. e. n. e. 
elaborate proposals for buffer zone 1 1 
develop an eco-tourism plan for the buffer zone 5 5 
assess possibilities to create endowment fund n. e. n. e. 
implement environmental education of local societies*2 
 develop awareness campaign for local population 
 implement awareness campaign on sustainable forestry 
 ‘educate’ local society about value of Zapovednik 

 
n. e. 
n. e. 

 
n. e. 

 

Explanations:  *1 rating from 0-5 (1=low to 5=fully achieved)  
  n.e.: not evaluated / unknown  
  *2 and *3: see chapter 3 (this part 2)  
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1.2.2 Achievements 
 
a) Improvement of working conditions of Reserve staff. According to WWF’s project pro-
posal for the Pechoro-Ilych Reserve (1995), the offer of assistance was prompted by the rap-
idly deteriorating staff morale and dwindling staff dedication to the management of the Re-
serve, caused by the growing and chronic shortage of operational funds which threatened the 
ecological integrity of the Reserve. 
 
WWF’s first priority therefore aimed at the provision of funds for equipment needed to imple-
ment the protection program for the Reserve (i.e. boats, vehicles, uniforms, communication 
equipment etc.).This project component has been well received by the Reserve’s staff resulting 
in a noticeable improvement in staff morale and work effectiveness. 
 
b) Inter-institutional cooperation. The project has facilitated inter-institutional cooperation 
between the Reserve and Research Institutions. Working relationships have been established 
with the Academy of Sciences and the Syktyvkar University. Three educational nature trails 
have been established under the auspices of the Syktyvkar Forest Research Institute for the 
benefit of forestry students foresters. The working relationship with local representatives of the 
State Forest Committee seems to be improving as a result of project activities. 
 
c) Training. Limited training has been provided to some Reserve staff. The Chief ranger took 
part in a one month training course on management and protection implemented by WWF 
Moscow. 8 research scientists from the Reserve were trained in a 4 days seminar on the 
preparation of fund raising proposals under the umbrella of the Biodiversity Conservation Cen-
ter in Moscow with positive results. One researcher received 2 months training in Moscow on 
environmental education and awareness building. Two more researchers have benefited from 
repeated educational visits to Syktyvkar were they received some training in the production of 
educational materials related to forest ecology and on interactions with the Forest Committee 
regarding buffer zone management. 
 
d) Securing operational funds. An agreement has been signed between the Komi Govern-
ment and the Reserve to provide US $ 70,000/a to the Zapovednik for operational costs until 
year 2000 on a voluntary basis. It is unknown to whether the project may be credited for this 
achievement. It may be safely assumed, however, that WWF’s presence and good relationship 
with the Komi Government has contributed to this success. 
 
e) Academic training. Thanks to the good relationship with Syktyvkar’s forest research com-
munity some training has been provided in the Reserve to local forestry students; other stu-
dents are currently involved in graduate research activities in the Reserve. 
 
f) Tourism. An 8 months feasibility study for tourism development in the buffer zone has been 
sponsored by the project. 
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1.2.3 Issues and Constraints 
 
a) Lack of permanent project presence. It appears that the absence of a permanent project 
office in the Reserve may be one of the most critical shortcomings of the project and the prin-
ciple reason for the relatively low level of achievements. Interviewed key persons from the 
Zapovednik unanimously agree that cultural changes amongst Reserve staff result directly 
from contacts with the project which currently are rather infrequent due to staff shortage by 
WWF, lack of funds and access problems (i.e. two days arduous journey to reach the Re-
serve’s headquarters from Sytyvkar by train and road). There is little doubt that a permanent 
project office staffed with a skeleton but dedicated WWF team may well have reached the 
ambitious targets set for this project component in a timely fashion. This applies in particular to 
hands-on training in the areas of management, protection and enforcement, monitoring, envi-
ronmental education and awareness building, cooperation with support zone communities, 
preparation of an integrated management plan and liaison activities with the support zone (i.e. 
buffer zone). There is little doubt, that progress will continue to be very slow in absence of a 
permanent representation on site. 
 
b) Too short a time frame. The three and a half years time frame set for this project compo-
nent was too short to achieve the specified goals and objectives. A five year period would 
have been more appropriate for the elaboration and implementation of a management plan for 
the Zapovednik and support zone, assuming timely availability of a well trained and equipped 
WWF team with full-time presence on-site. 
 
c) Lack of a Management Plan. To date no attempt has been made to elaborate a manage-
ment plan for the Reserve. From the discussions at the Reserve it becomes apparent that the 
Reserve staff has neither the know-how or the real desire to elaborate a management plan; 
the need for a well defined long term view (i.e. vision statement) is not appreciated, neither the 
need for participatory planning which includes the support zone and stakeholders such as the 
Forest Committee, mining industry, hunters and fishers, forest industry and users of minor for-
est products as well as NGOs and persons interested in the tourism sector.  
 
In absence of a vision statement and a long-term operational plan with well defined functions 
and work-programs, the Reserve staff continues to drown in day-to-day activities without future 
perspectives. To date, the WWF project has not assisted the Reserve in any planning except 
for some activity programming in the educational sector. Although a log-frame planning sheet 
has been prepared internally by the WWF office, identified activities still have to be trans-
formed into a priority action program. The basis, however, should be the proposed long-term 
operational plan with major focus on support zone development. 
 
d) Operational budget for Reserve. At the onset of the project the Zapovednik seemed to 
have no operational budget. Consequently, the staff could not fulfil the most basic functions for 
protection and management. Meanwhile, an operational budget of US $ 70,000 has been pro-
vided annually by the Republic of Komi until year 2000 on a voluntary basis. In other words, 
operational funds are still unsecured after year 2000. 
No assistance has been provided to date by the project to the Reserve staff in re-designing the 
proposed operational budget which seems inflated, out of proportion and not adjusted to priori-
ties and/or the current economic crisis of the country. The proposed operational budget for the 
current year was US $ 400,000, excluding wages, which seems extraordinary high and difficult 
to justify. A superficial analysis indicates, that the budget plan of the Reserve lacks transpar-
ency and clarity. Expenses are neither itemized or sufficiently explained. Obscure lumpsums 
covering un-identified activities compound the confusion. 
It is the believe of the Evaluation Team that the current annual operational budget of US $ 
80,000 could be sufficient to implement the basic programs of protection, management, moni-
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toring, environmental awareness building and support zone activities if streamlined and ad-
justed to priority needs. 
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e) Wasteful focus on esoteric research. The historic focus on research in Zapovedniks is 
currently ill afforded, especially esoteric research. The optimum solution to costly research 
programs would be staff reduction and staff retrenchment respectively. The first does not 
seem socially acceptable, the latter very difficult to achieve due to the rigidly structured system 
and unwillingness of established personnel to re-train. The second best most logical choice is 
therefore to re-direct esoteric research into applied research and practical monitoring pro-
grams. 
 
The project has assisted the Zapovednik to deal with this complex problem. Three of the 10 
researchers are still undergoing training for retrenchment in the areas of environmental educa-
tion and awareness building; others have learned how to write fund-raising research proposals 
and how to apply for grants. However, assistance is needed in providing research staff with 
concrete guidelines for applied research and monitoring to be used for management and pro-
tection of the reserve. Assistance is needed to put the overall research program into perspec-
tive and help to streamline corresponding activities. 
 
f) Questionable approach to staff training. The current training strategy of the project con-
centrates on taking people out of the Zapovednik in order to provide them with more exposure 
and an opportunity for wider interaction outside their familiar environment. Considering the 
very traditional and rather rigid structure of the system, it is questionable that this is the most 
appropriate approach to achieve training results and or changes in staff attitudes. Being used 
to live in isolation and to follow a well established work routine, Reserve staff may not be ready 
for radical changes yet. To take somebody out of a comfortable environment may be perceived 
as a threat which could become counterproductive to the expected learning experience. This 
may be confirmed through the fact that currently little use is made of the travelling funds made 
available to Reserve staff by the project for participation in seminars, meetings and educa-
tional events outside of the Zapovednik area. Under given circumstance it may be advisable to 
concentrate on on-site and hands-on training which may help to gradually achieve desired 
changes. 
 
g) Ill-defined functions of the Reserve. In an effort to mobilize the staff of the Reserve and to 
capitalize on educational opportunities offered by the Zapovednik’s old growth forests the pro-
ject supports basic infrastructure development and the elaboration of educational materials 
addressed to the forestry sector. The rationale is, to provide local foresters and forestry stu-
dents as well as members from the international forestry brotherhood (i.e. mostly European) 
with the opportunity to see and learn from some of the last remaining old growth forests in 
Europe.  
 
The first question is, whether Pechoro-Ilych is the best choice for forestry training. Due to its 
isolation and access problems it may be very difficult to attract sufficient representatives of the 
target groups. Secondly, education confined to the one and only target group, the academi-
cians within the forestry sector, may not be in the best interest of the Zapovednik. It seems 
more sensible to offer environmental education to a wider clientele without restricting nature 
trails and other educational facilities to forestry people. In the long run, it would be to the best 
interest of the Zapovednik to attract the support of a broad range of the general public. This 
may only be achieved in showing people on site what the Zapovednik tries to protect. Support 
will not be gained by excluding the public from knowing what is inside a Zapovednik.  
 
It is the consensus opinion of the evaluation team that opportunities for forest training and for-
estry related education would be much better in the model forest area which offers pristine and 
old growth forests as well as a wide range of historic utilization regimes. The rationale for the 
sustainable forest project is exactly that: to demonstrate how sustainable management for bio-
diversity conservation can be practiced; an ideal learning ground for the forestry profession 
inside and outside of Russia. 
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h) Poor cooperation with the support zone. Until present, there is very little interaction be-
tween staff of Zapovedniks and the support zone communities. This has placed Zapovedniks 
into a precarious position of a self-imposed isolation which may well turn out to be counter-
productive in the long run. The concept of Russian Zapevedniks precludes access to the pub-
lic. The public, which always has been denied this access, may now see an opportunity to 
make up for the lost experience and do what they have been denied to do in the past. This 
may be the opportunity, to just learn what is inside such a strictly protected area, but also to 
harvest and collect forest products and wildlife in opposition to the long denied access. 
 
Experience from around the world has shown that sustainable conservation of protected areas 
is only possible with the support of people neighboring such protected areas. This support can 
only be gained trough good cooperation, mutual respect and proper understanding of the ra-
tionale for protection. There is little reason why controlled access should not be allowed. Con-
trolled access will improve the relationship with the public and may result in the appreciation of 
such areas. On the other hand, a public excluded from protected areas will remain indifferent 
at best times but may turn hostile if the opportunity arises. In this light, every effort should be 
made, to inform, educate and include the public in the management of protected areas, includ-
ing Zapovedniks.  
 
i) Undefined support zone. A major shortcoming is the lack of a well defined support zone for 
the Zapovednik to the west and east. This leaves large parts of the Reserve vulnerable and 
exposed to potentially adverse impacts as may originate from uncontrolled development adja-
cent to the Reserve boundaries. Due to the notoriously poor relationship and practically non-
existent cooperation with authorities responsible for neighboring lands (i.e. mostly the State 
Forest Service), the Zapovednik has little influence on land use decisions outside its bounda-
ries. Only to the south (‘bufferzone’) and to the north (National Park) is protection provided 
through defined support zones. The ‘buffer’ zone to the south has been declared a ‘class A 
forest’ which precludes commercial resource exploitation. The same applies to the National 
Park. Both are under the jurisdiction of the Forest Service which proceeds with historic clear-
cut exploitation regimes along the western park boundaries in accordance with traditional cut-
ting plans (V.Kem, Chief Forester of the support zone, pers. comm.). 
 
In this light it would be prudent to agree on support zones along the western and eastern 
boundaries of Pechoro-Ilych. The establishment of a support zone to the east may be difficult 
since the Reserve boundary follows the boundary of the neighboring administrative region. 
This requires intervention on the highest political level. 
 
j) Lack of an integrated management / economic development plan. The project proposes 
the elaboration of a management plan for the Zapovednik and a separate management plan 
for the ‘buffer’ zone. According to V.Kem (pers. commun.), the Chief Forester of the ‘Buffer 
Zone’, he himself, together with one of his production forester, will produce a management 
plan for the ‘Buffer Zone’ within the next year. Staff of the Zapovednik may be consulted on 
‘biodiversity conservation’ matters; but no other stakeholders are invited to take part in the 
planning process. 
 
Without prejudices, the proposed planning team does not seem to have the technical know-
how or skills to produce a meaningful management plan for the ‘Buffer Zone’ that integrates 
the aspects of biodiversity conservation; neither exists the know-how for a meaningful man-
agement plan for the Reserve amongst Zapovednik staff (see point c above). Furthermore, it 
seems to make little sense to produce two separate plans without integration and/or intensive 
interaction between all stakeholders concerned. In this light it would be logical to produce one 
single integrated development plan which singles out the Zapovednik as core area, but covers 
the National Park, the support zones to the west (and hopefully to the east) and the ‘buffer’ 
zone to the south. The proposed integrated plan would facilitate the accommodation of stake-
holder interests, at the same time providing the Zapovednik with the desired protection. 
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An integrated development plan for such large and complex an area requires true commitment 
of all key players and a willingness of all stakeholders’ to cooperate and compromise. Prelimi-
nary discussions regarding this proposal with key officials of the Komi Republic, the Forest 
Committee, and other key stakeholders in the Komi Republic were very encouraging. All per-
sons contacted assured to be supportive of the idea. Discussions with E.Shvarts, the Chair-
man of the Board of the Biodiversity Center in Moscow, revealed, that the idea for an inte-
grated development plan to include the two protection units (National Park and the Reserve) 
with their support zone has been proposed internally in the past. The GEF supported project 
on protected areas has already US $ 80,000 earmarked for a management plan for the Na-
tional Park. In this light it seems prudent to pursue the idea. 
 
 
Complementary commentary of the evaluation team leader: 
The evaluation team fully concurs with the opinion that an integrated management / economic develop-
ment plan is the appropriate tool and should be incorporated as an overall goal. For its implementation, 
however, it is also of crucial importance how the institutional aspects and competencies are addressed 
and how the procedure is developed. Possible inter-institutional conflicts have to be carefully avoided. 
Therefore, two main options should be considered: 
1. full inter-institutional co-operation in the elaboration of one plan that specifies the areas following the 

institutional competencies,  
2. inter-institutional co-ordination for the elaboration of 3 independent but fully coherent plans, where 

each plan refers to one area and the correspondent competent institution.   
 
 
k) Lack of a gap analysis and ecological sensitivity map. The targets set by the project in-
clude a gap analysis for the support zone in order to identify ‘pristine’ remnant forests for pro-
tection. A gap analysis, however, should only be the first step in the process of proper land 
use planning. The basis for integrated land use planning with optimum resource allocation as 
key factor should be the elaboration of an ecological sensitivity map which identifies all areas 
in need of special protection beyond the scope of pristine forests. Of particular importance in 
this respect are riparian ecosystems, wetlands, unstable and fragile sites and key wildlife habi-
tat requisites. Such considerations have to be included in the proposed integrated develop-
ment plan. 
 
l) False expectations regarding eco-tourism. The question of eco-tourism development for 
the support zone should be approached with caution in order to avoid false economic expecta-
tions and potentially false hopes by people from the buffer zone and the region at large. There 
is little doubt that the region will have great difficulties in attracting any tourists in the short run. 
This is mostly due to its isolation and access problems, lacking infrastructure and poor attrac-
tiveness. It is difficult to believe that the region could ever become a prime tourist destination 
considering the numerous and more attractive destinations in Russia with better access and 
better infrastructure. If at all, the Pechoro-Ilych region will always remain a destination for a 
very small target group of dedicated people interested in forest ecosystems of the Urals, ad-
venture tourists with interests in trekking and river-rafting / kayaking and possibly bird-
watching. Potential target groups are very likely not part of the affluent tourist sector looking for 
a nature experience combined with common amenities. Tourism in the area will very likely play 
a minor role in the near future and certainly no major role in the distant future. Under these cir-
cumstances there is little justification for WWF becoming active on any infrastructure devel-
opment and/or any tourism development plan. 
 
m) Lack of support group for the Reserve. It would have been wise to establish a support 
group for the Zapovednik at the onset of the project. However, it is not too late to do it now. A 
support group should be typically composed of representatives of local communities and other 
regional stakeholders. Its principle functions would be to prepare the ground for cooperative 
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management of the protected area and its support zone, to take the lead in public relations 
and awareness building, to lobby protection and management schemes compatible with overall 
biodiversity conservation objectives and sustainable economic development in the support 
zone, and to slowly grow into a technical advisory group on issues related to the Zapovednik 
and support zone. The support group could assume a vital role in the project by providing liai-
son services for the project to the support zone community which would develop a relationship 
build on trust by being represented by members of their own ranks. 
 
n) Poor ties between model forest area and support zone of Reserve. It seems prudent to 
establish a close working relationship between the model forest area and the support zone of 
the Zapovednik. Both areas fall under the jurisdiction of the Forestry Service. Since the model 
forest is meant to serve as a ‘model’ to be replicated in other parts of the Komi Republic, it 
would be to the benefit of both project components to develop a close working relationship. 
This applies in particular to the early phases of conceptual framework and policy development 
for sustainable forest management. This would be of paramount importance for the develop-
ment planning of the support (buffer) zone of the Zapovednik. The early involvement of deci-
sion makers of the support zone will foster the development of ownership in the design of pre-
scriptions for sustainable forest management, a critical prerequisite for the adoption of a new 
approach. 
 
o) Untimely choice as World Heritage Site. Unfortunately, the declaration of Pechoro-Ilych 
and the National Park to the North as World Heritage Site was not well perceived in the Re-
public of Komi. Local authorities had neither been consulted or properly briefed on the ration-
ale for this declaration. It was done with little cultural sensitivity which caused some political 
upheaval. Consequently, the declaration is politically simply ignored and is of no consequence. 
The Republic of Komi reject this outside imposition by UNESCO/IUCN and cannot be expected 
to be cooperative with either organization. It is realized that a ‘World Heritage Site’ is just an-
other fictitious ‘paper tiger’ without providing any assistance and/or solutions to the economic 
crisis of the ‘World Heritage Site’ area. The Government of Komi feels that the declaration is 
merely being used as a political tool by Greenpeace.  
 
Although the issue may not be directly related to the WWF project components in Komi, it 
adds to the basic mistrust by Russian authorities towards foreign intervention and mingling in 
internal affairs. 
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1.2.4 Conclusions 
 
Although the project has made substantial contributions to the Reserve -especially through 
providing equipment for the protection program and facilitating some training-, overall 
achievements are rated relatively low. This is mostly due to the lack of permanent presence of 
the project on site, which was substantiated through discussions with Reserve personnel. Re-
serve staff places great value on interactions with WWF and project staff and there is no doubt 
that changes in institutional and staff culture may only be achieved through a continuous dia-
logue and on site/on-the-job education by informed outsiders. 
 
The major goals for the Zapovednik should be: (a) to lead the Zapovednik out of its isolation, 
(b) to change the rigid corporate culture and (c) to open the mind of the staff to new ideas. 
This may best be achieved through permanent project presence on site, a continuous dia-
logue, invitation of recognized and respected experts in identified priority areas, exchange with 
other Protected Area staff inside and outside Russia and training in priority areas (financial and 
staff management, area and program planning including the support zone, applied research 
and monitoring needed for protection and management, environmental education, public rela-
tions and general awareness building). Staff re-trenchment may still be a valid option to in-
crease performance efficiency without causing social hardships. The latter would be expected 
through staff reduction instead of retrenchment. 
 
Due to its isolation, low population size and insignificant land use conflicts in the support zone 
the Pechoro-Ilych Reserve is not faced with immediate threats which jeopardize the ecological 
integrity of the area. Furthermore, staff wages are still being paid by the Federal Government 
and operational funds are provided by the Komi Republic. Therefore there does not seem to 
be an immediate urgency to achieve the specified goals. This is very important in the light that 
cultural and attitude changes have to evolve over time. This provides the project with some 
leeway in setting the pace for a harmonic development. Nevertheless, if achievements are to 
be made, the project should enhance and step up its activities and, more important, be present 
in the Zapovednik. 
 
The current operational budget of the Zapovednik seems quite sufficient for the implementa-
tion of all management programs. The staff, however, has to learn how to deal with budget 
cuts; how to set priorities and how to streamline the programs. This applies in particular to re-
search and monitoring. Assistance by the project may be needed in defining sector specific 
work-plans adjusted to available funds. This would best be achieved through involvement of all 
personnel in the elaboration of a long-range operational plan (i.e. 10 to 15 years) which sets 
the general framework conditions for the annual workplans specifying activities and work vol-
umes adjusted to available means. Annual workplans and budgets have to be developed sec-
tor specific in order to remain transparent. 
 
The need for a practical management plan with a well defined long-term vision is obvious. It is 
self-evident that the plan should be developed with outside assistance and should incorporate 
the support zone. The plan has to spell out the major management programs in detail and 
should follow generally accepted international guidelines for the elaboration of management 
plans for protected areas. Emphasis has to be placed on the support zone in order to prevent 
further entrenchment of the Zapovednik. 
 
The project’s focus on forestry training and education in the Zapovednik is not quite under-
stood. It seems more appropriate and convenient to implement forestry related training in the 
model forest area where students and foresters may learn first hand of how to manage forests 
sustainably in due consideration of biodiversity values and conservation, once the concept for 
sustainable management and product certification is in place. The model forest area offers 
much better opportunities for training than the Zapovednik; furthermore, logistics are much 
easier. 



External Evaluation of Swiss funded component of the WWF Russia Biodiversity Programme  Part 2 
 

18  

 
In summary, if the project wants to achieve sustainable protection and management of the 
Zapovednik it has to establish its permanent presence on site with a full time commitment by at 
least one person with sole responsibility for all matters related to the area. Focus should be on 
establishing communication between the Zapovednik, support zone communities and regional 
stakeholders. Together, the process of regional sustainable, economic land use planning 
should be initiated. The Zapovednik should always remain the nucleus of the planning region.  
 
 
1.2.5 Recommendations 
 
The following options are recommended for future support to the Reserve and support zone: 
 
 Create an independent full-time project office at Yaksha with sufficient funding and local 

personnel until the integrated management plan is elaborated and ready to be imple-
mented (5 year time frame). This is the preferred but more expansive option.  

  
 Hire a project manager for the Pechoro-Ilych component of the project to report to the cur-

rent project manager but with sole responsibility for the Pechoro-Ilych component (5 year 
time frame and a budget for the establishment of a 2 person office at Yaksha). 

  
 Cancel or put on hold the Pechoro-Ilych component of the project if sufficient funds for the 

establishment of a permanent office in Yaksha cannot be secured.  
 
It furthermore is recommended: 
 
 To continue logistic and training support to the Zapovednik as core area for an integrated 

regional development plan to include the National Park to the north, the support zone, of 
which the ‘buffer zone’ becomes an integral part. Time frame: continue started activities 
and enhance the program within current phase. 

  
 To provide technical and financial assistance to the Reserve for the elaboration of an inte-

grated management plan which should encompass the Reserve, the National Park border-
ing to the North, the support zones to the east and west and the ‘buffer zone’ bordering the 
Reserve to the south. Since technical expertise of physical PA planning seems to be lack-
ing in Komi, it is suggested to contract an experienced expatriate planner to facilitate the 
participatory planning process. The facilitator should train a multidisciplinary team in the 
basics of integrated land use planning with emphasis on the preparation of an integrated 
management plan for Pechoro-Ilych and the NP to the north. The management plan should 
be adapted to local needs but should follow generally accepted guidelines and principles of 
widely accepted concepts of a NP management plan (i.e. long-term vision, zonation, six 
classic management programs including a support zone program). Major emphasis in the 
integrated plan should be placed on sustainable economic development of the support 
zone, compatible with the long-term biodiversity conservation goals. Time frame: initiate 
within current project phase, to complete within second phase. 

  
 Complementary recommendation of the evaluation team leader: the inter-institutional co-operation 

and the procedure for its elaboration and implementation should be carefully defined and treated in 
order to avoid inter-institutional conflicts and to minimise the risk of a non-adoption of the plan. 

  
 To assist the Reserve staff in the preparation of sector specific annual workplans and 

budgets to be based on the proposed overall long-term operational plan. It is of critical im-
portance to define and separate the six basic management programs of the proposed 
management plan in order to identify priorities and to achieve budget transparency. Time 
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frame: Start elaboration of the long-term operational plan immediately and complete 
within second phase. 
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 To provide guidance to research staff in streamlining the Reserve’s research and monitor-
ing program in accordance with the long-term operational plan for the Reserve; emphasis 
should be placed on applied research needed for protection and management. Time 
Frame: start immediately and continue. 

  
 To pursue a dual approach to staff training. Firstly, priority should be given to on on-site 

and hands-on training in consideration of the ”home turf” syndrome. At the same time, 
training may proceed in a different environment to provide the opportunity of exposure and 
interaction. A third option would be a twinning program (i.e. exchange of staff), whereby 
contacts are established for an exchange program with protected area agencies from other 
countries and other protected areas within Russia. Time frame: continue training using 
dual approach. 

  
 To shift the emphasis for forestry training from Pechoro-Ilych to the model forest area with 

easy access and an existing infrastructure which can accommodate visiting scientists, 
practising foresters and forestry students. Time frame: initiate interaction immediately. 

  
 To include other target groups and the general public in the forestry and biodiversity con-

servation related educational program in the Zapovednik for the benefit of the Zapovednik. 
Time frame: initiate immediately and continue. 

  
 Although noticeable progress has been made by the project in fostering relationships with 

support zone communities of the Zapovednik, it is recommended to increase efforts re-
garding public involvement in Reserve related matters beyond awareness building and en-
vironmental education. This applies in particular to providing controlled access and possibly 
guided tours to parts of the protected area. Time frame: start lobbying the process as 
soon as possible. 

  
 To enter negotiations with the State Forest Committee regarding the establishment of a 

defined support zone along the western boundaries of the Reserve. Furthermore, efforts 
should be made to negotiate a support zone to the east with the neighboring authorities. 
Time frame: start negotiations as soon as possible. 

  
 To assist in the preparation and lobbying for an integrated development plan which covers 

Pechoro-Ilych as core area, the National Park to the north, the ‘bufferzone’ to the south 
and the support zone to the west of the Reserve. Efforts should be made to include a to-
be-identified support zone to the east. An integrated development plan would replace indi-
vidual management plans. However, long-term operational plans with clear vision state-
ments would still be needed for the NP and the Reserve in order to formulate meaningful 
annual workplans which have to be adjusted to the long-range plans. WWF should con-
sider to take on the lead role in this complex exercise and possibly facilitate the process. 
WWF should locate and provide an experienced protected area planner to prepare and 
supervise the to-be-assembled interdisciplinary planning team. Time frame: initiate in cur-
rent project phase and complete within second phase. 

  
 To embark on a survey of ecological sensitive areas and areas of special protection needs 

in the support zone of the Zapovednik as soon as a support zone has been designated, 
but prior to the proposed integrated land use development planning. Time frame: initiate 
as soon as possible and complete in current phase. 

  
 To put any plans for the development of eco-tourism on hold due to the overall poor poten-

tial of the region as tourist destination. 
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 To establish a support group for the Zapovednik with participation of the ‘Save the Ilych’ 
NGO, representatives of local stakeholders, a spokesperson for WWF and a representa-
tive from the Zapovednik. The support group should be financed by the project with WWF 
taking the lead role. Time frame: to initiate immediately and to become operational 
within current phase. 

  
 To actively involve key foresters from the support zone of Pechoro-Ilych in the process of 

sustainable forest management from an early stage. This implies participation in brain-
storms regarding policy and conceptual framework development, site visits where changes 
in logging practices and approach to silviculture are discussed and demonstrated. Time 
frame: start immediately and continue. 
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2. Sub-Project: The Model Forest - Sustainable Forest Management  
 
 
2.1 General Background on Policy, Institutional and Legal Aspects 
 
2.1.1 Legal and Policy Framework for Sustainable Forest Management 
 
The Russian approach for sustainable forest management was established by the Forest Code 
of December 1997. It gives the basis for sustainable forest management through dealing with 
three different classes of forests. All forests are federal property. Regional departments of the 
Federal Forest Service have to implement sustainable forest management through separate 
forest units.  
 
The regional  departments of the Federal Forest Service establish the rules for forest territory 
licensing, calculate the main forest user charge (stumpage fee). The rules for calculation of the 
minimum stumpage fee are established by the federal level. Forest units manage forest terri-
tory, provide forest inventories contracting forest inventory enterprises, undertake forest pro-
tection and reforestation, implement fire protection policy. The main instrument to manage for-
est use is the calculation of "allowable cut". All protected areas should be excluded from this 
area. Besides, forest units are responsible for issuing "cut tickets" for loggers and to defining 
the stock of timber at the area for cutting.  
 
Some innovative approaches to forest management are encouraged by the draft regional for-
est code, which stipulates model forests as a new approach to sustainable forest manage-
ment. However, that status is not defined precisely. This creates problems with the implemen-
tation of the WWF project.  
 
 
2.1.2 Institutional context of sustainable forest management 
 
2.1.2.1 General aspects 
 
Sustainable forest management is based on a broad involvement of all stakeholders in the de-
cision-making process. This includes close co-operation of federal authorities (federal forest 
service) and forest units, regional government, local administration, local population, NGOs, 
forestry industry including timber processing, scientists, etc.  
 
Certification could serve as an efficient promotion of sustainable forestry. Together with the 
future threat from the world market for uncertified timber it should be used at present as a 
process oriented tool. Preparation of independent certification will support sustainable forestry 
in the long run. 
 
 
2.1.2.2 Particularities of the Objachevo Model Forest Sub-Project  
 
WWF played an important role as facilitator of co-operation for the benefit of sustainable forest 
management. An efficient working group was created to discuss approaches to model forestry. 
An innovative department to solve sustainable forestry problems in the forest unit was estab-
lished. An agreement with the forest inventory enterprise was signed to prepare draft plans for 
a model forest. The work of the team is controlled by the regional board under the chairman-
ship of the Minister of Environment and Natural Resources of Komi.  
 
The main engine of the work is WWF with strong support from the local industry which intends 
to use the model forest as a framework for  efficient investments in the future. Local industry 



External Evaluation of Swiss funded component of the WWF Russia Biodiversity Programme  Part 2 
 

23  

already has an investment plan incorporating new environmentally friendly technologies with 
US, Swiss, Italian and Swedish firms. So far, one firm (IKEA) made the certification of timber in 
the model forest a condition for their participation.  
 
Participation of local population and NGOs is especially promoted by the WWF project. How-
ever, it had to follow existing traditions of the country and first lobby local administration for the 
involvement of the local population. At later stages more active involvement of the local popu-
lation is planned based on the creation of a new NGO to consider model forest issues. WWF 
project was not very quick in involving local people, but it has a clear concept of how to im-
prove the situation and has already started to work on this aspect. 
 
 
2.1.3 Financial Issues of sustainable forest management 
 
The Forest Code defines the rules for the distribution of income from minimum stumpage fee. 
40% should go to the federal budget, 60% should go to the regional budget. All extra income 
above minimum stumpage fee should go to the forest units. As for financing of forest man-
agement, the federal level should finance reforestation, and the regional level should finance 
forest protection. 
 
Komi has its own forest law since 1990. They plan to adopt a new Komi Forest and Forest Us-
ers Code next fall. The main difference from the Federal Code is that they would like to estab-
lish regional ownership for the forests of the 2 and 3 classes and have a different system for 
distribution of stumpage fees collected. All money should go to the regional level. However, 
the federal level has to finance all forest management expenses.  
 
It is worth mentioning that at present, the distribution of stumpage fees collected is based on 
the statements from the Basics of Forest Law from 1993, when all the taxes were sent to the 
local budget and they then sent 50% to finance forest units. That system is still in operation. 
Regions give 50% stumpage fees discount for secondary cut and 20% discount for primary 
selective cut. Average level of stumpage fee is 1.2 USD per m3 of timber. Thus, the existing 
system was designed to create incentive for sustainable forest cut. However, even with a low 
profit from logging the stumpage fee is too low to create any incentives.  
 
Sustainable forest management includes sustainable financing of forest. So the WWF project 
has to analyse the existing system of financial flows in the forest sector (taxes, stumpage fees, 
monetary benefits including non-timber values, potential benefit from biodiversity conservation 
and carbon market, benefit from new policy of fire protection, etc.). It is relevant to analyse the 
establishment of a special fund to finance model forest at the beginning. In the long run sus-
tainable forestry should be self-sustainable. Part of the benefits from its operation could be col-
lected in the fund for the benefit of the local population. So far, the WWF project has not ad-
dressed such issues. It has to involve specialists in this field and use their expertise. 
 
The first steps towards the diversification of the financing of the model forest were established 
by facilitating the participation of Komi, presenting this project, in Northern Forum. The experi-
ence was a successful one and creates potential for co-financing. 
 
 
2.1.4 Issues and constraints 
 
The new regional forest code is not yet approved. Up to now, it does not correspond with the 
federal code about property rights for forests and financial issues. WWF had no real strategy 
on how to use the law-making process to the benefit of the project. 
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The current approach to conservation on forest land is aimed at forest protection (class 1). 
Strict norms for class 1 forest management and logging leave little room for innovation in this 
area. There is as yet no legal term of “model forest”. WWF should find the way to achieve ex-
perimental forest unit status for the model forest, and rules for a new type of forest manage-
ment should be clearly defined in legal documents. As the region is interested in the develop-
ment of the forest sector, some innovative approaches in forest management  could be lobbied 
at the regional level, especially with regard to the effective forest management and new policy 
of stumpage fees. 
 
Sustainable forest management is developing with no competition of logging companies. This 
creates difficulties to use BAT and apply any economic analysis. WWF should analyse all 
benefits and costs of sustainable forest management and lobby results of the research for the 
benefit of the region during implementation of the forest industry restructuring program. 
 
The certification process does not have clear status yet. However, a lot is done at the federal 
level. WWF Komi should not be isolated from this work. It should play an active role in the es-
tablishment of an independent certification procedure, elaboration of national and regional 
standards, and promoting the process and not only results. 
 
The forest industry crisis created a lot of social problems. Therefore, the support of the local 
population is vital for the project. WWF has a clear strategy of their involvement in the project 
and should implement it. 
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2.1.5 Conclusions 
 
“Model forest” should be continued with more attention to legal and economic aspects. It is 
necessary to create a concept of a model forest with regard to economic sustainability and use 
this information to determine the scale of project. 
 
WWF had some activity in the legal sphere; this should be strengthened, especially with re-
gard to the status of model forest. WWF should give further emphasis in contributing towards 
the establishment and enforcement of transparent and implementable rules for forest man-
agement and use. 
 
The working group and the initial innovation group form a stable institutional basis for the 
model forest  development. 
 
Economic analysis should form the basis for sustainable forest management, as well as a 
broad participation of the local population.  
 
It is necessary to look for co-financing of the project, more active use resources of Northern 
Forest in this respect and produce a feasibility study to attract private co-financing for the pro-
ject. 
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2.2 Technical Aspects 
 
2.2.1 Targets 
 
The targets for this project component as defined in WWF’s 1995 project proposal to SDC are 
summarized in the following table 2. The background information on targets and activities as 
provided for the Pechoro-Ilych Reserve apply also to this project component. 
 
Table 2 Targets and level of achievements for the Model Forest 
 

Objective/Goals/Activity Rating of 
Achievement *1 

Probability 
to achieve within 
given time frame 

Development of Models for Sustaining Boreal Forests   
select and establish model forest area in Komi 5 5 
develop guidelines for sustainable forestry 2 4 
implement survey of pristine forests in model forest area 4 5 
secure pristine forests in the model forest area 5 5 
secure monitoring data from the Reserve n. e. n. e. 
elaborate, save and make available relevant data from pristine 
taiga 

n. e. n. e. 

develop a management plan based on landscape planning 1 1 
develop harvest rate plan with spatial pattern considerations 1 3 
elaborate long-term economic development plan 1 2 
prepare guidelines for sustainable forests in Scandinavia n. e. n. e. 
develop value added wood product industry n. e. n. e. 
facilitate business contacts with western companies 1 3 
arrange ‘publicity’ and initiate international contacts 
 develop project brief 
 lobby agreements on national and regional level 
 produce films about Reserve and pristine forests 
 produce written materials about area and forests 

 
n. e. 
n. e. 
n. e. 
n. e. 

 
n. e. 
n. e. 
n. e. 
n. e. 

Training and Environmental Education   
establish training program for forestry sector: 
 train foresters in sustainable forest management 
 train foresters for certification 
 train foresters to deal with foreign investors 
 provide training in landscape planning 
 assess needs for training infrastructure 
 provide infrastructure for training 

 
1 
1 
1 
2 

n. e. n. e. 

 
2 
2 
2 
4 

n. e. 
n. e. 

prepare model area for forestry training and education 
 develop and establish a training and education program 
 establish visitor facilities (for forestry related persons) 
 develop and implement study tours for Russian forestry per-

sonnel and students  
 develop program for international forestry students, foresters 

and scientific personnel 
 implement economic development plan for education  
 develop demonstration sites and study tours 

 
n. e. 
n. e. 

 
n. e. 

 
n. e. 
n. e. 

 
n. e. 

2 
n. e. 

 
n. e. 

 
n. e. 
n. e. 

stakeholders are familiar with sustainable forest management 3 4 
Environmental Education and Public Awareness is achieved   
develop ‘education’/awareness plan n. e. n. e. 
inform and educate local population on principles for sustainable 
forest management 

1 3 

 

Explanations: *1 rating from 0-5 (1=low to 5=fully achieved)  
 n.e. = not evaluated / unknown  
 *2 and *3: see chapter 3 (in this part 2)  
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2.2.2 Achievements 
 
a) Identification of Pristine Areas and Moratorium. The project has been highly successful in 
the identification and preliminary protection of ‘pristine’ forests left in the model forest area. Al-
though the degree of ‘pristiness’ and corresponding values in terms of biodiversity still need to 
be defined, the current moratorium placed on these areas provides protection until final deci-
sions can be made on the most appropriate protection and use of these areas.  
 
b) Establishment of a GIS Unit. The project has successfully established a two person GIS 
Unit which now is operational. The unit is fully equipped with computers, plotters and software, 
the team has received basic training in data digitalization, the use of plotters and basic map 
production. Further training will be provided as required. The GIS unit is integrated into the 
Forest Service as a separate entity. This is of mutual benefit, providing the unit with access to 
the forest data base regarding the model forest area and the Forest Service with access to 
much needed digitized maps. 
 
c) Market Research. The project has successfully established first contacts with foreign com-
panies within its efforts to search for suitable markets for value added wood products to be 
produced in the model forest area. Of particular interest in this context seems to be the Swed-
ish furniture Company IKEA with a vested interest in the project. 
 
d) Inter-institutional Network. The project has effectively lobbied the rationale of sustainable 
forest management at highest Government levels on a regional and local basis. Good working 
relationships have been established with the Forest Committee, Academy of Sciences, Sykty-
vkar University, and several other institutions. Some of the working relationships have been 
formalized in form of MoUs.  
 
e) Concept for Sustainable Forest Management. A serious effort has been made to concep-
tualize sustainable forest management and to adapt international guidelines to local condi-
tions. This process is being implemented participatory, involving an inter-disciplinary group of 
academicians with affiliation to the forestry sector. Although the process has not been con-
cluded, noteworthy progress has been made. 
 
 
2.2.3 Issues and Constraints 
 
a) Gaps in Institutional Structure / Project administration. The rationale for using the exist-
ing administrative framework with a well established structure to manage the selected model 
forest area seems convincing. Under given circumstances the creation of a separate adminis-
trative entity would not have been acceptable by the authorities neither would it have been de-
sirable and/or in the best interest of the project. It is apparent that by utilizing an existing struc-
ture the ‘baggage’ which comes with it has to be absorbed as well. By adding new components 
to the administrative structure (i.e. innovation group etc.), the project strategically resolved the 
problems of how to incorporate the new approach into an existing structure, at the same time 
circumventing a structure which shows little flexibility. 
 
One of the important elements missing in the current structural constellation are planning is-
sues. If not addressed properly at an early stage, the lack of clear planning responsibilities and 
authority may soon grow into a serious stumbling block, jeopardizing the entire project. To date 
the project has not given sufficient consideration to how to incorporate the different planning 
elements into the existing structure. 
 
The role of corporate planning should not be underestimated. The Forest Service with overall 
responsibility for the project, has to assume this responsibility. Under the old system corporate 
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planning was not required; it was handled centrally in form of ‘corporate propaganda’. The new 
approach, however, has to be presented to the outside world and will be critical in forming the 
new image of the Forest Service in taking the lead in sustainable forest management with em-
phasis on sustainable biodiversity conservation and wood product certification. This requires a 
completely new policy concept, the development of long-term goals and objectives and the 
planning of strategies of how to achieve them. The project has to identify how corporate plan-
ning can best be handled, whether through a small inter-departmental sub-unit of the Forest 
Service, or an inter-institutional team. It should be understood that a corporate plan is binding 
and therefore of critical importance to the key players. 
 
The project proposes an integrated management plan for the model forest. This will be a very 
ambitious undertaking due to the size and complexity of the area. Again, the planning authority 
has to be assigned to somebody and some institution has to take the lead role. For a detailed 
discussion on this plan it is referred to issue (c). 
 
Sub-Unit plans, currently elaborated on a Leskhoz level, have to be adjusted to the new guide-
lines for sustainable forest management. This requires training of the planners and guidance in 
the planning process until the know-how has been acquired. This has not been addressed suf-
ficiently by the project. The same applies to logging plans which have to incorporate complex 
new rules and regulations which still have to be worked out. 
 
Annual workplans on a Leskhoz level with sound budgeting for the new responsibilities have to 
be adjusted to the expected changes. Again, this requires substantial training of forestry per-
sonnel which to present concentrates on production forest and commercial forest exploitation. 
The new functions of the foresters will be more directed towards environmental aspects and 
proper silviculture rather than production forest. Again, this requires training and a change in 
culture which has to be addressed in the project. 
 
b) Low Recognition on Federal Level. There seems to be insufficient recognition of the Komi 
‘model forest’ project on the federal level. The Canadian Forest Model concept seems to be 
the favoured version as a result of strategically incorporating the Federal Agencies on the 
highest level into the Canadian scheme from the first start of the project. It does not necessar-
ily reflect a better quality concept. For whichever reasons there is a need for further lobbying in 
order to gain the full support on the Federal level. 
 
The Komi concept for sustainable forest management seems to be progressive and environ-
mentally sound than the Canadian model. The Komi Model has a clear focus on sustainable 
biodiversity conservation, the integration of pristine forests into the integrated management 
plan and general environmental issues related to logging practices. There is an urgent need to 
carry this message beyond the Komi Republic. 
 
c) Too Large a Size Planning Area. To elaborate a practical and meaningful integrated eco-
nomic development plan for an 800,000 has area is a very ambitious undertaking which re-
quires a lot of manpower, cooperation and funds. It is doubtful that such a large area can or 
should be handled by the project. To develop a working model for sustainable forest manage-
ment, not more than 10 000 has are needed in boreal forest. Given the degree of disturbance 
through commercial logging in the Komi region, an area of 100 000 has would seem more ap-
propriate. It is believed that an area this size can supply the required diversity in logging history 
and biodiversity in order to practice and demonstrate sustainable forest management under 
different forest prescriptions.  
 
The current area historically has experienced a lopsided development, directly linked to ac-
cess; accessible areas have been over-exploited, the rest remained untouched -except for 
fires. An overall economic development plan will have to address access and past use prob-
lems in order to evenly distribute harvest pressure and, at the same time, accommodate de-
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mands for protection forest and biodiversity conservation. That means development and fi-
nancing an access plan as well as site specific management plans with inventory information 
on a 1 : 10 000 scale level. Road access, especially all-weather roads constructed to environ-
mentally acceptable standards in the area of interest, will be extremely costly due to unfavor-
able terrain (i.e. poor drainage, deep organic soils etc.). It is apparent that ‘pilot areas’ have to 
be chosen in order to start the process; to make the choice without causing social unrest es-
pecially within economically less privileged areas, will be very difficult. All this could be much 
easier accomplished within a smaller size area. 
 
d) Too short a time frame, too small a budget, no presence on site. It is obvious that the 
time frame of three and a half years is much too short and the budget much too low for a pro-
ject this size. Taking the need for a cultural change in participating institutions into considera-
tion and the time requirements for the development of a conceptual framework for sustainable 
forest management, five years would be the absolute minimum for the project to become op-
erational. A time frame of 10 years would be even more realistic considering the need for the 
establishment of markets for timber and non-timber forest products and to achieve the dra-
matic changes required by a new forest practices code with respect to sustainable forest man-
agement. 
 
One of the key questions is which role WWF and/or the project is expected to play. Will it be 
sufficient to remain the facilitator and provide some guidance to the process or is there a need 
for the project to get involved in certain areas of project implementation. Either way, neither the 
current funding or the proposed time frame is sufficient to provide the system with self-
sustainability. 
 
There is little doubt that a permanent project office on site would accelerate the process of 
self-reliability of the model forest. Capacity building, lobbying, public participation, supervision 
and guidance would be much more efficient if done by project personnel on site than from Syk-
tyvkar. However, the problem of isolation is much less significant than for Pechoro-Ilych. The 
distance between the project office and the model forest area is much shorter and communica-
tion much easier. Nevertheless, a permanent presence in the area, or at least one project per-
son with full time responsibility for this project component and seat in the Syktyvkar office is 
required. The current project manager has too much of a work load already.  
 
e) New forest practices code. The need for a new forest practices code adjusted to the sus-
tainable forest management concept has been addressed by the project. However, the com-
plexity of such code which has to cover logging operations, silviculture and stand tending, wild-
life habitat and general biodiversity conservation issues, conduct by key players, rehabilitation, 
roads construction and maintenance etc. may be under-estimated. Also the matter of urgency 
does not seem to be fully appreciated. The practices code should be available prior to the is-
sue of logging permits. 
 
The same applies to the enforcement of the new code and guidelines. Responsibilities have to 
be assigned for enforcement and training offered accordingly. The question remains, whether 
the enforcement will continue to be the sole responsibility of forest rangers and State foresters, 
or whether to involve an NGO and/or other stakeholders as impartial arbitrators. 
 
f) Confusion regarding Education, Awareness Building, Training and Public Relations. 
The liberal use of terms such as ‘education’, ‘awareness building’ ‘training’ and ‘public rela-
tions’ causes much confusion. The confusion starts already with WWF’s original proposal to 
SDC where no clear distinction is made between environmental education and training and no 
clear distinction between target groups. 
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It would be to the benefit of the project to make a clear distinction as follows, and adjust pro-
gram activities accordingly: 
 
 environmental education including formal and informal education is generally addressed 

to the public as principle target group, including school children and the lay-person;  
  
 formal education generally addresses two target groups: school children and University 

students. 
  
 environmental awareness building is usually directed towards the general public, but 

may also single out specific target groups such as politicians, community leaders etc. 
  
 training may address a wide range of target groups, but predominantly professionals. This 

includes teachers, in the case of the project foresters and biological scientists, Reserve 
managers etc. 

  
 public relations has little in common with the other terms. The materials for public rela-

tions may be provided through one or the other component from the education, awareness 
building, and/or the training sector. Public relations is only the presentation of the corpora-
tion to the outside world. It is an image building process with responsibility within the or-
ganization - in this case WWF. 

 
For clarity reasons and a better understanding of project activities it would be to the benefit of 
the project to make these clear distinctions between programs, activities and target groups. At 
current, Komi project components are mixed in with activities run by the Moscow office, local 
on-site training with seemingly unrelated international training.  
 
g) Lack of Needs Assessment for Specified Target Groups for Training. The project should 
urgently focus on a needs assessment for training requirements for the sustainable model for-
est area. Target groups should be identified and training modules elaborated accordingly. Tar-
get groups would range from foresters on the Leskhoz level to logging operators, contractors 
and forest workers. The training modules should cover rules and regulations from the to-be-
elaborated new forest practices code for sustainable forest management (i.e. legal require-
ments and policy framework) as well as ecological baseline knowledge as applied to biodiver-
sity conservation in managed forests. Skill development should be considered for operation of 
environmentally friendly logging equipment, horse logging, reforestation, stand tending, silvi-
culture and proper wildlife habitat management.  
 
h) Unidentified Beneficiaries of Project. It would be useful to identify the beneficiaries of the 
model forest area in order to justify the project. Sustainable forest management for biodiversity 
conservation may well be the driving principle but stakeholder benefits may be of equal impor-
tance. Of special significance are potential benefits through the project to economically less 
privileged villagers and communities with high unemployment as caused through lay-offs in the 
forestry sector after the breakdown of the system. Emphasis in the project has to be placed on 
the creation of job opportunities in the forestry sector, the utilization and commercialization of 
minor forest products and the wood processing industry. The project should favor an innova-
tive approach to job creation with focus on isolated and forest dependent communities. 
 
i) Insufficient Stakeholder Involvement. To date emphasis has been placed on lobbying the 
project at the regional and local Government level and the development of the policy and con-
ceptual framework for sustainable forest management. The success of this concerted effort is 
noteworthy. Now it would be the time to pull in other stakeholders, in particular logging compa-
nies, local operators, NGOs and forest personnel from the Leskhoz for a participatory devel-
opment of the economic development plan for focal areas of the model forest. Of particular 



External Evaluation of Swiss funded component of the WWF Russia Biodiversity Programme  Part 2 
 

31  

importance are communities with dependence on the model forest area. It seems that stake-
holders have been involved to date more on a ‘consultative’ basis rather than participatory. 
Development of ownership in the concept of sustainable forest management can only be 
achieved if stakeholders begin to identify themselves with the process. 
 
j) Questionable Motives for Sustainable Forest Management. From discussions with key 
persons related to this project component it became apparent that some stakeholders seemed 
to be interested in sustainable forest management only in order to receive the much discussed 
certification of wood products. This interest is clearly for the wrong reason. Every effort should 
therefore be made to convince stakeholders about the need for sustainable forest manage-
ment for the sake of resource and system sustainability. This is much easier to appreciate if 
practical examples are chosen to convince stakeholders about this necessity. Sustainable pro-
tection of water resources in order to maintain high quality drinking water, for flood prevention, 
soil and aquatic habitat protection and to enhance fish populations. Of special importance to 
local communities are proper wildlife habitat management and conservation of productive ar-
eas for minor forest products (i.e. berries and mushrooms) which may best be achieved 
through sustainable forest management. 
 
k) Lack of Identified User Rights for Non-timber Forest Products. It seems prudent to in-
clude non-timber forest products in the general equation of economic forest values due to their 
critical importance to rural populations. Of particular interest are berry crops and mushrooms 
which constitute the most important source of income for many families of the model forest 
area. Somehow, this use of non-timber products should be regulated and formalized in order 
to prevent future conflicts. 
 
l) Need for Marketing Non-timber Forest Products. It would be very beneficial to the forest 
dependent communities of the model forest area to provide assistance in marketing non-timber 
forest products. It is noteworthy that first attempts in this direction have been made by the pro-
ject. Efforts, however, should be stepped up and contacts be established with entrepreneurs 
interested in exploring this market niche. This seems a matter of urgency. To provide help to 
the poorest would surely contribute to a better appreciation of the sustainable forest manage-
ment concept. A practical example is more convincing than the best environmental education 
campaign. 
 
m) Need for Partnership with Hunting / Fishing Community for Habitat Management. It 
would be to the best interest of sustainable forest management to confirm the alliance with the 
generally powerful hunting and fishing lobby. Hunters and fishers have a vested interest in 
proper wildlife habitat management which may best be achieved through sustainable forest 
management. The hunting and fishing lobby  worldwide is one of the strongest ally for wildlife 
habitat protection. 
 
n) Confusion Regarding Protection Forest. As a first step in the ‘landscape’ planning proc-
ess the pristine forests in the 800,000 has model area have been identified and delineated on 
the base map. Since pristine areas are considered the backbone of biodiversity conservation 
in the model forest area a moratorium has been placed on these forests. It implies that no log-
ging or other interventions are permitted until a final decision on the best use of these areas 
has been made. In this context there seems to be some confusion within the Forestry Service 
on what to protected. The Evaluation Team has been informed that the intention is to place 
10% of the model forest area under protection. This needs clarification since random protec-
tion of 10% does not make sense. It is understood that it should read 10% to be protected of 
each ecosystems or biogeoclimatic zone instead of a blanket protection of a random 10% 
area.  
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o) Need for EIA in Overall Program. Environmental Impact Assessments (EIA) should be in-
cluded in the forest practices code for the sustainable forest management concept. The need 
for EIAs may be of particular importance for development projects and/or logging operations in 
environmentally sensitive terrain; this applies to equipment use in logging operations, road and 
bridge construction, linear development projects, quarries, drainage and many other activities 
with potentially adverse environmental impacts. The code should specify the conditions and 
technical requirements for EIAs. EIAs should also address land reclamation and rehabilitation  
needs which may be required on completion of a development project. In this context, techni-
cal guidelines should be developed for rehabilitation of skid- and logging roads but also for 
road maintenance requirements. 
 
p) WWF’s Lack of Corporate Background in the Forestry Sector. There seems little corpo-
rate experience within the WWF family in forest management. It therefore would be to the best 
interest of the project to network with experienced European forestry services, private compa-
nies and institutions with proven corporate experience in this sector. Of particular interest could 
be the German Forestry Sector with 200 years of sustainable forest management experience 
and sound knowledge in the development of progressive conceptual framework conditions and 
policies for social forestry and sustainable forest management for biodiversity conservation.  
 
The project seems to focus too much on the Scandinavian experience which is not necessarily 
known for best forest management practices, especially not for sustainable forest manage-
ment for biodiversity conservation. In-house expertise seems insufficient in WWF to tackle 
‘model concepts’ for sustainable forest management without a sound network outside the or-
ganization. 
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2.2.4 Conclusions 
 
This project component receives an overall high rating for achievements on the political, pro-
ject awareness building level. It is noteworthy that all institutions and Government agencies 
affiliated with the model forest area in the Komi Republic are well informed about the rationale 
of sustainable forest management and future needs for wood product certification. The current 
approach of the project to manage the model forest area participatory through the existing 
administrative framework of the Forestry Service seems sound and is supported by the 
Evaluation Team.  
 
Further work is needed to clarify and delegate corporate and technical planning responsibili-
ties. There is a need for a transparent, practical and simple practices code tailored to sustain-
able forest management. The code has to include technical guidelines for environmental im-
pact assessments and land rehabilitation and spell out the conditions for the requirements of 
EIAs. 
 
A serious effort should be made to identify beneficiaries of the project, in particular amongst 
the needy forest dependent communities which actively should be involved in the planning and 
management process. 
 
The model forest area seems to be much too large for practical economic planning purposes. It 
should be considered to maintain the current size for the overall landscape planning approach 
which seems to be wanted to identify areas of special protection needs. However, to practice 
sustainable forest management it seems prudent to concentrate on one much smaller sized 
priority area (less than 100 000 has) which offers opportunities for the required range of differ-
ent scenarios. A down-scaled demonstration area would be much easier to handle from a lo-
gistical and practical view. 
 
The need for intensive networking, in particular the German speaking areas of Europe, seems 
to be of great importance in the light of lacking corporate experience in forest issues by WWF 
as project executant. This would be of special benefit for training and personnel exchange. 
 
The Evaluation Team recommends stronger emphasis on non-timber forest products which in 
the current market economy are of vital importance to rural populations in the model forest 
area.  
 
Although the project has done well in preparing the ‘theoretical’ framework for sustainable for-
est management, there seems some urgency to move on to practical implementation and to a 
demonstration of how the concept can be applied successfully. If this is not done soon, the 
project may loose momentum and enthusiastic politicians their interest. 
 
In summary, the model forest project has been quite successful to date. The project is well 
embedded in the world-wide drive towards sustainable forest management and can provide a 
significant contribution for sustainable management of boreal forests, provided, sufficient 
funds can be found for a second phase with a time-frame of five to seven years minimum. 
Anything less than five years would be much too short for meaningful achievements. 
 
In this light it is recommended to provide further technical support to the project and to in-
crease financing in order to enable the establishment of a project office on site. Project pres-
ence on site seems of critical importance to success, especially as a result of tireless lobbying 
and awareness building which assists in achieving cultural changes in the still rigid administra-
tive structures of the Forestry Service. 
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2.2.5 Recommendations 
 
It is recommended: 
 
 To identify who will be responsible for the different planning needs, how planning will be 

done and how the training for the development of the required planning skills can best be 
achieved. Time frame: Immediately and to be finished within first phase. 

  
 To focus on a two and five year corporate plan which presents the new concept of sustain-

able forest management to the outside. Time frame: Immediately and to be finished 
within first phase. 

  
 To concentrate on lobbying a well defined concept of sustainable forest management, 

highlighting the most salient points of biodiversity conservation as guiding principle, at the 
Federal level. To develop a strategy accordingly. Time frame: Immediately and continu-
ing. 

  
 To re-assess the question of a more realistic size area where sustainable forest manage-

ment can be demonstrated. Time frame: Immediately and to be finished within first 
phase. 

  
 To recruit at least one forester with sole responsibility for the model forest area. The same 

person should closely interact with the project person to be hired for the Zapovednik and 
the liaison officer for the Zapovednik and its support zone. Time frame: Immediately and 
continuing. 

  
 To extent the time frame for the project by a minimum of five years in order for the sustain-

able forest model to become operational and a true working model to be replicated else-
where. The available budget has to be augmented accordingly, either through a second 
phase financed by SDC, or own financing by WWF. The progress made justifies an exten-
sion of the project. Time frame: For second phase. 

  
 To urgently initiate work on a new forest practices code and identify most suitable en-

forcement mechanism. Time frame: Immediately and to be finished within first phase. 
  
 To clearly differentiate between the various categories of education and training, aware-

ness building and public relations which should be reflected in a better distinction within 
work programs. Time frame: Immediately and continuing. 

  
 To implement a needs assessment directed at target groups to be identified in accordance 

with the new forest practices code and a systems approach with respect to sustainable for-
est management for biodiversity conservation. Time frame: Immediately and to be fin-
ished within first phase. 

  
 To identify beneficiaries of the project and to use this information for the justification of fur-

ther investments into the project. Time frame: Immediately and continuing. 
  
 To identify pertinent stakeholders and to include them in participatory planning of the eco-

nomic development plan for the model forest area. Time frame: Immediately and continu-
ing. 

  
 To concentrate on convincing stakeholder about the long-term logic of sustainable forest 

management for other reasons than obtaining wood product certification. Time frame: Im-
mediately and continuing. 
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 To quantity and qualify the use of non-timber forest products and to formalize user rights. 

To assist users of non-timber forest products in marketing their exploits. Time frame: Im-
mediately and continuing. 

  
 To include the local hunting and fishing clubs into the planning process for the model forest 

area, also to be included as partners in public awareness campaigns with focus on explain-
ing the concept and need for sustainable forest management. Time frame: Immediately 
and continuing. 

  
 To specify the need for environmental impact assessments in connection with development 

projects and logging operations in the model forest area and to develop technical guide-
lines for the implementation of EIAs. Time frame: Immediately and to be finished within 
first phase. 

  
 To develop guidelines and requirements for rehabilitation and land reclamation after envi-

ronmental disturbances with potentially adverse impacts on biodiversity conservation. This 
applies in particular to construction and maintenance of all weather roads and logging 
roads (i.e. including skid trails). Time frame: Immediately and to be finished within first 
phase. 

  
 To incorporate the guidelines for EIAs in the forest practices code for the sustainable forest 

concept. Time frame: Immediately and to be finished within first phase. 
  
 To develop a sound network -besides Scandinavia- for the development of the conceptual 

and policy framework for sustainable forest management for biodiversity conservation with 
special consideration of the German Forestry Sector which grandfathered the concept. 
Time frame: Immediately and continuing. 

  
 To make optimum use of the expanded network for a continuing exchange of foresters and 

for general training purposes including the logging sector. Time frame: Immediately and 
continuing. 
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3. Sub-Project: Training and Education 
 
 
3.1 Purpose 
 
Following the project proposal, the purpose of this component is: 
“Develop an education and training centre in boreal forest ecology, protection and manage-
ment for national and international target groups at Pechoro-Ilych Reserve”. 
 
 
3.2 Targets 
 
The targets for this project component, as defined in WWF's 1995 project proposal to SDC, 
are summarized in the following table 3. The background information on targets and activities 
as provided for the Pechoro-Ilych Reserve apply also to this project component. However, in 
analyzing the original project proposal more carefully, the evaluation team felt that the separa-
tion of Education and Training as a distinct third component from the other two is rather artifi-
cial (see in this part the chapters 3.5 Conclusions, and 3.6 Recommendation 6), and that ex-
pected results and expected activities do not always correspond very clearly. Therefore the 
achievements of the project component Training and Education are assessed not strictly fol-
lowing the structure of the original project proposal, but mainly on the basis of achieved activi-
ties: 
 incorporating the few training and education aspects of the sub-project (1) Securing Zapov-

ednik, 
 excluding the numerous training and education aspects of the sub-project (2) Model Forest, 
which form the major part of the project and are discussed under chapter 1 and 2 of this part. 
 
 
Table 3        Targets and level of achievement 
 

Targets (Objective/Goals/Activity) Rating of 
Achievement *1 

Training and Education (in Komi Republic)  
1. Develop programme for education and study tours for national students and ex-
perts 

3 

2. Develop programme for education and study tours for internat. students and ex-
perts 

3 

3. Organise facilities for visitors      2 
4. Carry out an economic development plan for education   1 
5. Secure monitoring data from the Reserve    4 
6. Compile and review existing knowledge about pristine taiga and make it available 4 
7. Arrange publicity and initiate international contacts for the Reserve 3 
8. Produce written materials about the Reserve and the pristine taiga 4 
9. Produce films about the reserve and pristine taiga    4 
10. Survey of valuable forests outside the Z. as an education activity for Komi stu-
dents   

1 

11. Carry out education of local society, promoting the values of the protected areas 2 
12. Training of Zapovednik staff to increase its abilities to meet new demands 2 
 

Explanations:  *1 rating from 0-5 (1=low to 5=fully achieved)  
  n.e.: not evaluated / unknown  
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3.3 Achievements 
 
 
Where appropriate, recommendations on the detailed level of the activities' assessment have 
been added. The recommendations under 3.6 are of more general character, referring to the 
project component as a whole. 
 
 
3.3.1 Develop programme for education and study tours for students, scientists and 
foresters from Russia in Pechoro-Ilych Reserve 
 
A curriculum in “Biodiversity and Sustainability of Pristine Boreal Forest” for students in biology 
and in forestry from Syktyvkar University has been elaborated. Five “Education Trails” in the 
pristine forest of Pechoro-Ilych Zapovednik have been set up as integrated parts of the curricu-
lum, serving as study resource for the practical part of the curriculum. So far, approximately 30 
students have taken part in this official, mandatory course and have passed the final examina-
tions. In addition, a similar but much shorter course, including a study tour to the Zapovednik, 
is in preparation for foresters of Syktyvkar. 
 
Main constraints are the relatively high costs to get to and to stay at the Zapovednik, amount-
ing at approximately US$ 200.-/P. for a two weeks trip, and the poor or even not-existing facili-
ties for accommodation in the Zapovednik. 
 
The task has been started successfully. However, the follow-up costs for a sustainable use of 
the new opportunities have not fully been taken into consideration. If the original purpose of 
the project component is to be fulfilled, additional funds for covering travel costs for students 
and foresters visiting the reserve must be found. The same is true for an improvement of the 
basic infrastructure (e.g. transformation of former Kindergarten into a modest guesthouse for 
groups), regardless of their future management  by the Zapovednik or by private persons. In 
order to reduce the high dependency on financing through WWF, this objective should be 
achieved as much as possible through co-financing. In any case, additional education trails - 
even if not in truly pristine forest - should be created at a closer distance to Syktyvkar. Fur-
thermore, partnerships with Forestry Faculties of other Universities (e.g. Archangelsk, St. Pe-
tersburg) should be built up step by step, in order to implement similar curricula in other aca-
demic centres of the same region. 
 
 Rating: 3 
 
 
3.3.2 Develop a programme for education and study tours for international students, 
scientists and foresters 
 
In the last few years, more than 100 students and experts from outside Russia have found 
their way to the Zapovednik, mostly on an individual basis. According to the project co-
ordinator, the potential number of scientists, students and foresters, especially from Western 
countries, interested in a visit to the reserve is high. The expected number of visitors could be 
increased considerably, provided that the reserve is known outside Russia, that study tours are 
being organized and that the infrastructure corresponds to a minimal standard. 
 
Main obstacles are the remoteness of the site, lack of institutional and personal relations be-
tween the Z. and potentially interested groups outside Russia, the poor accommodation facili-
ties and the language problems.  
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Currently, a programme for courses and study tours for students from Scandinavia is in prepa-
ration. An extension to target groups in German speaking countries is planned. With regard to 
the sustainability of these programmes and as part of the general strategy for more openness, 
partnerships with foreign Universities, Institutions and Interest Groups in the field of Forestry, 
Biodiversity and Conservation should be established. This is only possible if Z. staff achieves 
better skills in English. The present attempt to get a native English speaking guest teacher to 
the Z. is therefore a valuable step in the right direction, even if this kind of language training 
will hardly eliminate all communication problems with foreign visitors.  
 
 Rating: 3 
 
 
3.3.3 Organise facilities for visitors    
 
According to the project co-ordinator, this task has been excluded from the project, restricting 
its support only to the facilitation of  field activities, especially in setting up education trails. 
 
Some limited travel and accommodation facilities to and in the Zapovednik and its Buffer Zone 
do exist, mainly thanks to the project which provided cars, boats, motors, fuel and other basic 
equipment to the Reserve. However, these infrastructures are mainly intended to facilitate the 
proper management of the Reserve, and not to serve guest visitors. Therefore, a visit without 
personal relations, own travel equipment and the right attitude to a very basic lifestyle is still 
practically impossible at the moment.  
 
A study of the possibilities of eco-tourism in the reserve and its buffer zone has recently been 
carried out by Mrs. I. Anderegg. A translation into Russian is presently under way by the pro-
ject staff. Some general recommendations of the otherwise rather descriptive study present 
valuable indications in which direction improvements should go. However, the question re-
mains open by whom and with which money these improvements should be achieved, and 
who shall take the responsibility and risks of running the business later (see Recommendation 
3). 
 
 Rating: 2 
 
 
3.3.4 Carry out an economic development plan for education  
 
To our knowledge, not much has been done in this direction up to now. 
The present economic situation makes it extremely difficult for individuals as  well as for institu-
tions in Russia to cover any extra costs for studies outside the universities and their immediate 
surroundings. Any prediction on the future economic development seems to be extremely diffi-
cult. 
 
In this respect, the evaluation team perceives it as a short-coming, that the possibilities for co-
financing through existing credit-lines of different agencies have not yet been explored sys-
tematically. 
 
The economic development plan should be finished by the end of phase 1 and should come 
up with proposals how and where additional funding for educational activities focused on forest 
issues could be found. In view of the increasing awareness the global community is assigning 
to the protection of forests, respective opportunities do exist.  
 
 Rating: 2 
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3.3.5 Secure monitoring data from the reserve 
 
The Z. staff has been provided with modern computer equipment by the project and seems to 
use it skilfully. According to the staff, important monitoring data are constantly entered and 
processed. 
 
The task has  successfully been started. Despite the huge amount of formerly collected data 
which must be transformed and entered in an agreed form, the target seems to be achievable 
without major problems. 
 
 Rating: 4 
 
 
3.3.6 Compile and review existing knowledge about pristine taiga and make it available 
 
The elaboration of a bibliography of all relevant studies and books of the last 70 years is in its 
final editing stage and will be available at the end of phase 1. An English version is planned. 
 
 Rating: 4 
 
 
3.3.7 Arrange publicity and initiate international contacts for the Reserve  
 
A considerable number of articles by international journalists, some of them having visited the 
reserve on the invitation of the project coordinator, have been published, and several TV pres-
entations have been broadcast outside Russia. Work is under way to make information on the 
Zapovednik available on Internet by the end of phase 1. (For international contacts, see  chap-
ter 3.3.2). 
 
However, a really conceptual approach to continuous media and PR work outside Komi and  
Russia is missing. To fully achieve the target, this should be done by a specialist and should 
take advantage of the opportunities of interested groups, as e.g. the WWF network. 
 
 Rating: 4 
 
 
3.3.8 Produce written materials about the Reserve and the pristine taiga  
 
Several publications are in preparation right now: 
 a short illustrated introductory guide to the Reserve, which will be published also in English 

and German  
 a more comprehensive volume, presenting the Reserve in a popular way, but with scientific 

background  
 a richly illustrated book for children about the Reserve, combining  fiction with encyclopae-

dical information 
 
However, a number of important questions as translations, printing, and marketing still remain 
still to be asked. 
 
 Rating: 3 
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3.3.9 Produce films about the Reserve and the pristine taiga 
 
Provided with semi-professional video equipment by the project, a team of two naturalists/TV 
specialists work on four 20 minutes films on topics such as pristine forest, P-I Z., traditional 
and sustainable forestry. These films will be shown repeatedly on the regional Komigor TV 
channel and will be distributed, together with additional didactical material, to schools for edu-
cational purposes (”school package”). 
 
Equally with support of the project, the same team produces the new 30 minutes Nature 
Magazine ”Ver Va” for Komigor TV, which presents 3-4 different topics in each issue and is 
broadcast 3x/month at different times until end of 1998. 
 
Despite the costs, which are higher than expected, the task is successfully under way. In view 
of the importance of TV as mass media and its potential for building up awareness, this project 
line should by all means be continued until the end of phase 1. To fully achieve the target, a 
closer cooperation between project team and TV team should be sought, in order to find opti-
mum synergy. In addition, a more in-depth analysis of the TV productions by a Russian spe-
cialist could help to further improve the quality. 
 
 Rating: 4 
 
 
3.3.10 Survey of valuable forests outside the Zapovednik as an education activity for 
Komi students    
 
The co-operation of Komi students is integrating part of the Survey of pristine forests (see 
3.1.). As a result of the considerable delay in making this survey, the question of co-operation 
with Komi students has not yet been addressed. Most probably, this will be no longer possible 
before the end of phase 1. 
 
 Rating: 1 
 
 
3.3.11 Carry out education of local society, promoting the values of the protected areas 
 
In 1997, an official Education Department within the Z. structure was created, staffed with 4 
people. During last summer, approximately 50 school classes from the region with 600 pupils 
have been received at the Zapovednik Yaksha Headquarters for a  half or full day standard 
programme. Facilities for this programme such as video equipment and seminar room, estab-
lishment of a special nature trail and a new exhibition in the Museum were provided by the pro-
ject, as well as the audio-visual equipment and the covering of the travel costs for the approx. 
100 lecture visits to schools in the region by Z. staff during winter.  
 
A sociological survey of the local population has been financed by the project, showing clearly 
that the presence and necessity of the Z. are generally accepted, but that there is no special 
interest and no imagination on how to support it. Obviously, in the current situation of a Zapov-
ednik closed to the public, the local population has other problems than caring about the Re-
serve. 
   
Even if education and awareness building are considered as official tasks of the Z. now, there 
is no obvious enthusiasm to be felt among the staff. The respective training courses provided 
by the Environmental Education Centre Zapovedniki (see part 3) are considered as very help-
ful, but only one staff member has taken part yet. Therefore, the didactical skills within the 
Education Department - mainly former researchers - are still rather limited.  
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To better achieve the target, continuous training and exchange of experience (through the En-
vironmental Education Centre Zapovedniki, see part 3) and coaching “on the spot” by an edu-
cation and awareness building specialist of the project team should help to improve the pro-
fessional quality. Teachers training courses to get a "multiplier effect" and improvement of the 
accommodation facilities (“Kindergarten”)  are further prerequisites for increasing the still mod-
est number of students contacted inside and outside the Reserve. Finally, simple assessment 
methods should be introduced to get a direct feedback from the school classes and their 
teachers on the education and awareness building activities.     
 
 Rating: 2 
 
 
3.3.12 Training of the Zapovednik staff to increase its ability to meet new demands 
(see further comments on this issue in part 4) 
 
Up to now, staff training has taken place in the fields of  Legislation and Ranger Services as 
well as in Education and Awareness building - both 2-week courses provided by outside insti-
tutions (see parts 3 and 4) - each attended by 1 member of the Zapovednik staff -, and in grant   
/ fundraising skills for scientists  and in handling new computers, both internal courses pro-
vided by the project. All external and internal training courses  have been positively assessed  
by the participants from the Zapovednik staff. Further training activities such as Fire Protection 
(to be held in Canada) and Learning English (internal training) are in preparation.   
 
Even if training activities have taken place, they are still far from substantially increasing the 
staff's abilities to meet all new demands. To fulfil the target, a need assessment should be car-
ried out to define clearly in which fields internal and external training opportunities should be 
sought with priority. 
 
 Rating: 2 
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3.4 Issues and Constraints 
 
The ambiguous attitude of Russian society towards the profound challenges perestroika im-
poses on them influences awareness building, education and training as well as other aspects 
of the project work. Little individual initiative and flexibility, strong belief in vertical hierarchies 
and lack of tradition in participatory processes, to mention only a few characteristics, hamper 
education and awareness building work considerably. To find dedicated, open and competent 
persons willing to co-operate with  the project, either as staff members or as partners in institu-
tions and administration, is therefore a main prerequisite for any progress in the programme. It 
is understood that under the present circumstances, this task is difficult and time consuming 
and might not only have been an obstacle for faster progress in the past two years, but also 
will be a permanent constraint for the years to come.  
 
Similarly, building up professional competence and capacity is a process which takes much 
time. This is not only true for the education and training work as the proper task of this project 
component, but also for the project team itself: good trainers must be trained in an even better 
way. Environmental education as well as awareness building in the local population need 
modern didactical skills which are not yet commonly known in Russia. Even if there are very 
promising initiatives in this field ( e.g. Environmental Education Centre Zapovedniki, see part 
3), it will take a long time for the new approach to be implemented on a broader scale. 
 
Learning, education and awareness building are generally not linear, but very complex proc-
esses, influenced by numerous factors and often only with long term effects. Therefore an as-
sessment of results stemming directly from such activities is hardly possible. Education and 
awareness building are too often conceived as short term instruments to achieve concrete 
conservation goals - a misunderstanding which often results in defining utopian targets and 
finally ends in frustration. This project component is no exception in this direction. 
 
Finally, the shortage of funds is an ever present constraint. To repeat: if there is no money to 
cover the travel costs for Russian students and experts to come to the Zapovednik, and if no 
solution can be found to improve the travel and accommodation facilities, the overall purpose 
of this project component (“To develop an education and training centre in Pechoro-Ilych Re-
serve”) will not be achieved. 
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3.5 Conclusions 
 
In view of the major obstacles and constraints mentioned above, the project component 
awareness building, education and training - as far as it concerns the Pechoro-IIych Reserve - 
has started in a generally satisfactory manner. Thanks to the clear and competent leadership 
of the project executant, Dr. Przemyslaw Majewski, and to his dedicated young staff, all activi-
ties according to the project proposal are either under way, have just started or are in an ad-
vanced stage of preparation. Especially the development and implementation of a mandatory 
education curriculum for students in forestry and biology is a remarkable step forward. The 
chances of fulfilling most of the targets by the end of phase 1 are fair.  
 
Nevertheless, there are some considerable delays according to the original schedule, partly 
due to the known difficulties, partly due to an underestimation of the manifold problems or to 
an overestimation of the possibilities of all project partners. In the multitude of daily problems 
to be solved, a high self-discipline is required to focus on the priority tasks as they are set by 
the original project proposal. 
 
The project team's approach to the fulfilment of education, awareness building and training 
tasks is a very pragmatic one, using the limited capacities in staff, all opportunities and the 
(few) experts wherever and whenever they could be found. However, this approach has the 
disadvantage of not always being very systematic, giving a rather fragmented picture of the 
respective activities. In addition, professional expertise in the field of education and awareness 
building is lacking in the project team and can only partly be compensated by an outside ex-
pert (Luc Delarzes from WWF Intl.). To fully reach the targets, the project team should perma-
nently dispose of professional capacity in education and related issues, and should further be 
assisted by the WWF Intl. expert. A closer co-operation with the Environmental Education 
Centre Zapovedniki could help the same purpose. 
 
Throughout the Komi programme, a multitude of expressions such as education, environ-
mental education, ecological education, awareness building, training, information etc. are 
used. It is not always clear to which targets, activities and focal groups these expressions re-
fer. Clearer definitions of education, awareness building, training and related tasks, as well as 
realistic targets and appropriate methods for monitoring and evaluation could help to avoid fur-
ther confusion and to better focus the work up to the end of phase 1. 
 
The component education, awareness building and training is closely linked to the two other 
components of the Komi programme. Therefore it seems not logical that it is presented as an 
additional task with separate targets and with a separate budget line. An integration of educa-
tion and related issues into the two other components would emphasise their importance as a 
prerequisite for achieving their goals and would give a clearer picture of the real costs for 
these components. Education as a separate component with a separate budget would be justi-
fied in case environmental education on a Komi wide level is to be introduced, as it is under 
consideration for phase 2 right now. 
 
Analysing the needs in nature conservation and sustainable development in Komi Republic, 
and taking  into consideration the limited capacities of WWF/SDC, the following priorities 
should be set (see also Recommendation 5): 
1) first priority in education, awareness building and training in phase 2 of the programme 

should be given to the Model Forest project. 
2) with second priority, a Komi-wide environmental education programme should be developed 

and introduced, provided that the official school system is ready and able to carry it out. 
3) with third priority, the ongoing education project in Pechoro-Ilych Zapovednik should be con-

tinued, but fully concentrating on securing its purpose as “education and training centre for 
boreal forest ecology and conservation for national and international students and experts”. 
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3.6 Recommendations 
 
 
Regarding Phase 1: 
 
1) Look for an Education/Awareness building specialist 
in order to bring professional competence and additional capacity into the project team. There-
fore the right person should be sought with high priority inside and outside Komi Republic, in 
order to have him/her ready for the beginning of phase 2 at latest. In any case, continue the 
cooperation with Luc Delarzes/WWF Intl. 
 
2) Improve the co-operation with the Environmental Education Centre Zapovedniki 
in order to get professional assistance and exchange of experience in the field of awareness 
building.  
  
3) Help to improve the accommodation facilities in the reserve 
in order to reach a minimum standard for national and international guests, in initiating and 
supporting (ev. co-financing) private initiatives and in training local people how to run their own 
respective business. 
 
4) Clarify definitions and targets for education and related tasks 
in order to properly focus the remaining time and means on commonly understood activities. 
 
5) Establish a workplan with clear priorities 
in order to focus the remaining time and means on the fulfilling of the activities and targets 
fixed in the project proposal. 
 
 
Regarding Phase 2: 
 
6) Integrate education, awareness building and training into the programmes and budg-
ets of the project components Pechoro-Ilych Reserve and Model Forest 
in order to get a clearer picture of measures and costs for each of these two programme com-
ponents. 
 
7) Concentrate training, education and awareness building on Model Forest project 
in order to concentrate the limited funds on the priority needs in conservation and sustainable 
development of Komi Republic. Further support of the Pechoro-Ilych Zapovednik should be 
restricted to facilitating education work and study tours for national and international students 
and experts. 
 
8) Initiate a Komi-wide environmental education programme 
by proposing and preparing a respective concept, in close co-operation with Komi education 
authorities and other stakeholders. The programme should be implemented by the official 
school system, with support from the project for teachers training, didactical material, etc. 
Make use of all possible synergies by close co-operation with the Environmental Education 
Centre Zapovedniki. 
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4. Generic Issues 
 
 
4.1 Co-operation of the WWF Project with Governmental Institutions and Coun-
terparts 
 
In this chapter, the achievements of the Komi-Project are analysed exclusively with regard to 
its co-operation with governmental institutions (GOs). The planning document does not give 
clear indications concerning the institutional strategy; only during implementation has it been 
developed by the project step by step. Therefore, the approach applied is integrative and does 
not focus on specific results but on generic or comprehensive aspects. Questions are raised 
whether the strategy was well oriented. 
 
(Rating of related objectives: see in chapters 1, 2 and 3). 
 
 
4.1.1 Achievements 
 
In the field of co-operation with the governmental institutions, the following achievements are 
observed at a general level: 
 ”the ice is broken”: the initial negative GO’s attitude towards the project has changed to-

wards co-operation, 
 the accreditation of the WWF Komi office is achieved,  
 agreements with different institutions are signed: Committee of Forest of Komi (9/96), Insti-

tute of Biology of Russian Academy of Science (9/96) and Government of Komi (1/97), Ar-
changelsk Forest Institute (97), Northern Forest Inventory Enterprise (98). 

 the regional board, established to monitor the project, is an adequate institutionalisation of 
the co-operation with the institutions,  

 the WWF Komi office has contributed in a very substantial way to the capacity building at 
institutional level, 

 the applied grant-scheme is under the current situation the most flexible and efficient way to 
take advantage of existing human resources and to facilitate change (informal approach), 

 the Komi Government presented the WWF project at the Northern Forum and invited WWF 
for a direct participation in the next meeting. 

 
Particularly concerning the Zapovednik the WWF project has: 
 contributed to some initial changes of the organisational structure of the Zapovednik, 
 WWF Komi facilitated the counterpart-contribution of Komi Government to Zapovednik 

(from regional budget and regional environmental fund), 
 started to facilitate the development of a plan to involve the buffer zone in the conservation 

area. 
 
Particularly concerning the Model Forest the WWF project has: 
 achieved that the concept of a Model Forest has been signed at Republican level, and is 

adopted as an overall Komi forest policy (definition of a regional programme), although until 
now it has focused mainly on technical aspects, 

 achieved a sound positioning of WWF within the institutional context, 
 well established a working group with stakeholders, 
 created the innovative group (for Forestry Unit), although it is functioning until now outside 

the unit, 
 achieved the strong support of local logging companies, 
 established contacts with one foreign company (IKEA), which motivates the participating 

stakeholders to follow the overall goal and to start certification process, 
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 established very good relations with the local administration and is lobbying at that level for 
a broader participation of local people. 
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4.1.2 Issues and Constraints 
 
4.1.2.1 Overall co-operation of the Komi Project 
 
The project is and/or has been confronted with the following obstacles: 
 vertical inner-institutional structures hinder decision making, management and participatory 

approaches, 
 generally the attitude of GOs to NGOs is reluctant, although this is gradually improving 
 reluctant attitude of GOs to the involvement of local stakeholders, although this is gradually 

improving. 
 Institutions’ lack of problem oriented strategies, 
 institutional transition towards the young and dynamic generation is still at the beginning.  
 
a) The grant scheme, an optimal solution to cope with the obstacles at institutional level 
  
The project was very flexible and highly efficient to 
cope with its obstacles at institutional level, by adopt-
ing a grant-scheme that allows to contract young and 
motivated staff of GO institutions for project specific 
tasks. At current situation this scheme seems to be 
the most flexible and efficient way to take advantage 
of existing human resources and to facilitate change 
at institutional level (informal approach). 

WWF
Komi

GOgrants,
 informal co-operation 
with motivated staff

agreements, 
formal co-operation 
with directors

 
  
It widens the range of the project, is flexible and provides good results. 
 
Some interviewees mentioned the wish that the grant scheme were transformed into a more 
formal co-operation, where the director of the respective institution would assume the respon-
sibility over the grants and decide which staff should be involved and which goals should be 
taken into consideration.  
 
Federal institution representatives also criticised the fact that with its grant scheme, WWF 
Komi ”starts acting through governmental institutions, carrying out its project within the state 
institutions and interfering in such a way with the state interests”, although they also underlined 
their full recognition of the generally good co-operation and the important input of the NGO. 
 
Despite the critics from institutional side, as mentioned above, the evaluation team is con-
vinced that the scheme is very effective at the current situation, and should be continued.  
 
It seems to correspond rather well with the possibilities of WWF as an NGO. If, at the same 
time, WWF’s role were further concentrated on or shifted to the one of a facilitator (and differ 
more clearly from a co-operate partner in technical co-operation), the grant scheme would 
most probably also get a better support at the institutional level. 
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4.1.1.1 Securing the Pechoro-Ilych Reserve (Zapovednik) 
 
 
Although the planned objectives concerning the institutional strengthening are mainly 
achieved, we consider as short-comings at conceptual level that: 
 no agreement with the Zapovednik was signed, 
 the institutional relation of project to Zapovednik is mainly bipolar, and the role of WWF 

Komi does not seem soundly defined, 
 the strategy of WWF towards Zapovednik consists primarily in subsidising state functions, 

and its current role is not fully coherent / optimal with the one in the long run as a facilitator 
of changes in inter-institutional relations, 

 the sustainability of investments in Zapovednik is not guaranteed, future operational costs 
were not assessed, 

 a ”working group” for the Zapovednik (similar to Model Forest) has still not been estab-
lished, 

 the participation of the local population is not as advanced as it should be. 
 a rational management of the funds of the Zapovednik does not seem to have been 

achieved. 
 
 
a) Physical project presence at the Zapovednik ? 
 
For the establishment of an intensive working relationship with the Zapovednik, WWF encoun-
tered mainly the following obstacles:  
 the site of the WWF Komi office in Syktyvkar and its distance to the Zapovednik (more or 

less 1 working day by train), 
 difficulties to find young professionals to work permanently at the Zapovednik site, 
 conservative organising structure of the Zapovednik, and no desire for any changes, 
 Zapovednik staff is in a much better position in comparison with settlements of loggers sur-

rounding it; this hinders motivation for reforms, 
 Zapovednik staff is used to isolation and is afraid of opening to the world. 
 
In consequence:  
 its relationship and technical assistance with the Zapovednik is not intensive, in our consid-

eration not intensive enough to achieve its overall goals, 
 and in order to avoid time-consuming trips, it is mainly directed from Syktyvkar (the Zapov-

ednik staff visits the WWF Komi office); thus, the role of the technical assistant is converted 
figuratively into a co-ordinating one (given also the fact of its financial responsibilities and 
contributions). 

 
 
b) The adequate role and strategy in the co-operation with the Zapovednik Pechoro-
Ilych? 
 
When WWF Komi started in 1995/96 to establish its co-operation, the Zapovednik Pechoro-
Ilych was passing through a deep crisis of financing, motivation and geographic as well as in-
stitutional isolation, and required reform. In accordance with the planning document, the pro-
ject gave emphasis in the provision of technical and financial assistance. Following several in-
terviewees, WWF Komi facilitated the counterpart-contribution of the Komi Government to the 
Zapovednik (financed from regional budget and regional environmental fund). Thanks to the 
project, the Zapovednik has at current situation a better basic equipment and higher motiva-
tion, and thanks to the additional resources form the regional level, its financial situation has 
improved substantially. However, neither an opening of the Zapovednik from its isolation, nor a 
shift to a younger generation have been reached.  
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With regard to the past, the strategy of the WWF Komi concentrated on the institutional 
strengthening and capacity building, and its role was mainly one of technical and financial as-
sistance. Although it seems that this strategy and role were essential in the past, it is question-
able whether they are the most optimal and efficient ones for an eventual future collaboration. 
If the disposition and capacity for inner reform of the Zapovednik is not given, should WWF not 
change its role towards facilitation within a network of wider relations of the Zapovednik? 
 
   
 
1995-1998: 
  
Trying to support the sur-
vival of the Zapovednik by 
strengthening its inner 
structure and resolving 
immediate needs. 
 
The relation is mainly bi-
polar. 

 

WWF
Komi

Zapovednik
Pechoro-Ilych

NGO
Save Pechoro Ilych

NGO
Forests of Komi

technical and financial assistance

institutional 
strengthening
and capacity building,
training

 
 

 
 

 
If any second phase were approved: 
Finance mainly the reform, by facilitating 
the policy dialogue and inter-institutional co-
operation ! (???) 

 

??
 

 

 
No longer subsidise state responsibilities 
but supplement optimally assistance to-
wards reform ! (???) 

   
  

WWF
Komi

Zapovednik
Pechoro-Ilych

NGO
Save Pechoro Ilych

NGO
Forests of Komi

co-ordination with institutions 
competent for the neigbouring 
national park and buffer zone

co-ordination with research 
instituts (Syktyvkar)

exchange with neighbouring 
Zapovedniks

international contacts with
protected areas (and research
instituts)

management plan
for Zapovednik, buffer zone
and National Park

seminars

round tables
work shops

round tables

excursions,
conferences

Working
Groupfacilitators

Agreement WWF - Zapovednik concerning the collaboration and reform

State Committee
for Ennvironmental

Protection

policy dialogue
long term committments 

 
 

 

  
WWF assumes a role within a wider institutional network of co-ordination, exchange, and 
contacts, facilitating tools (management plan), round tables, seminars, workshops, excur-
sions and conferences. 
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c) Economic aspects of the co-operation with the Zapovednik 
 
When the co-operation started, the Zapovednik Pechoro-Ilych had no real long term strategy 
but short term survival attitude, due to its overall financial crises and scarce resources. In con-
sequence the equipment provided by WWF seem to have satisfied mainly the immediate 
needs, but did not embody a long term objective. For example, 8 computers were bought, we 
guess basically for the 8 researchers, without it being defined whether WWF should contribute 
in strengthening the research programme. 
 
The question remains: who will assume the operation cost (including maintenance) of all 
equipment provided, once the Swiss financing is finalised? Although we understand that the 
financial support was in accordance with the planning document and was highly essential and 
relevant to improve the physical infrastructure and basic operations of the Zapovednik, further 
financial co-operation should clearly be subscribed to an overall plan, and should guarantee 
maintenance of the capital investments.  
 
A further question to ask is whether an NGO should subsidise over a long period what are 
really the responsibilities of the Government itself? It is true that WWF Komi has done a very 
good job by facilitating the Komi contribution to the Zapovednik. With a view to the future, we 
conclude that such a contribution should be guaranteed in the long run (where WWF could 
play again a role of facilitator), and we believe that the potential of further co-financing is still 
not explored. 
 
 
d) Contribution to a reform of the Zapovednik ? 
 
There is no doubt that the project contributed to the physical strengthening of the Zapovednik. 
However, it did not give emphasis to a structural reform, and the main crucial issues of the pol-
icy are not really addressed (see chapter 3).  
 
 
e) An agreement with the Zapovednik, the basis for reform ? 
 
While WWF Komi signed several agreements with Governmental institutions and institutes, it 
decided not to sign a similar one with the Zapovednik, as the spirit for co-operation developed 
mutually very well.  
 
We are fully convinced that a future co-operation with the Zapovednik should be well oriented 
towards the reform of the crucial policy issues, and therefore the willingness of the Zapovednik  
to make structural reforms and the willingness of the competent parties to continue financial 
support (e.g. as proposed by the WWF Moscow office, by fixing a percentage of the budget for 
the Zapovedniks) should be a condition. It would also allow WWF to move from subsidising 
governmental responsibilities towards facilitating supplementary actions that are directly ori-
ented to the opening of the Zapovednik and to its reform. 
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4.1.1.2 Development of Models for Sustaining Boreal Forests (Model Forestry)  
 
As mentioned above, the positioning of the project within the institutional context of model for-
estry seems very soundly designed. In addition to the direct institutional co-operation, an inde-
pendent, inter-institutional ”working group” has been established, and a clear vision of WWF 
Komi exists on how to develop and integrate an ”innovation group” in the Priluzye Forest Unit.  
 
Furthermore, with the Forestry Planning bureau, WWF has found a technically competent 
partner for the practical implementation of forestry planning and could also play a key role for 
the multiplication of the model forest experience. However, its mayor constraint is that its ap-
proach still does not give attention to the participation of the local population in the planning 
process.  
 
Although the project generally follows its planned activities, the following conceptual short-
comings were observed: 
 the concept of model forest is still rather general, 
 until now, no economic analysis of model forest has been made, 
 the structure for inter-institutional co-operation has never been assessed concerning finan-

cial sustainability, 
 no real strategy exists for any policy dialogue concerning the crucial factors for any reform 

towards sustainable forestry (tax, economic instruments and incentives, institutional as-
pects). 

 no network with international partners for technical assistance in forestry, and no alliances 
are established. 

 
On the other hand, we observed as potentialities: 
 that regional program for model forest is accepted as Komi overall forest policy (it focuses 

on technical aspects only!) 
 that the role of competent state institutions is well addressed, providing a pool of human 

and financial resources for the multiplication of the experience, 
 the overall awareness that timber exportation will be subject to international certification, 

and that even at federal level certification might be introduced.  
 
 
a) Main constraint: the lack of institutionalised experience of WWF International in co-
operation in the field of sustainable forestry, and the role of WWF in its co-operation to-
wards sustainable forestry (model forest) 
 
In the process of building up and promoting the theoretical concept of model forest, WWF 
Komi successfully played a role as facilitator and reached a sound position within the institu-
tional context.  
 
However, it is so far not clear what role WWF shall and can optimally play in the future, par-
ticularly in the field of the practical implementation of a model forest. The evaluation team is 
mainly concerned with the fact that WWF International has only little institutionalised experi-
ence in forestry, and WWF Russia, Moscow office, has no forester in its team. WWF Interna-
tional and Russia will neither be in a position to give adequate professional support, nor to 
provide a network of alliances for a technical co-operation in forestry. 
 
However, WWF has experience in facilitating the process towards certification. 
 
Therefore, WWF should concentrate in facilitating the process towards sustainable forestry, 
building-up institutional and public awareness, assisting the definition of criteria, matching in-
ter-sectoral contacts, and playing out its role within the global alliance with the World Bank. For 
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the practical implementation, however, the alliance with competent co-operating partners in 
forestry should be promoted.  
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b) Need for economic tools 
 
Although it was not planned, we consider it as a conceptual short-coming that not enough at-
tention has been given so far to economic aspects and tools. Particularly there is an urgent 
need of an economic analysis of cost and benefit of model forest. It should include non timber 
benefits, and specify different types of beneficiaries.  
 
It would not only be a tool in the co-operation with the institutions involved but also very valu-
able towards the participation of the local population. 
 
 
c) Potential for success and a multiplication / transfer of model forest ? 
 
For the successful achievement of sustainable forestry (model forest) the following questions 
are important: 
 Are there under the current situation any economic interests for the logging and the com-

mercialising companies to shift to sustainable forestry? 
 Which are the legal, institutional and financial conditions that promote the change?  
 
Economic aspects will play an important role for the successful achievement of model forest, 
and also with view to a possible multiplication of the experience and its transfer to other areas. 
It is pertinent to underline: 
 According to the World Bank, investment cost in Russian Forestry will not have sufficient 

return in the near future. 
 Federal representatives interviewed by the team, mentioned that in some other schemes of 

model forest, investment cost is assumed by the co-operating party.  
 WWF Komi has not the intention to assume investment cost for the practical implementa-

tion of its model forest scheme. 
 
We consider the position of WWF Komi as crucial to concentrate on its role as facilitator and 
providing training and education, and not to contribute substantial investment cost (infra-
structu-res, equipment, etc.). There is greater probability that the scheme might have a chance 
for multiplication.  
 
Otherwise it would even be questionable from the point of view of international market rules. 
As long as the legal, institutional and financial framework is not sufficiently developed towards 
a multiplication of model forest, it would even be questionable whether the commercialising 
companies of certified timber produced in the model area are not the final beneficiaries of sub-
sidised investments in the area.  
 
Although we reconfirm basically the position of WWF Komi, we also conclude again that with-
out an economic analysis of cost and benefits of the sub-project it is not possible to address 
the above questions in a correct way. 
 
 
d) Contribution to reform ? 
 
Apart from economic aspects, the framework conditions for the successful multiplication of the 
model forest concept seem at this stage to be a wide ranging institutional and policy reform, 
particularly: 
 the reform of the tax-system and the introduction of economic instruments (incentives), 
 a institutional reform (inter-institutional co-operation, inner-institutional structures and func-

tions, training) and additional human and financial resources.  
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So far, the project is focusing in a rather general way on aspects related to policy. However, 
the crucial limitations for a policy dialogue and a successful multiplication of the model forest 
seem not to be well addressed. It is questionable, therefore, how far the sub-project will con-
tribute to real reform. 
 
The evaluation team is conscious that such a reform takes time and needs efforts that go far 
beyond the range and reach of the project itself; however, the basic questions should be 
raised and the objectives and methods be compatible as well as the information be collected, 
processed and presented in such a way that it can be used in the discussion of policies.  
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4.2 Project Management, Organization and Development 
 
4.2.1 Achievements 
 
At the level of Project management and organisation, the evaluation team affirms with admira-
tion that WWF Komi Office can show some quite important achievements, which are listed as 
follows: 
 good motivated team and net of associated experts are established, 
 grant system widens the range of the project, is flexible and provides good results, 
 well organised scheme for administration of grants and accounting,  
 process oriented planning seems to be correct approach in the changing context, and con-

sidering that WWF has initiated its work only in 1995 (see also short-comings), 
 accounting system combines optimally budget-lines (according to WWF-I) and logframe-

code (according to project activities),  
 logframe introduced and implemented, providing a basis for structuring the strategies (see 

also short-comings). 
 
4.2.2 Issues and Constraints 
 
The evaluation team observed the following short-comings: 
 the team and the net of associated experts are not sufficiently interdisciplinary (lack of 

economist, specialist in education and training, lawyer), 
 the process oriented planning has the risk that crucial strategic aspects are not well ad-

dressed (see also achievements), 
 the elaboration of several logframes is not sufficiently based on participatory methods; 

among others, the initial logframe was done only at office level by 2 persons  (see also 
achievements), 

 lack of economic analysis as management and planning tool (concerning the Zapovednik 
and the Model Forest), 

 despite existing tools, not enough attention is paid to financial management, 
 lack of a monitoring system, 
 no feedback from WWF-I and SDC to reports, 
 there is no steering committee (WWF Komi, WWF-I and SDC), 
 there is no strategy for co-financing and fund-raising and the potentials are not evaluated, 
 although the Moscow Office has a substantial budget in this project, little input is perceived 

from the Komi perspective, and the co-ordination has functioned only in recent months; the 
contribution of the Moscow office is directed mainly to other forest projects and only little to 
Komi. 

 
The following obstacles were observed: 
 lack of capacity and particularly overload of project co-ordinator to attend to staff and 

grants, and to dedicate the necessary time to all further tasks; lack of capacity of permanent 
technical staff to dedicate sufficient time to inter-institutional relations, 

 distance of WWF Komi office to two project areas and in between the two projects in-
creases operational costs and consumes too much travelling time, 

 reporting takes too much time (WWF-I; WWF-UK, Komi Government). 
 
With a view to the future, the following potentialities exist: 
 of superior importance is that the capacities created, as well as the work-organisation and 

the well functioning, are a good basis for further and more efficient activities,  
 potential for co-financing seems relevant, what would contribute to a reduction of the de-

pendency on Swiss funding and would integrate some activities better in a network of dif-
ferent sources and achieve better sustainability (e.g. according to interviewees, EBRD has 
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a budget-line to finance training; ROLL provides grants for the replication of lessons learnt 
and could finance activities of local counterparts). 
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Last but not least, the following constraints were observed: 
 the distance of the WWF Komi office to and in between the two project areas hinders the 

originally intended combination and synergy of the approach to the Zapovednik and the 
Model Forest (in the buffer zone), 

 the organisational structure is too ”horizontal”, 
 the lack of a WWF decision concerning its engagement with Komi (time horizon) is a con-

straint for the development of a clear office strategy,  
 the high dependency of the Komi project and the WWF Komi office on Swiss funding is a 

high risk for sustainability.    
 
 
a) Process oriented planning 
 
Considering the relatively young institutional experience of WWF in Komi and Russia, and the 
speed and complexity of the transition and the change of the Russian context, the process ori-
ented planning approach, as applied by WWF Komi, seems highly appropriate.  
 
However, the advantages of a wider flexibility may turn into risk if such a planning tool is not 
complemented by further instruments and the risks of such a planning are not well handled, for 
example: 
 How to orient the re-planning, if no overall strategy exists? 
 Need for basic analysis to guide the re-planning (e.g. economic analysis of model forest), 
 How to guarantee some continuity, efficiency and sustainability of investments, when the 

objectives may change within short periods? 
 How to monitor activities? 
  
As evaluators we found that: 
 it was sometimes difficult to know to which document we should refer our assessment, 
 that the changes generally made the assessment more complex, 
 and finally, that the project did not really cope with the disadvantages of the approach. 
 
 
b) Time consuming reporting, no feed-back, as well as lack of monitoring 
 
The Komi office is reporting to the Russian Government as well as to WWF International, for 
each party following its specific scheme. Double efforts are the consequence: however, this 
seems to be unavoidable.  
 
The evaluation team confirms the usefulness of the reports as a source of information for the 
assessment of achievements and obstacles, and for the general understanding of the evolu-
tion of context and project. The reports have a good quality and rather systematic presenta-
tion.  
 
However, according to the Komi project co-ordinator, reporting takes too much time, and feed-
back is little to nothing. Based on the interview, it seems obvious that the reports are more an 
administrative charge than a management tool. 
 
Furthermore, the evaluation team observed the lack of a systematic monitoring of the project 
activities. The consequence is that some activities are behind the time schedule without any 
correcting measures being taken.   
 
The ways to improve the current situation are: 
 introduce a systematic and lean monitoring of the project activities, 
 further systematise reporting, 
 design monitoring and reporting in a compatible way, 



External Evaluation of Swiss funded component of the WWF Russia Biodiversity Programme  Part 2 
 

62  

 feedback by WWF International and SDC is necessary, the most practical solution could be 
through the introduction of a ”steering committee”. 
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c) Permanent overload of the project co-ordinator 
 
In response to the vertical schemes in the Russian institutions, WWF has opted for a rather 
horizontal scheme of organisation. Although, on paper, both schemes seem to differ com-
pletely, in practice they turn out to be rather similar. In fact, all important responsibilities and 
tasks rely on the project co-ordinator who holds direct relations with most of the associated ex-
perts and with the institutions. In consequence, the WWF project co-ordinator is permanently 
overloaded with work.  
 
In general terms, there is a clear need for a diversification of the responsibilities within the 
team, and parallel to it for additional specialists who assume sector responsibilities. 
 
It is also obvious that the current grant scheme with several parallel relations with experts of 
one institution could be optimised through a further restructuring of the relations as shown in 
the two following graphs: 
 
 Current situation: several parallel relations  Restructuring the relation and decentralising responsi-

bilities (regrouping grants)  
 

  

WWF Komi

 
 

  

WWF Komi

 

 

 
In the same way, it seems to the evaluation team that in a possible second phase of further 
transfer of responsibilities to the institutions and a clearer distinction of roles should be a way 
to go (e.g. in the search for a diversification of the sources of financing, WWF can match con-
tacts with further financial sources, however the institutions themselves should care for the 
rest). 
 
The overload of the project co-ordinator is also a consequence of the high diversity of activi-
ties. Small activities and grants are in administrative terms often as time-consuming as big 
ones. A further prioritisation and regrouping of activities would contribute to further reduce the 
overload of work of the co-ordinator.   
 
With view to a possible second phase, it is worth mentioning that the management capacity 
should be taken well into consideration during the planning process. 
 
 
d) The relation between the WWF Komi and WWF Moscow office 
 
Up to this year, WWF Komi received its funds directly from WWF International by bank trans-
fer, except for the budget lines that were within the competence of the Moscow Office. The 
country team has decided to change this scheme and to involve the Moscow Office in the 
money transfer. 
 
The evaluation team analysed the schemes and concludes from an independent point of view: 
 the financial operations of the Komi office have well functioned in the past and should re-

main as independent as possible, each additional party may make administration only more 
complex and slow, and might be a basis for conflicts, 

 a decentralised scheme seems more appropriate to develop a regional strategy and to 
achieve financial sustainability, 

 however, the technical co-operation and the exchange of experience between the 2 Offices 
has not been well defined (WWF Komi knew in the past very little about the contributions of 
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the Moscow office to this project, although it has a substantial budget for it) and should be 
intensified on the basis of partnership.     
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e) High dependency on SDC financing 
 
In the past, WWF Komi had to financial resources: WWF-UK, and Swiss funding through 
WWF International. However, since the contribution by WWF-UK has been completed, the 
WWF Komi office and its project depend exclusively on Swiss funding.  
 
The evaluation team is concerned about such situation, as it puts at risk the sustainability of 
the Komi office and the project itself. 
 
The basic question for any development of a strategy to reduce the dependency on the finan-
cial source is: what is the long term policy of WWF towards its Komi office. Shall it be transitory 
and maintained only during period of Swiss financing, or shall it be established as permanent 
basis, situated in the eco-region Ural? 
 
Considering the efforts and investments made in order to establish relations, to build-up ca-
pacities and to overcome obstacles, it seems rather inefficient and costly, if Komi Office would 
be closed after Swiss funding ends. 
   
If WWF Komi Office were defined to become permanent, it should develop its own strategy for 
fund-raising. 
 
Furthermore, with view to the sustainability of the Swiss funded project, it is pertinent: 
 to achieve maximum guarantees for adequate financing at federal and regional level of the 

Zapovednik, 
 to promote and achieve maximum co-financing of partner specific activities (e.g.: cost for 

study trips and education courses at the nature trails should not be financed through the 
project itself, but through existing budget-lines, as provided by EBRD; or activities that con-
sist basically in the replication of lessons learned could by promoted to ROLL, WWF should 
only match the contacts, however leave the application directly to the institutions involved), 

 to promote and match more counterpart-financing of the institutions and institutes involved, 
 not to substitute cost of participating parties, wherever possible. 
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4.3 Co-operation with other NGOs 
 
 
So far, the history of NGO’s in Komi is rather young. NGOs still play a marginal role in Komi, 
nevertheless, in the last decade some environmental non-governmental organisations have 
been established and have started activities. Out of 4 environmental NGOs, worth mentioning, 
two are internationally based (WWF and Greenpeace). 
 
The WWF Komi office has facilitated the creation of the NGO “Forest of Komi” that has ac-
quired official registration in September 1997. With the assistance of WWF, this NGO devel-
ops activities in the fields of scientific research, environmental protection and ecological edu-
cation. It has organised one exhibition devoted to pristine forests, and several excursions with 
schools to the museum. Up to date, the NGO has no other financial resources than the ones 
coming from WWF; however several institutions have been collaborating “in kind” for the reali-
sation of the exhibition. The representatives of the NGO or conscious about the risks related 
with its financial dependency on WWF, activities to cope with that situations are planned (in-
cluding local fund raising).    
 
WWF Komi also co-ordinates successfully with the NGO “Save Pechoro River”. This non-
governmental organisation has been established in 1989 (in times of perestroika, at a moment  
when public interest for change was at a peak). The organisation has around 200 delegates 
that represent, following the interviews, more or less a population of half a million. Its main ob-
jective is related with the river pollution. The network of “Save Pechoro River” is a potential for 
WWF. Representatives of the NGO work together with WWF under the grant scheme. 
 
In conclusion, although environmental NGOs are of rather new appearance for Komi, they play 
without any doubt an important role in the transition process. So far, WWF Komi has played an 
active role in networking at Komi level with NGO’s. 
 
Furthermore, its international basis and background, together with its attitude towards co-
operation with governmental institutions situate WWF Komi in an highly potential and relevant 
role.  
 
(See as well comments on WWF Moscow and Centre Zapovednik in part 3.) 
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4.4 Stakeholder and Public Participation 
 
There is consensus amongst the Evaluation Team that stakeholders and the general public 
have been insufficiently involved in the project. This applies to both project components. Re-
garding the Zapovednik, better cooperation between the Zapovednik and the support zone 
(buffer zone) authorities/local population is needed. In the model forest there is very little 
communication between forestry authorities and rural forest dependent communities. 
 
Public participation is of particular significance in the model forest area, especially in the light 
of the dependencies on each other. Management of the forest will only be possible with assis-
tance of the local people, which constitute the work force. Without work force there will be no 
economic model. And without institutional framework with management responsibilities for the 
forest area, management would not be possible. In this light it seems logical that good com-
munication between the two factions is developed: of vital importance to a successful working 
relationship. Stakeholders have to learn to constructively communicate with each other, which 
eventually will lead to mutual trust, a critical element in Russia’s democratization process. 
 
The project could play a key role in facilitating the much needed communication process. 
Great opportunities have been lost through not involving the public in the log-frame planning 
process in the project. In general, it seems that logframe planning, as a vital tool for initiating 
communication between different factions has not been fully understood by the project. The 
rationale for log-frame planning is: 
 to establish communication amongst stakeholders and the public which leads to a continu-

ing dialogue; in this light it is crucial for a successful implementation of log-frame work-
shops to identify and invite key representatives of all interest groups which must have 
proven trust of their constituents; 

 communication and participation in a workshop serves as a basis for the development of a 
relationship build on trust and mutual respect; this is vital in the case of the project, in par-
ticular with respect to the tedious process of democratization; 

 visualization: participants see the products of their contributions displayed in public (written 
messages displayed on pin-boards); they develop a pride in ownership of ideas which as-
sists in achieving consensus solutions and willingness to cooperate and actively participate 
in the process.  

 
It should be understood that the most important results of log-frame workshops are the willing-
ness of the participants to actively contribute to the work and to work together. In this light it is 
suggested to make an effort to choose the right tool for the right occasion. Log-frame planning 
should mostly been applied as a tool to achieve communication between stakeholders who for 
social and/or political reasons generally do not have the opportunity to meet and to discuss 
issues of common interest. ‘Brainstorms’ should be used for the development of conceptual 
frameworks and can be confined to key persons with a thorough understanding of the issues 
at stake. For a simple problem evaluation, a ‘SWOT’ analysis seems the most appropriate. 
 
Complementary commentaries of the evaluation team leader:  
 The evaluation team attests that within the context of transition the complexity of public participation is 

high and most of the parties involved have little experience in it, or are reluctant in promoting it.   
 No doubt there are risks for WWF Komi if public participation were promoted without the necessary 

care for the overall political processes and the reactions of the state stakeholders involved. 
 We agree with WWF Komi that participation has to be promoted in a well organised manner, and 

wrong expectations should not be raised. We therefore support the WWF vision of a well structured 
procedure.   

 However, it is underlined that the objectives on participation were not clearly defined in the project 
document (1995/6), and that WWF indeed could have played a more active role in this field if there 
had been a specialist at work continuously throughout the project period.  

 Last but not least, it is also stressed that the criteria of transition, such as public participation, have 
gathered increasing importance within SDC and were not agreed in such an explicit way in the plan-
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ning period.      
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4.5 Conclusions 
 
4.5.1 Cooperation of WWF Komi with governmental institutions 
 
4.5.1.1 Overall co-operation of the Komi Project 
 
Quite a number of activities are behind the time-schedule and several technical gaps have 
been observed.  
 
The Komi project was initially confronted with diverse obstacles at institutional level; however it 
has successfully coped with most of them. Several of them are substantially minimised. 
 
It has substantially contributed in capacity building. Particularly its contribution to awareness 
building at institutional level is recognised everywhere and has been relevant.  
 
WWF Komi has established a sound network of contacts that enables it too improve substan-
tially its performance.  
 
The probability for a successful achievement of the objectives is considered generally as good, 
however not within the time-frame given. An additional period of 3-5 years seems justified and 
adequate. 
 
Main preoccupations of the evaluation team concerning the future development of the project 
are:  
 the lacking capacity of the project (overload of work), 
 the lacking inter-disciplinarity of the project team and its associated experts, 
 the high (nearly exclusive) dependency on Swiss funding, what puts sustainability at risk. 
 
 
4.5.1.2 Co-operation for securing the Pechoro-Ilych Reserve (Zapovednik) 
 
 The relation with the Zapovednik is well established, although it is not intensive enough, fur-

thermore it is too much directed from and based in Syktyvkar. The physical presence of the 
project at the site of the Zapovednik is low. It is not consistent with the objective of direct 
technical co-operation. 

 
 The co-operation with the Zapovednik is still too bi-polar. Not enough emphasis is given in 

facilitating inter-institutional relations and opportunities of contacts (round tables, confer-
ences, excursions) for the opening of Zapovednik from its isolation. 

 
 The strategy is too concentrated on strengthening the Zapovednik Pechoro-Ilych in its fight 

for survival, rather than on reducing its isolation, facilitating institutional opening and inter-
institutional relations. It is oriented towards change from inside, rather than towards reform 
from outside. 

 
 The project objectives are not sufficiently oriented towards the crucial issue of contributing 

to a reform of the federal policy on Zapovedniks. The direct contacts with the federal level 
are insufficient (also as a result of inner capacity) and the co-ordination with the WWF Mos-
cow office have not been adequate.  

 
 The lack of an agreement with the Zapovednik does not enable WWF to make a willingness 

to reform a condition for its co-operation. 
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 The initial difficulties of an inter-institutional co-operation of WWF with the Zapovednik are 
resolved, and the relation is developed in accordance with planning.    
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 The investments made during phase 1 satisfied mainly immediate needs and were not well 
directed by a long term strategy. Thus, in consequence, the role of WWF went too much 
into subsidising state functions. 

 
 With regard to SDC principles: The Zapovednik sub-project is playing a role in the transition 

process and it is fully consistent with the intention to better combine bilateral projects with 
international efforts concerning environmental issues (implementation of major conventions, 
EU criteria, etc.). However, its strategies towards an institutional reform of the Zapovedniks 
are not yet clearly established (see also conclusions concerning legal framework and policy, 
as well as participation). 

 
 
4.5.1.3 Co-operation for developing of models for sustaining boreal forests   
 
 WWF Komi has a clear vision concerning its institutional positioning, and about how to pro-

ceed step by step. Until the end of the phase the institutional positioning of the WWF will be 
rather sound. All major institutional stakeholders and the private sector are involved. 

 
 The financial sustainability of the working group is at risk. 
 
 The lack of institutionalised experience of WWF-International in the field of co-operation in 

forestry (except the ecological aspects) is a major constraint for the practical implementa-
tion.  

 
 Regarding SDC principles: The Model Forest sub-project is playing a role in the transition 

process, however, its strategies towards an institutional and policy reform are not yet clearly 
established (e.g. taxes and economic instruments to promote sustainable forestry, public 
participation in forest planning and implementation). 

 
 
4.5.2 Komi Project management and organisation 
 
 Project management is well established. The combination of core team with a network of 

associated experts through grant scheme is an optimal solution. 
 
 There is a permanent overload of project co-ordinator, and a lack of technical capacity in 

the core team. Without any further strengthening of the team, the project objectives are at 
risk or the time-schedule will not be achieved. 

 
 There is also a lack of inter-disciplinarity within the project team and the network of associ-

ated experts (e.g.: economist, specialists for ”public participation” as well as for education).  
 
 There is little presence of the project at the two target areas. 
 
 The high dependency on SDC resources is a risk for the long-term sustainability of Komi 

Office in general, and of the project activities in particular. 
 
 
4.5.3 Stakeholder and Public Participation 
 
Within the context of transition, the complexity for public participation is high and most of the 
parties involved have little experience in it, or are reluctant in promoting it. Although WWF 
Komi cares for a well structured participation process, its results on public participation are so 
far not very concrete. It is underlined that the objectives on participation were not clearly de-
fined in the project document (1995/6). 
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4.6 Recommendations 
 
 
4.6.1 Co-operation of WWF Komi with Governmental Institutions 
 
 
4.6.1.1 Overall co-operation of the Komi Project 
 
If SDC and WWF-I approved a second phase for the overall Komi Project: 
 transform the 3 sub-projects into 2, by up-grading the current Zapovednik and Model Forest 

sub-projects into independent projects and by integrating the education and training sub-
project directly in the respective new projects,  

 increase the capacity and the inter-disciplinarity of the project team,  
 define the long term WWF policy concerning its Komi office, 
 develop and implement a strategy to reduce the dependency on Swiss funding until end of 

phase 2 (defining clear financial targets), and increase co-financing of activities.  
 
 
4.6.1.2 Co-operation for securing the Pechoro-Ilych Reserve (Zapovednik) 
 
For a decision about the future of this sub-project, the following options can be taken into con-
sideration: 
 
 preparedness approach: considering that there are no immediate threats for the area of 

conservation at the Zapovednik Pechoro-Ilych, WWF does not continue strengthening the 
Zapovednik but observes and monitors the evolution from its office in Komi, and keeps 
readiness for action, if ever any serious threats should appear (less cost solution, however 
does not make profit of the efforts made in phase 1),  

 
 preventive approach, through continued strengthening of the Zapovednik: WWF continues 

its strategy of phase 1 and further strengthens the Zapovednik in order to prevent any break 
down of the system with eventual consequences for conservation; it emphasises the essen-
tial tools and guaranties the sustainability of its own investments made in phase 1,  

 
 reform approach, giving emphasis to the facilitation of external contacts and directly ori-

ented towards the reform of the Zapovednik: WWF shifts its role from direct co-operation 
towards facilitation and gives emphasis to setting-up a network of inter-institutional rela-
tions; the management plan is understood as a tool of inter-institutional co-operation. 

  
If SDC and WWF-International approved a second phase for the Zapovednik sub-project:  
 
 Sign an agreement with the Zapovednik and make basic conditions that allow for reform 

(elaboration of management plan, guaranteed financing of federal and regional level, etc.).  
 
 Transform the role of the WWF office into that of real facilitator. 
 
 To SDC: assume as GO a more active role in the policy dialogue. 
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4.6.1.3 Co-operation for developing of models for sustaining boreal forests   
 
 
If SDC and WWF-I approved a second phase for the Model Forest sub-project:  
 
 concentrate and further strengthen the WWF role on facilitation.  
  
 cope with the lack of institutionalised WWF-International co-operate experience in forestry 

through the establishment of alliances with competent institutions and co-operate experi-
ence in forestry in Western Europe (e.g.: training, courses, exchange with WSL, ETH-Z, IC), 
as well as with Forest Administrations (e.g. at Swiss federal and cantonal level). 

 
 
 
4.6.2 Komi Project management and organisation 
 
If SDC and WWF-I approved a second phase for the overall Komi project:  
 
 simplify reporting and, for efficient feedback and project orientation, introduce a steering 

committee for the Komi Project (WWF Komi, WWF-I, SDC), 
  
 reorganise sub-projects by upgrading the sub-projects Zapovednik and Model Forest to 2 

independent projects and by integrating the current sub-project education and training in the 
2 new projects, 

 
 maintain decentralised scheme of Programme administration (direct financial flow from 

WWF-I to WWF Komi, and strengthen the technical co-ordination between Moscow and 
Komi Office, 

 
 further delegate and transfer responsibilities of Komi Project to team, partners and counter-

parts, 
  
 play a more active role in facilitating counterpart financing for capital investment in Zapov-

ednik and co-financing for training courses, 
 
 define WWF policy towards Komi (time horizon) in order to define adequate strategies for 

the Komi Office, 
 
 develop and implement a strategy to reduce the dependency on Swiss funding until end of 

phase 2 (defining clear financial targets), and increase co-financing of activities.  
 
 
4.6.3 Stakeholder and Public Participation 
 
If SDC and WWF-I approved a second phase for the overall Komi project:  
 
 planning should design specific objectives and targets for public participation, 
  
 the activities should be planned and realised in collaboration with a specialist in this field. 
 
 


