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Introduction

Fifteen years ago, a group of visionary women and men created the Center
for International Forestry Research (CIFOR) to provide governments,
international agencies, NGOs, communities and donors with a new and vital
perspective on the world’s tropical forests.

Although many link CIFOR’s creation to the 1992 Earth Summit because
it came into existence the following year, the discussions that led to the
founding of CIFOR predated the Earth Summit by several years. In 1991,
the Consultative Group on International Agricultural Research (CGIAR)
appointed the Australian Centre for International Agriculture Research
(ACIAR) as the implementing agency responsible for establishing CIFOR
and setting up a Board of Trustees. CIFOR’s Establishment Agreement was
lodged with the United Nations, and its legal identity as an international
organisation was consolidated with a Host Country Agreement between the
new Board and the Government of Indonesia in May 1993.

Early in CIFOR’s evolution, a decision was taken to focus its research agenda
on forest policy research rather than on technical forestry or tree breeding,
which were thought to be better suited to national and private-sector research
institutes. Instead of having laboratories, CIFOR would be a ‘Centre without
walls’, marshalling interdisciplinary research teams in collaboration with
partners to tackle forest policy challenges in an increasingly complex and

globalised world".

CIFOR’s first strategy was articulated in 1996% and charted a course to
position CIFOR to fill an empty niche in international research related to
forests and forest-dependent people. That strategy proved quite robust, and
many of the projects that it launched have subsequently had a significant

! For further information on the early history of CIFOR, see Forests and People: Research that
Makes a Difference (2003).

% hetp:/fwww.cifor.cgiar.org/AboutCIFOR/VisionMission/Strategy 1996/
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impact on the understanding and practice of forest management throughout
the tropics.

Significant changes in CIFOR’s external and internal operating environments
have occurred during the intervening decade. Externally, forests are taking
centre-stage in the international debate on climate change following the
2006 Stern Review’, which asserted that reducing deforestation can be an
inexpensive way of reducing greenhouse gas emissions. Dynamic trade and
investment patterns have also emerged as a significant driver of deforestation
and forest degradation, demanding that CIFOR initiate new approaches,
methods and partnerships to remain relevant. New actors and institutions
have emerged on the global forest stage — such as international efforts to
address illegal logging. With its pioneering research spanning governance,
livelihoods and environmental services, CIFOR is ideally placed to provide
policy-makers with the multi-disciplinary analyses they need to understand
the linkages among such diverse policy arenas as forests, climate change and
law enforcement.

Over the same period, CIFOR’s internal operating environment has also
changed. An unfavourable shift in the balance between unrestricted and
restricted funding resources has made it more difficult to conduct global
comparative research. Establishment of regional offices has provided a more
effective presence outside headquarters for national-level impact, but has
also imposed new management and administrative challenges. Experience
implementing the ‘centre without walls’ approach has driven adjustments
to CIFOR’s partnership model. And in 2002, a new programme structure
highlighted the importance of research on forest governance, in addition
to research on the biophysical and livelihoods dimensions of forest
management.

In 2006, the Center’s Board and Management agreed to develop a new
strategy for CIFOR to respond better to current and future challenges, and
remain a relevant source of timely analysis and knowledge on tropical forests
and the people who depend on them. CIFOR’s External Programme and
Management Review (EPMR) in 2005-6 also recommended that the Center
should develop a new strategy as a priority.

Using the strategy framework for non-profit organisations developed by
Stanford University’s Graduate School of Business*, CIFOR embarked in 2007
on an iterative process that encouraged participation by staff, Board members,
and key stakeholders, including donors, policy-makers, researchers, opinion
leaders and non-governmental organisations at various stages. CIFOR’s Board

3 Stern, N. 2006. Stern Review on the Economics of Climate Change. Her Majesty’s Treasury,
London, UK.

* Strategic Leadership for Nonprofit Organizations, Stanford Graduate School of Business,
htep://www.gsb.stanford.edu/exed/sino



of Trustees endorsed the draft strategy at their meeting in December 2007,
and gave final approval at their meeting in May 2008.

While responding to the many changes noted above, the new strategy
described in this document maintains significant continuity with the one
articulated in 1996. CIFOR continues to aspire to fulfil a unique niche in the
global ecosystem of organisations that contribute to improving the policies
and practices that affect forests and the people who depend on them.

CIFOR’s Strategy 2008-2018 3




The Challenges Facing
Forest Research

Why Forests Matter

According to the World Bank’, over one billion people rely heavily on forests
for their livelihoods. Over two billion people, a third of the world’s population,
use biomass fuels, mainly firewood, to cook and to heat their homes, and
billions rely on traditional medicines harvested from the forests®. In some
60 developing countries, hunting and fishing on forested land supplies more
than a fifth of protein requirements’.

Total forest area of the world is just under 4 billion hectares, which represents
nearly 30 per cent of planet Earth’s area. Approximately 56 per cent of the
world’s forest resources are located in tropical and subtropical areas. Forest
cover is unevenly distributed: only seven countries possess about 60 per cent,
25 countries about 82 per cent and 170 countries share the remaining 18 per
cent of the world’s forest cover. There are 51 countries with less than 10 per
cent of their land covered with forests that are recognised as ‘low forest cover
countries’®. An estimated 12.4 per cent of the world’s forest area is located in
protected areas as classified by the International Union for the Conservation

of Nature IUCN)’.

Planted forests currently cover approximately 3.8 per cent of total forest area,
or 140 million hectares. The area of forest plantations has increased by about

° World Bank 2004. Sustaining Forests: A Development Strategy. Washington. 80 pp.

¢ www.un.org/esa/sustdev/natlinfo/indicators/methodology_sheets/poverty/without_electricity.
pdf

7 Mery, G., Alfaro, R., Kanninen, M., and Lobovikov, M. (eds.). 2005. Forests in the Global
Balance — Changing Paradigms. TUFRO World Series Volume 17. International Union of Forest
Research Organizations IUFRO). Helsinki. 318 pp.

8 FAO. 2007. State of the Worlds Forests 2007. FAO, Rome. 144 pp.

° Maini, J.S. 2004. Future International Arrangement on Forests. Background Discussion Paper

Prepared for the Country-led Initiative in Support of the United Nations Forum on Forests on the
Future of the International Arrangement on Forests. 30 pp.



2.8 million hectares per year in the period 2000-2005, 87 per cent of which
are productive plantations. Planted forests are currently producing 30 per
cent of industrial roundwood, and it is estimated that their contribution will

be 75 per cent of the total by 2050'".

Forests, both natural and planted, make an important contribution to
national and local economies. In 2003, the international trade in sawn wood,
pulp, paper and boards amounted to almost US$150 billion, or just over two
per cent of world trade, with the developed world accounting for two-thirds
of production and consumption''. In many developing countries, forest-
based enterprises provide at least one-third of all rural non-farm employment
and generate income through the sale of wood products, enriching private
companies, governments and rural communities. The global value of the
goods and services that forest ecosystems provide — from timber to climate
regulation and from water supply to recreation — is estimated to be some
US$4.7 trillion a year'. The value of the trade in non-timber forest products
— for example, pharmaceutical plants, mushrooms, nuts, syrups and cork
— has been estimated at US$11 billion". There is no doubt that many more
useful forest products will be discovered in the future.

As significantly, forests provide a range of ecosystem services fundamental to
the planet’s well-being and environmental sustainability. For example, they
play an important role in stabilising soils and protecting land from erosion
by wind and water, and they help to maintain a steady supply of clean, fresh
water. Forests also support much of the world’s biodiversity. Although tropical
forests cover less than 15 per cent of the planet’s land surface, they contain

over half the world’s terrestrial species'.

Trees and forest soils also lock up atmospheric carbon, and forests thus have
an important role to play in reducing the concentrations of one of the main
greenhouse gases which cause global warming. Deforestation in the tropics
is a major source of carbon emissions and an active contributor to global
warming. The Intergovernmental Panel on Climate Change (IPCC) estimated
that 1.7 billion tons of carbon is released annually due to land- use change, of
which the major part is tropical deforestation. This represents 2025 per cent
of current global carbon emissions, which is greater than the percentage from
the fossil fuel-intensive global transport sector®.

1 FAO. 2007. State of the World’s Forests 2007. FAO, Rome. 144 pp.
' World Bank 2004. Sustaining Forests: A Development Strategy. Washington. 80 pp.

12 Costanza, Robert, d’Arget, Ralph, de Groot, Rudolf, Farber, Stephen, Grasso, Monica, Hannon,
Bruce, Limburg, Karin, Naeem, Shahid, O’Neill, Robert V., Paruelo, Jose, Raskin, Robert G.,
Sutton, Paul and van den Belt, Marjan. 1997. The Value of the World's Ecosystem Services and
Natural Capital. Nature 15 (May).

13 World Bank 2004. Sustaining Forests: A Development Strategy. Washington. 80 pp.

14 World Bank 2004. Sustaining Forests: A Development Strategy. Washington. 80 pp.

15 IPCC, 2007. Climate Change 2007: The Physical Sciences Basis. Summary for the Policymakers.
heep://www.ipcc.ch.
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6 Making a Difference for Forests and People

Processes and trends

Despite the forecasted growth of the global economy and the increased pace
of urbanisation, it is clear that even by 2015 widespread poverty will persist,
especially in remote rural forest areas. Few analysts and policy-makers now
expect the world will meet the Millennium Development Goals within the
originally agreed time frame'®.

lo.62 Africa
Asia and
0.09 the Pacific
0.07 | Europe

Latin America
and the Caribbean

Near East

North America

-0.18 Global average

-0.7 -06 -05 -04 -03 -02 -0.1 0 0.1 0.2

Percentage of forest area

Figure 1. Annual net change in forest area, 2000-2006 (FAO 2007)

According to a recent FAO Global Forest Resource Assessment, the global
forest loss is estimated to be about 11 million hectares annually, amounting to
anetloss of 7.3 million hectares per year for the period 2000-2005". It should
be noted that this figure implies a decrease from the period 1990-2000, when
the average deforestation was 8.9 million hectares per year. The highest rates of
deforestation occurred in South America, with 4.3 million hectares per year,

!¢ Mixed progress towards the Millennium Development Goals in the WHO European Region
www.euro.who.int/Document/Mediacentre/fs0707e.pdf

UN ECONOMIC COMMISSION FOR AFRICA Statement by Abdoulie Janneh UN Under-
Secretary-General www.africa-union.org/root/AU/Conferences/Past/2007/January/summit/
speeches/eca.doc

Asian Development Bank Media Release August 16 2006 “Inequality a Major Hurdle to
Education, Health MDGs, Says ADB” www.adb.org/Media/Articles/2006/10439-regional-Key-
Indicators-2006/

7 FAO. 2007. State of the World’s Forests 2007. FAO, Rome. 144 pp.



followed by Africa with four million hectares per year. Forest degradation
is caused by human activities that change the structure, composition and
integrity of forest ecosystems and can have a serious and negative impact on
the utilisation and social role of forests. The pace of desertification in some
arid and semi-arid regions is a serious threat to societies and to sustainable use
of forest resources.'®

Wood fuel accounts for approximately 15 per cent of primary energy supply in
developing countries and up to 80 per cent in some countries in sub-Saharan
Africa and Asia”. Rising fuel prices, growing energy demand, domestic
energy security and concerns over global warming caused by greenhouse-gas
emissions from fossil fuels have led to the promotion of bioenergy development
in general, and biofuels in particular. Past experience provides strong reasons
to believe that significant bioenergy development will come at the expense
of natural forests, either through direct conversion or indirect competition
among various land uses, mainly in developing countries.

On progress towards sustainable forest management (SFM), a few positive
advances are evident, but a dominant negative trend prevails: while forest
plantations are increasingly managed in intensive ways and conservation efforts
are on the rise, tropical primary forests continue to be severely degraded or
converted to other uses. Although certification has been in existence for more
than a decade, the certified area represents only 7 per cent (approximately 270
million hectares) of the world’s forest area, and it is mainly in the temperate
and boreal forests. Certification of tropical forest accounts for only 13 per cent
of total certified area®. Sustainable forest management remains a challenge
within the tropical forests of Africa, Asia and to some extent Latin America.

Agencies responsible for forest policy and forest management in many countries
are undergoing restructuring, downsizing and decentralisation. Forest agencies
are being merged with other sectors to create larger institutions with combined
responsibilities for natural resources, agriculture and industry. A similar trend
is discernable in forest research and education institutions. Other significant
trends in forest policy and management include a growing involvement of
civil-society groups and increasing control of forests by community groups®.

Globalisation is strongly influencing the production and trade of forest
products. The role of multinational companies has increased through mergers,
acquisitions and a sharp increase in foreign direct investments. The pulp and
paper industry in particular is quickly turning from a highly fragmented
industry into one dominated by large multinationals. Presently the weight

18 FAO. 2007. State of the World's Forests 2007. FAO, Rome. 144 pp.
1 World Bank 2004. Sustaining Forests: A Development Strategy. Washington. 80 pp.
2 World Bank 2004. Sustaining Forests: A Development Strategy. Washington. 80 pp.

2! Decentralization, Federal Systems in Forestry and National Forest Programs: Report of a
Workshop Co-organized by the Governments of Indonesia and Switzerland. www.un.org/esa/
forests/pdf/cli/finalinterlakenreport.pdf
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8 Making a Difference for Forests and People

of industrial timber production is moving from the North to the South and
from West to East, and from natural to planted forests®.

China’s rapid economic growth has had a far-reaching impact on the global
forest- products trade over the past decade, and this could accelerate in the
years ahead. China is currently a major importer of roundwood (mainly from
Asia-Pacific, Russia and also from Africa and Latin America) and numerous
wood-based products. At the same time, China has become a major exporter
of processed wood products, notably wood furniture. A rapid growth of
China’s and India’s domestic demand for forest products is projected®.

Challenges and opportunities

In the interviews and surveys of CIFOR’s stakeholders carried out for the
strategy process, the overwhelming majority of respondents cited climate
change as the most significant forest-related environment and development
challenge today. The second most important issue was changing forest
governance, followed by deforestation and the impact of fast-growing
economies on forests. Many respondents also noted the many knowledge
gaps related to integrated management of complex forested landscapes, less
expensive sustainable forest-management practices, and the link between
participatory forest management and improved livelihoods.

In the mid-1990s, political interest in forests began waning, and development
assistance to the sector peaked at about the same time. CIFOR now finds
itself on the cusp of a new era of increased interest in forests linked primarily
but not exclusively to climate change. Recent increases in food prices have
sparked a growing interest in agriculture that may also result in increased
attention to forestry. CIFOR is well positioned to take advantage of these
trends for the benefit of forests and people.

22 Matthews, E., Payne, R., Rohweder, M. and Murray, S. 2000. Pilot analysis of global ecosystems:
Forest ecosystems From Forests to Floorboards: Trends in Industrial Roundwood Production and
Consumption. World Resources Institute, Washington. 100 pp. www.wri.org/publication/pilot-
analysis-global-ecosystems-forest-ecosystems#

» White, W., Sun, X., Canby, K., Xu, J., Barr, C., Katsigiris, E., Bull, G., Cossalter, C. and
Nilsson, S. 2006. China and the global market for forest products: transforming trade to benefit forests
and livelihoods. Forest Trends, Washington 31 pp.



CIFOR’s Mission

The strategy process resulted in the following articulation of CIFOR’s mission,
including its purpose, values, aspirations and vision.

CIFOR’s purpose

CIFOR adpances human well-being, environmental conservation, and
equity by conducting research to inform policies and practices that affect
Jorests in developing countries.

The purpose statement conveys the message that CIFOR’s research focuses on
objectives related both to people and the natural environment, and is sensitive
to inclusiveness in process and achieving equity in outcomes. CIFOR has
deliberately chosen a more positive formulation of ‘advancing human well-
being’ rather than ‘reducing poverty’. CIFOR’s focus is not limited to forestry
policies and practices, but extends to policies outside the forestry sector
worldwide that affect forests in developing countries.

CIFOR’s values

The following values and associated behaviours will guide those who work at

CIFOR:
Commitment to impact

* Our research is driven by a commitment to eradicating poverty and
protecting the environment.

Professionalism
* We adhere to the highest scientific and ethical standards, and are transparent

in our methods and honest in our results.
* We demonstrate accountability to our colleagues and partners.
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* We respect organisational policies and procedures, and implement them
consistently in a fair and transparent manner.

* We honour individual contributions and dedication to the highest standards
of achievement.

Innovation and critical thinking

* We encourage innovative, creative and risk-taking solutions through
credible and responsible scientific inquiry.

* We work with enthusiasm and maintain eagerness to learn and to think
critically.

Respect and collaboration

* We acknowledge and respect diversity in terms of race, gender, culture,
religion and different needs regarding work/family balance.

* We promote equity, empowerment, independence of thought and open
participation.

* We treat colleagues and partners with trust, respect, fairness, integrity and
sharing of credit.

CIFOR'’s aspirations

For each of the priority research domains selected to be part of CIFOR’s
strategy (described below under ‘CIFOR’s Strategic Research Agend?),
CIFOR has defined a specific goal in terms of the impact to be achieved
on policies and practices that affect forests and the people who depend on
them. In addition, CIFOR has defined four aspirations in terms of the niche
in the global ecosystem of forest research organisations that CIFOR seeks to
occupy.

Three of these aspirations relate to substantive areas of research in which
CIFOR aspires to be the ‘go to’ place for anyone seeking understanding of
forest-related policy and practice. Interdisciplinary research under each domain
is designed to generate the information and analysis necessary to contribute
towards achieving one or more of these aspirations. The three topic-specific
aspirations, to be progressively attained over the life of the strategy, are as
follows:

* CIFOR will become a leading source of information and analysis on
the relationships among forests, poverty and the environment, and
how management and governance arrangements affect livelihood and
conservation outcomes.



* CIFOR will become a leading source of information and analysis on how
to harness forests for climate-change mitigation and adaptation.

* CIFOR will become a leading source of information and analysis on the
impacts of globalised trade and investment on forests and forest-dependent
communities.

In addition, CIFOR has a fourth aspiration, related to CIFOR’s commitment
to examining the equity dimensions of forest-related policies and practices,
and CIFOR’s unique ‘voice’™:

* CIFOR’s research will become known for analysing and communicating
issues in ways that are reliably inclusive of the perspectives of less powerful
stakeholders such as women, forest-dependent communities, and developing
countries.

In order to achieve these aspirations, CIFOR will need to combine high-
quality research with investment in strategic outreach, including keeping
abreast of and offering connections to the work of other organisations working
in these areas.

CIFOR’s vision

CIFOR’s vision is of a world in which forests remain high on the world’s
political agenda, and people recognise the real value of forests for maintaining
livelihoods and ecosystems services. In CIFOR’s vision, decision-making that
affects forests is based on solid science and principles of good governance,
and reflects the perspectives of developing countries and forest-dependent

people.

CIFOR's Strategy 2008-2018
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CIFOR’s Positioning and
Comparative Advantage

CIFOR will focus its research and outreach on areas where its singular strengths
and expertise are likely to achieve the greatest impact. CIFOR will strive to
maintain and build upon the unique qualities, strengths and reputation that
distinguish it from other organisations and give it its competitive edge.

CIFOR’s positioning and comparative advantage derive from:

Brand name: CIFOR’s ‘brand’ is associated with credible, high-quality
analysis, independent thinking, preparedness to tackle difficult and
sometimes controversial issues, and the ability to reach and convene diverse
actors and stakeholders.

Quality of staff: CIFOR’s most important asset is its multi-disciplinary
and culturally diverse staff.

Partnerships: As a ‘centre without walls’, CIFOR has access to the skills
and networks of diverse partners operating at local, national, regional and
global levels.

Global mandate, national relevance: CIFOR’s mandate empowers it to
address global issues and gives it the legitimacy to engage in international
and national forums.

Distinctive perspective: CIFOR has an interdisciplinary and global
perspective informed by the views of multiple stakeholders and a
commitment to examining and understanding issues from the viewpoint of
poor people and forest users in the tropics.

The following section describes how CIFOR will maintain and enhance these
elements of comparative advantage, as well as other elements of its operations
necessary to live up to its values and achieve its aspirations.



Reputation for high-quality research
Credibility

Over the next ten years, CIFOR aspires to be the ‘go to’ place for information
and analysis about linkages between forests, poverty and the environment;
forests and climate change; and the impacts of globalised trade and investment
on forests. In addition, CIFOR secks a reputation for consistently including
the perspectives of less powerful stakeholders in the design and communication
of its research.

How can CIFOR credibly become the first recourse for researchers,
practitioners and policy-makers seeking credible advice on these topics?

Three main attributes underpin the notion of credibility: believability, reliability
and relevance. An organisation and its people are believable when they show
high-level technical expertise and associated experience, a demonstrated track
record of success, integrity and a willingness to stand up for their ideals.
The reliability of an organisation is judged by its capacity to follow through
on commitments and partnerships, consistency of both effort and output,
and dependability and legitimacy of the information and advice it provides.
Relevance underpins an organisation’s reason for being — the organisation
must be focused on issues regarded as crucial by its key stakeholders (without
being excessively donor-driven), and be able to provide the necessary results
and advice at the right time in the right format.

Different constituencies measure credibility in different ways. For instance, to
the scientific community, credibility is gauged by the quality of the research,
with a focus on innovation, objectivity and an established track record of
publication in top scientific journals. CIFOR will make greater efforts to
achieve high-level scientific publications and consistent quality control.

Policy-makers judge credibility by the quality of the analysis and advice, and
its relevance to pressing policy issues. Credibility is enhanced by the ability
to participate in decision-making forums and to bring in-depth field-level
knowledge to bear on policy questions. The advice should be independent
and unbiased. From a donor’s perspective, credibility comes from using
limited resources effectively and appropriately, being responsive to current
needs, timeliness of response, fostering partnerships to achieve impacts, and
the quality and effectiveness of information. Under the new strategy, CIFOR
will engage with selected policy processes and utilise donor resources in ways
that meet these criteria.

CIFOR's Strategy 2008-2018
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Publications and Data Management

With its focus on natural resources and policy, the international public goods
(IPGs) that result from CIFOR’s research are different from those produced
at many other CGIAR centres.

CIFOR’s IPGs fall into three categories:

* Strategic research: new knowledge and synthesis of international significance
related to the CIFOR research domains.

* Methodological innovation: methods related to topics tackled in the CIFOR
research domains that can be applied world-wide.

* Data: raw data and metadata that can be used by other analysts to derive
general patterns and causal mechanisms of global importance.

Publications

To maintain its credibility as a source of IPGs, CIFOR needs to produce
more high- quality publications with a catalytic influence on topical debates.
Its scientists need to publish more frequently in high-impact journals.
Accordingly, CIFOR will be more systematic in assessing scientific publication
outlets for their impact potential and ability to reach target audiences and pay
more attention to assessing publication performance.

An exciting development in the world of scientific publishing is the Open
Access (OA) movement and its aim of making scientific literature freely
available. CIFOR will encourage its staff to publish in appropriate OA journals,
and enhance its own OA repositories to improve free access, especially for
developing countries.

In addition to scientific publishing such as journal articles, book chapters and
books, CIFOR will continue to promote the dissemination of results in other
forms, as is appropriate for achieving impact. This will include publication in
non-English journals, and publication of manuals, policy briefs, CD-ROMs
and other relevant products.

CIFOR will seek to improve the quality of its in-house publications, which
came under some criticism from external stakeholders in the strategy survey. We
will reduce the number of in-house publications and increase the quality.

Data management

In the past, CIFOR has not paid adequate attention to data management, and
improved performance was a recommendation of the second EPMR. CIFOR
will establish a data repository for its research data and ensure it is enriched
with metadata for easy access. The Center will also provide the staff resources,
policies, and procedures necessary for ensuring that data is captured, managed
and made available to the research community as appropriate.



Integrating gender into the research agenda

Given the greater prevalence of poverty among women and female-headed
households, and the significance of gender in forestry activities, CIFOR’s
second EPMR recommended that CIFOR give greater attention to research
that is focused on the impact of forest policy and management on poor
women. In the selected research domains there are numerous areas where
gender considerations are relevant. For instance, in the domain of small-
scale forestry and community forestry, in many circumstances women lose
out when commercialisation of forest products occurs. Another example is
in the domain of climate-change adaptation, where women’s labour is likely
to be stretched to the limit as resource scarcity increases, more so than men’s.
CIFOR will ensure that such issues are identified and incorporated into its
research agenda.

CIFOR as an employer

Attracting and retaining high-quality staff

Many of the intentions embodied in CIFOR’s strategy will not be achieved
without excellent staff. CIFOR will be more proactive in continuously
identifying strong candidates for scientist positions, such as cultivating a
community of CIFOR associates and collaborators. CIFOR will continually
reassess its ability to attract and retain such staff in locations that are not
necessarily perceived as providing optimal living conditions.

CIFOR aspires to create a working environment that is excellent in such areas
as communications technologies, support staff and library facilities; CIFOR
will foster teamwork to provide a creative and stimulating atmosphere;
transparent, fair and efficient management processes will be the norm;
professional development opportunities will be enhanced; and individual
work/life balance needs will be respected. CIFOR will give attention to the
numerous human resource issues that need to be tackled by enhancing the
profile of the human resources unit within CIFOR.

Mainstreaming gender and diversity into the organisation

CIFOR places great value on maintaining staff diversity and gender balance
as they enhance research quality, relevance and impact. To maintain a
healthy gender and diversity balance, CIFOR will actively encourage female
candidates to apply for vacant posts as well as actively seek candidates from
developing country regions through targeted advertising and outreach. The
human resources unit will regularly review the Center’s gender and diversity
plans, and undertake exit interviews and other measures to understand and
mitigate associated challenges.
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CIFOR’s social responsibility

Many public institutions, businesses and civil-society organisations are
aware that social responsibility is an essential element of present and future
organisational policies. ‘Corporate Social Responsibility (CSR)’ is essentially
a concept whereby organisations decide voluntarily to be accountable for the
impact of their activities in the communities in which they operate. Being
socially responsible means not only fulfilling legal requirements, but going
‘beyond compliance’ to invest more in human capital, the environment and
relations with stakeholders.

CIFOR’s approach to social responsibility will focus on three areas: ensuring
CIFOR’s research methods and partnership approaches reflect best practices,
such as sharing research results with communities, modelling environmental
stewardship by undertaking ‘greening’ activities, and developing partnerships
with its neighbouring communities.

Greening activities will focus on the use of energy, water, paper and pesticides
and on CIFOR’s carbon footprint. CIFOR will set and monitor targets for
these areas, as well as implement a carbon offset scheme for air travel and
other energy use. CIFOR will also pay greater attention to the neighbouring
communities around the CIFOR campus, and invest in closer collaboration

with the neighbouring villages and the city of Bogor.

Partnerships

‘Centre without walls’

When CIFOR was created, a new type of CGIAR centre was proposed: a
‘centre without walls’. The intention was that CIFOR would be lean, leveraging
additional research capacity and influence through partnerships outside the
Center. An international ‘college of scientists’ working towards common goals
was proposed. In the surveys leading to this strategy, external stakeholders
ranked CIFOR’s partnership approach high on its list of successes. One
visible contribution that partners make to CIFOR’s success is through jointly
published outputs. In 2005-20006, between 42—47 per cent of CIFOR’s

refereed publications included developing country partners.

But cracks in the model were also identified. Some partnerships, mainly those
with countries and organisations that have greater capacity, worked more or
less as they were intended. But in many circumstances, CIFOR found that
it had to employ scientists to ensure outputs were produced according to
project timelines, and to foster impacts rather than being able to rely mainly
on partners. While a ‘college of scientists’ does exist, and a group of proactive
CIFOR associates exists, it is usually CIFOR’s scientists who drive the main
outputs of the research agenda.



CIFOR remains committed to the concept of a ‘centre without walls’. However,
it will adjust expectations as to the level and type of work that can be achieved
through partnerships. Partnerships will remain key to CIFOR’s operations,
but it recognises the need to maintain a critical number of high-level scientists
on staff to ensure that projects are completed and impacts achieved. CIFOR
will work towards a more strategic selection of partners and will aspire to
achieving best practice in management of partnerships on a consistent basis.

Enhancing the capacity of partners

Forestry research capacity in developing countries is insufficient to meet the
demands of the forestry sector. Many national forest research organisations,
for example, have not developed the social-science skills and expertise needed
to address contemporary forestry problems. CIFOR has often had to look
outside ‘mainstream’ forestry institutions for research partners with the
necessary interdisciplinary focus.

CIFOR has never had a capacity-building unit and does not plan to create
one. The capacity-building needs of developing countries are enormous, and
CIFOR is too small an organisation to make a significant impact. CIFOR
sees capacity-building as a valid component of its impact orientation, to
be applied in selective cases where capacity has to be built first if impact is
to be achieved, and where this can be done by CIFOR in a cost-effective
way. In the context of its research partnerships, CIFOR will build capacity
where appropriate, usually through ‘learning-by-doing’ rather than through
more formal capacity-building activities such as training courses or academic
degrees.

Relationships with key partner organisations

CIFOR occupies a niche in the broader ecosystem of organisations that
are involved in forest research. CIFOR’s research focuses on informing
the policies and practices that affect forests in developing countries. To
have significant impact, CIFOR recognises that it is important to establish
strategic relationships with a range of partners at the national, regional and
international levels.

An example of one such partnership at the global level is the Collaborative
Partnership on Forests (CPF). The CPF is an informal, voluntary arrangement
among 1 4international organisationsand conventionsecretariats, collaborating
to build on their experiences to solve problems related to forest management
and conservation and the production and trade of forest products. An example
of a partnership at the regional level is the Asia Forest Partnership (AFP),
which promotes SFM in Asia.

The three relationships described below are particularly important for
CIFOR. They provide a scientific, funding, institutional, collaborative and

CIFOR's Strategy 2008-2018

17




18 Making a Difference for Forests and People

legal framework that enhances CIFOR’s role as a global player in meeting
challenges related to forests.

CIFOR and the CGIAR

CIFOR was created under the umbrella of the Consultative Group on
International Agricultural Research (CGIAR). Being partof the CGIAR confers
many benefits: close proximity to CGIAR global networks; partnerships with
other centres; access to services such as advice on intellectual property, internal
audit, gender and diversity, and impact assessment; and preferential status
for co-location with other CGIAR centres. Most importantly, a significant
portion of CIFOR’s funding comes from CGIAR sources. Without the
CGIAR, CIFOR would find it very difficult to secure its current level of 45—
50 percent of its annual budget in unrestricted funding. Similar organisations
outside the CGIAR are not able to attract such a high share of unrestricted
funding.

There are also some downsides to being part of the CGIAR, which CIFOR
will continue to manage. In some environments, the CGIAR is perceived
as a club of élite agricultural research centres, a view that breeds a lack of
trust in the system, especially within the NGO community. In addition, the
governance of the CGIAR has tended to be dominated by the interests and
needs of the older and larger commodity centres rather than the newer and
smaller centres focused on natural resources management.

A challenge that CIFOR faces given its small size relative to other centres is that
the administrative demands of the CGIAR are as great as those faced by centres
three times its size. These demands require both big and small centres alike
to meet the fixed transaction costs related to Medium-Term Plans, External
Programme and Management Reviews (EPMRs), Center-Commissioned
External Reviews (CCERs), annual Performance Measurement, Challenge
Programs, and monitoring and engaging in system reform, not to mention
participation in various CGIAR-related meetings. CIFOR will work to reduce
the transaction costs through strategic partnerships with other centres, and
more selective engagement in system-wide initiatives.

CIFOR and the World Agroforestry Centre (ICRAF)

With CIFOR’s emphasis on forest systems and ICRAF’s on trees in agricultural
landscapes, there are huge opportunities for collaboration between the two
centres. Over the past ten years, the two centres have collaborated effectively
in joint programme development and project implementation, including
the Joint Biodiversity Platform, the Alternatives to Slash and Burn (ASB)
initiative, and the Amazon Initiative; joint staff appointments; cross-Board
representation; joint publications and outreach activities; and shared facilities
in Bogor. In 2005, the two centres jointly examined their partnerships and
identified opportunities for a stronger alliance.



CIFOR is committed to enhancing its alliance with ICRAF in a manner that
is mutually beneficial, minimises transaction costs, increases effectiveness and
efficiency, and adds value to the research portfolio of each centre. CIFOR
further recognises ICRAF’s unique and complementary strengths and the
potential synergies that such an alliance could develop to tackle emerging
challenges such as climate change.

CIFOR and the Government of Indonesia

The Government of Indonesia has been a generous host to CIFOR since
the Center established its headquarters in Bogor in 1993. The relationship
with the host country is defined by the fact that CIFOR is an international
research organisation with a mandate to generate global public goods while
endeavouring to support the country’s national forest policy research agenda
and capacity building needs. CIFOR will continue to work closely with its
host technical ministry — the Ministry of Forestry — to identify potential areas
of collaboration in research and outreach. CIFOR recognises that its research
results may very occasionally cause some concern for its host, and is therefore
committed to ongoing engagement to ensure that the Center’s research is
accurate and to minimise unpleasant surprises from CIFOR’s outreach
efforts.

As Indonesia takes a more prominent leadership role in global forest policy
arenas, CIFOR is prepared to support national policy-makers and opinion
leaders by providing sound information and analysis derived from its work in
Indonesia and around the world.

Global mandate, local relevance

Influencing the global agenda while ensuring national relevance and
impact

CIFOR is committed to producing IPGs that influence the global forest
agenda and have a positive impact on the world’s forests and its people.
For a small organisation with approximately 50-60 globally and regionally
recruited scientists, this is a significant challenge. CIFOR will thus focus its
attention on a limited number of research domains so as to concentrate effort
and enhance the likelihood of impact.

Global themes and IPGs will drive CIFOR’s research agenda around the
world. CIFOR has chosen to organise its research around research domains,
rather than regionally, so that research teams are clearly focused on the IPGs
rather than on regional priorities where research agendas may compete with
those of national and regional players. However, the focus themes within the
domains have to be informed by the realities on the ground in numerous
tropical countries.
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When CIFOR began, the premise was that by operating at the global level
(based on locally grounded research), CIFOR would be able to influence
the behaviour of key international donors and international NGOs, which
also operated globally as well influenced forestry and environmental and
development policies in many countries. Analysing CIFOR’s past impact
indicates that this premise was partially flawed. Many of the significant
impacts achieved that can be easily attributed to CIFOR were a result of
detailed work at the national level by CIFOR and its partners. In addition,
working continuously at the local level is necessary to provide a reality-check
on recommendations at the more aggregated level. At the same time, some of
CIFOR’s key higher-level impacts will continue to be less directly attributable
due to the increasing complexity of the impact pathways in which it operates.
Achieving the right balance between work at the global level and work at
more local levels will remain a significant challenge.

Strengthening the headquarters

The headquarters in Bogor, Indonesia are crucial to CIFOR’s operations given
the commitment to global impact and the production of IPGs. In spite of
improvements in information technology, there is still a need for a core group
to be able to have regular in-depth face-to-face interaction and discussion.
The headquarters will also continue to service many of the administrative and
information needs of outposted scientists.

Accordingly, re-establishing a critical mass of globally recruited staff in Bogor
will be a priority. This is needed to develop programme content, guide
implementation of the strategy, respond to rapidly emerging opportunities
and host the numerous partners that visit headquarters. Achieving critical
mass will require not only increased numbers of staff who are good team
players, but cultivation of an organisational culture that values networking,
partnerships and internal communications.

Outposted scientists

CIFOR will concentrate its work in four ‘regions’: the Amazon Basin, the
Congo Basin, South East Asia and dryland Africa. Through its activities
in these regions, CIFOR will work on issues where the bulk of the humid
and dry forests is located, and where hundreds of millions of poor and/or
marginalised people live. The focal countries are determined by the research
agenda and can be expected to change over time.

CIFOR is committed to having a presence in its priority regions, and this
presence may be through outposted staff as well as through partnerships.
Being locally and nationally embedded enhances CIFOR’s credibility —
CIFOR is seen to be part of local and national activities, and not ‘fly in and
fly out’ scientists. Outposted staff can better understand the emerging policy
processes, recognise the field realities, enhance partnerships and capacity, and
tailor research questions to local and national contexts.



However, as a small organisation, CIFOR cannot be located everywhere. The
principles that will drive decisions regarding when and where CIFOR should
base its staff in the regions include the presence or absence of appropriate
partnership opportunities, the efficiency and effectiveness of conducting
research, capacity-building opportunities and constraints, availability of
resources, and opportunities for impact.

Where CIFOR has major research activities in a country, the first recourse will
be to conduct these activities through partners. In some cases, partners will be
unable to meet CIFOR’s needs, such as in places where capacity is extremely
limited, and effective CIFOR research will require outposted scientists.

In the first instance, and where possible, outposted scientists will be placed
within partner organisations to enhance partnerships and reduce administrative
problems associated with small offices. In some cases, administrative efficiency
will be better served through location in a sister CGIAR centre. Only in
exceptional circumstances will CIFOR open its own offices. In those locations
where there is significant CIFOR activity in a number of research domains,
and where there are regional processes of extreme importance, CIFOR will
consider establishing or maintaining a regional office.*

Wherever CIFOR has an office, greater attention will be paid to ensuring
that the Center has a proper legal basis, banking is conducted according to
the highest financial standards, and employment of local staff is in accordance
with national labour laws. CIFOR will ensure that outposted staff will have
adequate operational support to enable them to conduct high-quality, cost-
effective research.

Given funding opportunities and uncertainties, and the emergence of new
possibilities for impact, CIFOR will maintain a flexible approach to its
presence globally. While having a presence in a country inevitably produces
expectations amongst partners, CIFOR will need to maintain options to
enlarge, downsize or close its operations in specific countries, being aware of
the transactions costs of such changes.

Funding for maintaining outposted staff and other operations outside
headquarters will be made on the basis of strategic decisions in relation to
impact pathways. Outposted staff will work within research domains and
belong to teams that contribute to IPGs. CIFOR will ensure that outposted
scientists do not undertake work that would more appropriately be done by
n