
Mr. David Jolly 
Regional Forester 
Region 1, USDA Forest Service 
Federal Building 
Box 7669 
Missoula, MT 59807 

Dear Mr. Jolly: 

IDAHO CHAPTER 

December 17, 1992 

The Idaho Chapter of the Wildlife Society (Chapter) is writing in regards to 
the report, produced by the Forest Service, entitled" A Management strategy 
(Strategy) for the Clearwater National Forest (CNF)". The Chapter is 
concerned and interested in the positive resolution of current and emerging 
issues in the CNF. We strongly endorse the development of a public 
involvement mechanism that effectively tells the "Clearwater Story" as 
proposed in the Strategy. We are also interested in the specific CNF actions 
that may result from the proposed Strategy. 

Of particular concern to the Chapter are such issues as threatened and 
endangered species, including the Rocky Mountain gray wolf, grizzly bear, and 
chinook salmon, and sensitive species, for example, harlequin duck, fisher, 
and cutthroat trout. We are also concerned with the issues associated with 
riparian and old-growth conditions and inventories, watershed and aquatic 
habitat conditions, maintenance of water quality standards, and the commitment 
of the CNF to monitoring and evaluation of fish, wildlife, and plant 
resources. It appears that the Strategy places these and other resource 
issues subordinate to the timber issue. In this regard, the Chapter has the 
following specific questions. 

o Can the CNF comply with the National Forest Management Act (NFMA), the 
standards and guides of the CNF Forest Plan (Plan), other environmental 
laws such as the Endangered Species Act, and still continue to meet 
assigned timber harvest targets? 

o If the CNF determines that compliance •with NFMA, other environmental 
laws, and the Plan, cannot be met while accomplishing the assigned 

_timber harvest targets, what type of adjustments will be made in the 
Plan or the Allowable Sale Quantity? 



o How will the Strategy achieve consistency with the Plan and at the 
same time incorporate changed resource conditions and public 
expectations? 

o How will the process of analysis and monitoring effect implementation 
schedules currently indicated in the Plan? The Chapter endorses the use 
of annual monitoring and evaluation reports to build commitment to the 
Plan and to determine which of the Plan directions need further study . . 
We presume the emerging issues discussed above will require substantial 
survey, analysis, and monitoring. 

As you may know, the Wildlife Society is comprised of natural resource 
professionals. These professionals are often placed in difficult positions, 
particularly those which represent non-commodity resources, and are faced with 
difficult challenges to accomplish all the mandates of their positions. The 
Society's Code of Ethics states that we will "Support fair and uniform 
standards of employment and treatment of those professionally engaged in the 
practice of wildlife management". In this regard, Dan Davis, Win Green, and 
the other resource professionals at the CNF, have our support through the 
resolution of the issues associated with the Strategy. The Idaho Chapter of 
the Wildlife Society is keenly interested in the manner by which resource 
professionals are treated throughout the resolution process now occurring on 
the CNF. 

To emphasize our concern for positive treatment of resource professionals, the 
Chapter requests .that the CNF address the following questions regarding 
performance and accountability. 

o How will the CNF specifically work with the resource specialists cited 
in the Strategy to improve the overall function of the Interdisciplinary 
team? 

o How will the CNF work to positively resolve conflicts that arise 
between specialists that represent natural resources when analyzing 
project proposals? 

o How will the · CNF determine whether or not the resource specialists are 
acting in good faith to promote team work and consensus while remaining 
consistent with the Plan and environmental laws? 

The Chapter looks forward to a response to our specific questions as part of 
the proposed -~ew public involvement strategy. 

Sincerely, 

Paul Moroz 
President 
2081 NW 8th street 
Meridian, Idaho 83642 



Statement From Northern Regional Forester Dave Jolly 

October 8, 1992 

Last July Win Green, Forester Supervisor on the Clearwater National Forest, asked me to initiate an evaluation 
of the Forest's programs. In his request, Win expressed concerns about the conditions that had changed 
since the initial planning for the Clearwater National Forest Plan had been done. He also expressed concerns 
about the many challenges being made to Forest Plan implementation decisions, and the relationship 
between the Clearwater National Forest and the people who live and work in the neighboring communities. 

I asked a team of staff directors from the Northern Regional Office to visit the Clearwater National Forest and 
provide me with some recommendations. The team interviewed many Forest employees and also visited with 
many people in the community who had expressed concerns. 

The team found a great deal of consistency in the feedback they heard from both the people they talked to 
on the Clearwater National Forest staff and from the community at large. Many of the problems stem from 
past decisions on how the Forest has tried to implement their Forest Plan. The review team also found that 
the F<?.rest_ staf,f does not operate as a functioning team and do not have clear objectives for what they want 
to accomplish'. 

The problems, issues, and frustrations expressed to the review team have accumulated over many years. 
They are clearly not the fault of any one person. Rather, it is a synergism that has evolved over time without 
corr~ctive action by either the Forest or the Region. However, I can not allow the frustrations and conflicts 
to continue. 

The public, the employees on the Forest, and the managers at the regional and national levels all want the 
Clearwater to be on line as a functioning team to manage the resources of the National Forest and provide 
the goods and services which naturally flow from public lands. On this there is unanimous agreement. 

The members of the review team had a tough assignment. They are to be complimented for the professional 
and objective manner in which they completed the task. 

I also need to note, that despite all the problems, Forest employees, especially those on the Ranger Districts, 
have maintained good morale and have accomplished some excellent work. 

The review team put together a Management Strategy they hope will help the Forest operate in a more 
productive manner. I presented this strategy today to the staff on the Forest. I am asking the Clearwater 
National Forest to again function as a team to manage the natural resources in a productive manner. I have 
asked them to put together an action plan to implemer,t the Management Strategy put together by the review 
team. My Staff and I will be working with the Forest to assure this happens. 



United States 
Department of 
Agriculture 

Reply To: 1300 

Forest 
Service 

Subject: Management Strategy 

To: Forest Supervisor, Clearwater NF 

R-1 

Date: 

Enclosed is "A Management Strategy for the Clearwater National Forest." This 
report was prepared by the team that evaluated the Clearwater National Forest's 
programs at your request. 

The p~op<?sed manageme_nt strategy i~ ~designt;!d .to help the Clearwat.er National 
Forest operat·e in a way that i~ more c --~.ith its Forest Plan arid ·more 

• , .... _ • "· 1" .... -'" ~-• ...... ~~~ .ii.~,:; ~ .. _,.. 

responsive :t _o the · Forest'·s resource -~~c:!l;)ilit;_iis, changing conditions, and 
public ·-·expect~tions ~ 

I want you to adopt this management strategy, expanding on it as appropriate, 
and develop a detailed implementation and action plan for my review by 
November 30, 1992. 

The action plan should have specific identified assignments and targeted 
completion dates. I want you to involve Regional Office people in your 
implementation activities, identifying the support you would like us to 
provide. I want the imple~entation of your management strategy to be a joint 
Forest-Regional Office effort. 

I will ' informally evaluate your progress in implementi~g the agreed to strategy 
over the coming year. We will schedule. a formal review of your accomplishments 
near the end of fiscal year 1993. 

As you move forward, it is important that you keep the public informed of the 
actions taken to implement this management strategy. 

Implementation of the full "management strategy" will be an ambitious 
undertaking, particularly when added to your normal program of work. While 
implementation of the strategy will create an impact, the improvements in your 
operational effectiveness should begin to offset the additional work as you move 
ahead with the implementation of your management strategy. In the meantime, 
assure your people that we don't expect them to take on all of the additional 
work by themselves -- I'll make sure that responding to your requests for 
~d assistance is high priority work for Regional Office people . 

DAVID F . 

Regional 

Enclosure 



Signed: 

LPader: 

( '.oordinator: 

A MANAGEMENT STRATEGY 

for the 

CLEARWATER NATIONAL FOREST 

September, 1992 

Date: 

· David M. Spores. Evaluation Team Leader 

Dave Spores, Director, Timber, Cooperative Forestry & Pest Management Staff, R-1. 

Jim Caswell. Supervisor, Targee National Forest, R-4 
Ron Haag, Director, Range, Air, Watershed & Ecology Staff, R-1 
Jim Hagemeier, Director, Land and Financial Planning Staff. R-1 
Kirk Horn, Director, Wildlife and Fi:::;heries Staff, R-1 
Ray ~lcLaughlin. Leader. Administrative \lanagement Group, _-\dministration Staff, R-1 

Bert Kulesza. Deputy Supervisor. Clearwater National Forest, R-1 
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INTRODUCTION 

The Regional Forester initiated thi.s evaluation when the Supervisor of the Clearwater ~ational Forest asked 
for ;:;ome help with regard to finding ways to more efficiently and effectively implement the Clearwater's 
Forest Plan. 

The evaluation was coi11pleted in two steps in accordance with the evaluation plan (see appendix, . The first 
step involved defining the "current situation" by: l l) interviewing a •.vide cross-section of the Cleanr.:ater 
.:-lational Forest 's workforce; and, t.2) visiting with a variety of people and representatives of groups who are 
interested in the management of the Clearwater National _ For.est. The second step wa.5 to develop the 
''management strategy··. The results of both these steps are summarized in this report . 

Our team observations are defined in the first sentence of each paragraph contained in the "Current Situation" 
section of our report. The remainder of each paragraph reflects the "situation'' that contributed to each 
ob:;ervation -- our views and our interpretations of the opinions and perceptions expressed by the individuals 
and groups that we interviewed; this "discussion" compresses a wide range of views into very few words. While 
:;ome of the discussion may be subject to debate, each observation is supported by our entire team . 

• ..\.3 might be expected! we concluded that the Clearwater's "current si"tuation" has been developing for an 
extended period -- the combined result of past management activities and the way operations are being 
carried out by· people in the Supervisor's Office. 

1t ·s clear that the Clearwater's Leadership Team hasn ' t implemented the Forest Plan or responded to the: 
emerging issues in an effective fashion. However, it's also clear that some of us who work in the Regional 
Office must "own" part of the responsibility for the Forest's failures, since we haven't been following-up to 
insure that the direction and guidance that we've been providing to the Forest is being implemented and 
didn·t fully recognize the seriousness of the situation that has been evolving. 

In _spite of these failures! the morale of·people working on Districts remains good. Although the ''current 
5ituation·· is clearly affecting their efficiency and effectiveness, District people remain enthusiastic about 
their work and continue to exhibit a high d·egree of both commitment to and pride in the work that they're 
doing. 

\\l1en reviewing thi5 report. please bear in mind that the Forest Supervisor asked us to suggest way::; to 
improve the Forest's internal management activities and operations. We therefore looked for "barriers" and 
"'opportunities to improve" . No attempt was made to document the good things that people on the Clearwater 
are doing or things that are "working". 

( 
Finally, this report proposes a "Management Strategy'' that we t .. hink_will help the Clearwater National Forest 
op~rate in a way that's more coru;istent with its Forest Plan and more responsive to the Forest's resource 
c:ipabilities. ~hangi~1g conditions. and pub~ic_ e_xpe~_tptions: We :Suggest that. the~ f~rest .:focus on the future" 
by: l 1) adopting and possibly expailaing upon our propose strategy; and, t.2) developing and implementing 
an appropriate action plan . 



The "ClJRRENT SITUATION'' 

A. FOREST LEADERSHIP and DIRECTION 

A. l COMMITMENT to the FOREST PLAN 

Many people on the Forest, some of whom occupy key management positions. are not fully committed to the 
Forest Plan . .-\I though the Forest Plan indicates that a major portion of the Clearwa ter 's future timber ::;upply 
is to come from the un-roaded component of the Allowable Sale Quantity 1ASQ), the Forest 's Leadership 
Team isn·t investing the time and money needed to plan and carry-out timber activities in the un-roaded 
portion of the Forest. People agree that the invento~· of resource information needed to accurately project 
outputs. particularly timber outputs, wasn't fully available when the Forest Plan was being preparPcl. After 
the Forest Plan was approved, the Forest was given funds to improve its inventory of resource informatio1L 
but the Forest's Leadership Team (staff officers in the Supervisor's Office and District Rangers) chose to 
spend the money to do _other things. t!~~ staµc\aIJlS ar~ now b.eing applied :without the bEmefi! of Forest Plan 
amendments and. sonie-: standards,in t.he Forest Plan are .-not being changed .when inforii1ition becomes 

1·a~labl~ .that sugge;ts- the origin~tst~ndai-ds .may be wrong. . 

There is a common perception on the Clearwater that the ASQ was established through political pres..;;ure 
and that it doesn't adequately represent the biological potential of the Forest. There's also a wide-spread but 
incorre<:t perception that the ASQ is a target rather ~han a ·ceiling that cannot fie exceeded and that. because 
the :.\SQ is ~ot beiniachieved: th·e Forest Pfanrs-seriously flawed. Finally, there is a perception that Fore:=; t 
programs will be seriously disrupted by any attempt to plan timbe~ activities in the un-roaded areas of the 
Forest before an Idaho Wilderness bill is passed. · 

While a lot of these problems and perceptions can bl~ traced back to the polarization that developed when 
the Forest Plan was being finalized~ they reflect a lack of commitment to fully implement the intent and 
expectations defined in the Forest Plan. 

A.2 MANAGEMENT OBJECTIVES and PRIORITIES 

Employees and members of the public remain unclear about where the Forest is headed in the future . Shortly 
after arriving on the Clearwater, the current Forest Supervisor initiated a transition process that involved 
all Forest personnel. To complete this process, the Forest Supervisor prepared a vision statement. However, 
the vision statement focuses more on the Forest Supervisor's management philosophy than on the establish
ment of future direction for the Forest. It appears that this management philosophy: (1) isn't well under-

. stood; (2) hasn't been well distributed and emphasized by the Forest Supervisor; and (3) isn't influencing the 
behavior of the Forest's employees. 

'!'here is. no clear linkage between' the work the Forest is a·oing and the Forest Plan and there are no processes 
to prioritize important Forest activities or to insure that significant decisions and~ high priority wo~k ever 
g~t done. t.Everything the Forest does seems to be "number one priority" and nothing is ever given up when 
new work is assigned. The Forest Supervisor recently issued a one page statement of the Forest's objectives ( 
for fiscal ye.ar 1993. ·These "'objectives" consist of some programs and activities that are listed in a one-line. 
outline format that doesn ' t reflect any specifically defined priorities or management expectations that the 
Rangers can use to develop their fiscal year 1993 programs of work and work plans. This outline wa~ 
distributed to District Rangers on August 17, but the Rangers weren't involved in the development of the 
outline and don't know whether the list will be further defined: prioritized. and.'or discussed . 



A.3 OVERSIGHT and FOLLOW-UP 

The Forest'::; Leadership Team is not evaluating on-the-ground work to insure that the results being produced 
are integrated and consistent with Forest Plan expectations and established quality standard:::;. When 
"oversight" does occur. its functionally driven. The Forest Supervisor generally visits each District only once 
or twice each year. The Deputy Forest Supervisor generally visits each District from two to four times each 
year. Resource specialists in the Supervisor's Office are heavily engaged in the perfonnance of program 
management activities and office reviews of work performed by Districts. The res~l~: _~o:llle ~e~Aership 
TE:~_~j~cJ,slq11s- qqnJJink Forest Plan standar~s and guides to current management situations and some 

. project~ that have been laid out on the ground have to.be· refrci"'actively i1iodifiecfto conform to the Forest Plan . · 

The Forest is not aggressively implementing internal management and operational dedsions made by the 
Forest's Leadership Team or responding to oversight activities completed by higher level line officers . Forest 
Plan standards and guidelines aren't being uniformly applied and agreements to make selected activities and 
work "high priority" aren't being carried out . The Forest 's Leadership Team has no forn1al process to insure 
that decisions and actions that the Forest has agreed to carry out in response to direction from higher level 
line officers ever get implemented. 

B. PERFORMANCE and ACCOUNTABILITY 

B. l ROLES and OPERATING CONCEPT 

The role of the Forest's Leadership Team is unclear, particularly as related to making important decisions 
mncerning the workforce, the allocation of funds and targets, and the establishment of the strategies. 
direction, and priorities that will be used to implement the Forest Plan. The Forest Supervisor feels that "all 
decisions and actions the Clearwater National Forest does is a result of the Forest's Leadership Team". This 
perception is not shared by the Forest's staff officers, District Rangers, or the external community; they feel 
that 5ignificant decisions are made without involving the Forest's Leadership Team. When such <lecisions 
are made, the rational for the decisions is rarely communicated to members of the Forest's Leadership Team 
or other people within the workforce. · 

PE:_oplEt on the Forest-don't· understand the role, purpose, or coniposition of the Forest Interdisciplinary (ID) 
T~am . \Vhen the coiicept ~was origtn'ally conceived by the Clearwater, the Forest ID Team was defined as 
l'On:5isring of all Forest Staff Officers and one District Ranger representative. The Forest ID Team isn't 
operating in an interdisciplinary fashion; instead_, it operates as a functional staff, with a District Ranger 
thrown in as a concession to the cadre of District Rangers. It j~•P.I?~~-rs ..... th,j~ group js called the Forest ID Team 
':;imply to meet a legal requirement defined in the National Forest Management Act (NFMA),. 

[he role of the resource specialists in the Supervisor's Office isn't cl~rly defined. Some resource specialists 
are making program decisions without the involvement of the staffofficers they work for and/or the Forest 's 
Leadership Team. 

The Forest hasn ' t clearly defined how NF1'U and National Environmental Policy Act (NEPA) work is ty be 
_::;hared, coordinated, and integrated or how its NEPA Coordinators are expected to operate. Some Dis!-rict 
~EPA Coordinators lead each interdisciplinary team on th~ District; others coordinate the NEPA work being 
performed by interdisciplinary teams that are led hy a vd~iety of other people and rarely serve as ID tE>am 
leaders themselves . District NEPA Coordinators can ' t r.1perate effectively with the NEPA Coordinator in the 
Supervisor's Office when resource speciali::; ts in the Supenisor·s Office attempt to influence District work 
in a functional manner and.'or don't coordinate or integrate their work. 



B.2 ORGAJ,;JZATION STRUCTURE and WORK.FORCE MANAGEMENT 

There appears to be no plan or effort to organi·ze c.: ~liR"n i:hP size and composition of the workforce in 
accordance with currently assigned and funded targets. Tht Leaut:::-ship Team is spending a disproportionate 
amount of time addressing the Forest's budget and isn't agressively pursuing opportunities to reduce the co;-;t 
of the workforce or to bring the workforce into balance with the Forest 's reduced timber ·targets and funds. 
Unit costs associated with Forest 's timber program are increasing. When two staff officer position::; in thP 
Supervisor's Office recently became vacant, the Forest's Leadership Team had an opportunity to integrate 
some areas of functional responsibility and to reduce operating costs. With very little support from the 
Forest's Leadership Team. the Forest Supervisor decided to fill both vacant positions and create an additional 
staff officer position. Subsequently, the Forest Supervisor indicated he was directed by the Regional Forester 
to fill the three positions. · 

B.3 INTERNAL COMMUNICATIONS and OPERATING RELATIONSHIPS 

Ineffective internal communications and failure to integrate different points of view into the For~st's 
decisio~ process are ~9n~rillilfi~g~to~-. 1r P.OOI' ~or king ~-elationships and lack of team -~ork a1no11g Leadei.;hip 
tfea,ii me1{ioers and within the workforce; <2) confusion \\rith regard to the role of Rangers and Staff Officers 
and the purpose of their participation as members of th8 Forest's Leadership Team: ( 3) conflict among staff 
specialists in the Supervisor's Office; (4) failure to follow-up and implement decisions (especially thos8 that 
are controversial); (5) disruption and/or failure to achieve work that is expected to be performed py people 
on the Ranger Districts; (6) reduced credibiiity of and support for the Forest's Leadership Team; and t 7·, loss 
of public confidence and trust in the Clearwater National forest. 

C9~sJantJ.n; {i~Jing_and_po~tui n~ 0~ the aart of t~e re~9_ur~~ .. SP.~ialists and staffs within the Supen~sor:s 
,Q!J]:e·prev.e t _ef{~t_!veJ ~am~<?.~ .~nq_ mtetf~~~1!!.!~e accomplish~en~ ?f work ~t bot~ _the Supervisors 
0ffice and District levels. Most of the pe:rsonaliti~ involved within the "warring" factions have oee'ii' 011. th~ 

· Forest fo_r a:~~~id~~~l~ J..e~,!1 of time and th~ ?e.teri~ration of their interactions arld relationships has taken 
) lace over .an~exterid~ period. -

A very powerful functional orientation exists within the Supervisor's Office. Internal commitment to the 
Forest Plan among resource staffs and resource speciaiists is poor, although their allegiance to their individu
al resource disciplines is strong. Very little teamwork is evident. People on Ranger Districts must apply 
extraordinary coping skills in order to deal with people in the Supervisor's Office, particularly when interact
ing with the resource specialists who make or influence the Forest's budgeting and resource management 
decisions. 

B.4 PERFORMANCE EVALUATION 

In general, performance expectations and accountability standards for members of the Forest's Leadership 
Team aren't clearly stated or well understood. Current performance standards that address the importance 

. of coordination and teamwork aren't being appropriately applied to members of the Forest's Leadership 
Team and to resource specialists in the Supervisor's Office during their annual performance evaluations . In 
the Forest Supervisor's Office, more attention is .being focused on the achievement of functional activities 

: tlia~1 .. 01f'."tlfe·: irfri}'fciii~l appfication or" th~ st~~arosJ i,na ~~p~t~tionsd;'rinecf"h{-th~ Forest Plan. Members ( 
·of the Forest's Leadership Team ;aren't,soUe ti,_ye)y account;bie' f~~ the .. acc~n{plishment of Forest ·P1a~1 

· ,in1pl~1ent~~i~:m .. wgrk o,r_ th~ (n]e_g';ated, ' on-~ eci;ule achi_evement of the collective targets that have been 
r,assign<>d to the Forest by th~ RP.gional Forr>ster. 

Cl'RRENT SITL\TIO~ - -+ 



C. PROGRAL"\i MANAGEMENT and &.XECUTION 

C . l NFI\lA/NEPA 

The Forc!st i;:; finding it Jifficult to comply with the compl'ex requirements of the :-J'ational Forest :vlanage
ment .-\ct 1.NF:-.IAi and >J'utional Environmental Policy Act, NEPA). The !lumber of legalistic appeals from 
non-local people and organizations is increasing, as is the number of appeals that the Regional Forester i3 
having to remand to the Forest Supervisor. 

Forest Plan standards and guidelines are somewhat broad and programmatic in nature . In some cases: 
standards and guidelines appear to be used as goals rather than as the basis for de'.·eloping and implementing 
integrated land and resource management prescriptions . 

Some Forest Plan standards that are being applied during NF~-fA analyses are more restrictive than the 
standards contained in the current Forest Plan. Change:; in the application of standards require either a 
site-specific or a Forest Plan amendment. Neither is occurring. The application of these "new" standards is 
limiting the decision space within which projects are being considered . One of the outcomes is the production 
of less timber volume than predicted by the Forest Plan . 

The Forest has failed to coordinate and provide guidance to Districts with regard to the perfonnance of 
NFMA analyses. Districts are making independent decisions about when and where they should concentrate 
their analysis efforts. The lack of centralized Forest strategy and guidance is resulting in wasted effort and 
the ineffective use of the limited funds available to complete environmental analyses . 

The decision by the previous Forest Supervisor to make District Rangers responsible for preparing and 
approving ~EPA documents has had limited success. The Forest is not producing well integrated, timely, 
and legally defensible NEPA documents. The complexity and volume of work associated with NEPA analyses 
anJ appeals is making it increasingly difficult for Rangers to produce le.gaily sufficient NEPA documents that 
reflect the sound resource ma~1ageri1ent prescriptions that the public properly expects. 

The Forest 's NEPA process isn't operating effectively or efficiently. To improve the quality and legal 
sufficiency of NEPA documents. the Forest has recently implemented a requirement that Districts submit 
draft ~EPA documents to the Supervisor's Office for staff review before they are approved by District 
Rangers . These reviews are generally completed by rPsource specialists . Rather than being reviewed and 
integrated by the Forest's ID Team or responsible staff officers, the specialists send thefr comments directly 
to the Rangers. District people thus have to respond to confusing and frequently conflicting comment:=; . 

C.2 FOREST PLAN MONITORING and EVALUATION 

The Forest doesn ·t have an overall strategy to guide the monitoring and evaluation of Forest Plan implemen
tation activities . :vfonitoring appears to be done on a piecemeal basis . Resource specialists determine the 
priority and location of monitoring activities. Monitoring is thus influenced by functional considerations . 

The relationship between current monitoring activities and the issues that the Forest is facing is queslm1-
ahle. :vlost monitoring activities are focusing on "implementation monitoring" (did we do what we said .\\'e 
would do'?). Very little emphasis is being placed on "effectiveness monitoring" ( did the management practice 
Jo what we wanted it to do?) and "validation monitoring" (is there a better wav to meet Forest Plan goals 
and objectives?) . The result is that it's difficult to either validate or identify the n~ed to change original Forest 
Plan a::;sumptions . 

The Forest is informally applying changes in standard::; and guidelines even when it has adequate monitoring 
data to reflect a need to formally amend the Forest Plan . Some standards :ind guidelines are being retined 
during project implementation . The result is that Forc·::3 t Plan sta ndards ;:rnd ,guidelines are being m odifiPJ 



without public involvement and \.Vlthout determining thfc d 0 gree to which the modification will enhance 
resource values or impact resource outputs . 

Although some evaluation of the mformation acquired from mon1"0ring nctivities has hee11 completed. litt le 
emph~1Sis is being placed on publishing the results . 

C.3 FOREST PLAN AMENDMENT and/or REVISION 

The Forest Plan isn't being kept current. The Forest has made very few amendments . It appears that the 
Forest 's Leadership Team has difficulty closing on an issue to the point of implementing a formal change. 
Most issues debated by the Leadership Team never lead to decisions that are implemented. Without owner
ship and support, formal change is difficult if not impossible to implement. Thefack of clear decisions permits 
each Ranger District to do its ''own thing" when responding to management issues. 

The Forest is acutely aware of the problems that its having with regard to scheduling a timber program. The 
problems, which include appeals, NEPA accomplishment, roadless area entry, and past activities on the 
roaded component, are constraining the Forest's ability to achieve its timber sale targets and re:e;tore its 
timber pipeline. 

The Leadership Team has initiated a "Forest Plan review" but the purpose of the review is not well 
understood. It's unclear whether the review will attempt to determine which Forest Plan decisions are 
working and which need to be changed or just attempt to show that the ASQ ceiling is "wrong". There 's a 
widespread perception that the review is intended to "fix" the ASQ. This perception is at least partially due 
to the wide-spread lack of commitment to the existing Forest Plan and the persistent but incorrect view that 
the current ASQ represents the Forest's targeted timber program. Unless the Leadership Team clarifies its 
review strategy and describes how the review will help resolve internal conflict and improve the Forest's 
future ability to implement its Forest Plan, the review process may simply generate more controversy and 
increased operating costs. 

D. INTERNAL MANAGEMENT SYSTEMS and PROCEDURES 

D.l OUT-YEAR PROGRAMMING and BUDGETING 

The process being used to develop out-year budgets isn't well understood by members of the Forest 's 
Leadership Team. Neither is it clear what role the Forest's Leadership Team plays in making and implement
ing important financial and priority-setting decisions . It appears that the responsibility to determine where 
and how some funds will be spent has been abdicated by members of the Leadership Team and/or delegated 
to some resource support specialists within the Supervisor's Office. The resource specialists who control the 
-Forest 's "purse strings" do not coordinate or integrate their functional decisions! which creates confusion and 
contributes to- the inefficient allocation of financial and personnel resources . 

D.2 OPERATIONAL EFFECTIVENESS and EFFICIENCY 

· The Forest's Leadership Team isn't reviewing delegations of authority, budget and program direction, and 
the size and composition of the workforce needed to operate effectively and efficiently. Reductions in the 
Forest's programmed timber outputs are resulting in substantial budget reductions, making it difficult to 
maint~in District workforces that have the full range of skills and experience needed to produce legally 
:--ufficiPnt :--.J'EPA document:-; 

Thl· Fu rest completely dP-cc •n traliwd the.! timber sule (foci~ion proce~. assigning all analys i~ n •:.;pon :-; il ,il iL_v : 111 J 

decision authority to the District Rangers . Recent appeals and the subsequent requirement that .\'"EP.-\ 
d()cuments be reviewed in the Supervisor's Office before being approved by Rangers indic~te tha t t he 
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Di~tric:r::; may not he :-;tatfeJ with people who haw• thE· necessary skills and experience to properly use the 
delegations. 

D.3 WORK PLANNING 

Fiw _vPar timber sale act ion plans are not being mnintai1wd and effectively usP.d to schedule and integrate 
t imbc·r activities with ot hPr Forest Plan implenwntntion activities . Current timber activitic:::i fo~u::; on 
::;cheduling and preparing sales in the roaded portion of the Forest 's suitable land base in order to meet 
current year targets rather than on implementing a broad ::itrategy to schedule and maintain a timber 
program that's designed in response to the intent and expectations defined in the Forest Plan . 

E. PUBLIC VIEW of the CLEARWATER NATIONAL FOREST 

\\nile many divergent. opm10ns were expressed during the interviews with interested people and representa
ti\·es of various public groups: it's clear that the public views the Clearwater National Forest as an organiza
tion that lacks management direction and that's suffering from a lack of internal commitment to the Forest 
Plan and assigned programs. While there's strong public support for the Forest Plan, many people do not 
believe that the Clearwater has a clear vision or understanding about where the Forest is headed . The 
Clearwater has lost its credibility with regard to being able to deliver what it says it will do . 

).lost of the people interviewed are aware of the turmoil within the Supervisor's Office and feel that many 
employees have a personal agenda that runs contrary to Forest Plan and budgeting direction. There is also 
a feeling that employees are not "accountable" and that this contributes to the Forest's failure to accomplish 
its timber sale program. 

Some of the people interviewed clearly don't want management activities to occur in the un-roaded portion 
of the Forest and fear that this evaluation may be· used to change existing Forest Plan standards and 
guidelines in a way that will promote timber harvesting. 

The majority of the suggestions about how to improve the "current situation'' related to a need for the Forest 
to: develop clear direction; set priorities; hold people accountable; and work more closely with the public . 



A MANAGEMENT STRATEGY 

The following management strategy is intended to provide broad c.lirection rather than to specify a list of 
actions needed to improve the operational effectiveness of the Clearwater .:-;ational Forest. Our team decided 
to suggest a ··management strategy" rather a list of ::;pecific actions based upon the premise that change is 
more effective when its generated by people who work u:ithin an organization than when it's planned and 
directed by "outsiders" . 

After the Regional Forester and Supervisor of the Clearwater National Forest discuss this report and agr~e 
upon a final strategy, we suggest that the Forest's Leadership Team be directed: 

1. To adopt and expand upon our proposed "management strategy" . 

2. To develop a plan that specifies the actions needed to implement the broad strategy: to define who is 
responsible for each action, and to specify when each action will be completed. 

3. To call upon people from the Regional Office for assistance during the development and implementa-
tion of the Forest's action plan. 

We also see a need to periodically evaluate the Clearwater's progress with regard to implementing this 
"1fanagement Strategy" and other operational improvements. Informal oversight evaluations should occur 
frequently during fiscal year 1993. Formal evaluation of the results achieved by the Clearwater Leadership 
Team ::;hould be scheduled during the last quarters of fiscal years 1993 and 1994 to provide the Regional 
Forester with the feedback needed to complete the Clearwater Supervisor's annual performance appraisal. 

A. FOREST LEADERSHIP and DIRECTION 

A. I COMMITMENT to the FOREST PLAN 

l. Ensure that all employees understand: (1) the purpose of the Forest Plan versus Forest Plan imple
mentation activities: (2) the intent and application of the Chiefs two step decision process; and, (3) 

that the implementation of the Forest Plan depends upon actual on-the-ground capabilities that are 
determined by project level analysis. 

2. Make the implementation of the Forest Plan the driving force behind everything that the Forest does 
-- the establishment of internal management direction, out-year programming and budgeting, work 
planning, and the evaluation of both on-the-ground results ~nd the performance of each employee . 

. 3. Use the annual monitoring and evaluation report and other means to build commitment to the Forest 
Plan by portraying to the public and to all Clearwater employees what Forest Plan direction is 
working, what direction needs to be changed, and what direction needs further study. These reports 
must also summarize the successes, problems. and issues associated with implementation of the Forest 
Plan and include an accurate projection of what goods and services will be provided by the manage- { 
ment activities scheduled for completion during the coming year. 

A.2 MANAGEMENT OBJECTIVES and PRIORITIES 

1. Develop and issue a prioritized, annual statement of Forest's major management objectives and work 
pri01;ries that is clearly linked to the Forest Plan . 

2. Members of the Leadership Team use the statement of Forest management objectivP.s and priori tie:; 
to plan, prioritize. and schedule the work to he completed during the next fiscal year . 
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:J Coordinate and integrate the program of work and work plans prepared by each member nf rhe 
fon-!St'::; Leadership Tc~am to insure optimum u:ie of people within the Forest':; workforcP and the 
completion of high priority work. 

A.:i OVERSIGHT and FOLLOW-UP 

1. Initiate a process to evaluate the work being completed by Districts in an integrated fashion and to 

translate the results of these evaluations into the direction and priorities needed for future manage
ment activities . 

:2 . Initiate a process to insure that important Leadership Team decisions and the results of all review and 
evaluation activities complPted by the Forest and higher level organizations are fully implemented . 

B. PERFORMANCE and ACCOUNTABILITY 

B.I ROLES and OPERATING CONCEPT 

1. Clearly define the purpose of the Forest':5Lcaderslzip Team and the Forest Interdisciplinary IJD1 Team 
and how they are expected to operate. 

2 . Clearly define the role· ahd the 'way that resource specialists in the Supervisor's Office are expected · 
to operate. including con~ideration of: l l) the type of service and 5upport that they're expected to 
provide to the Forest's Leadership Team~ tht- Forest Interdisciplinary 11m Tean1 and to the Districts; 
(2) .the degree to ~hich they are expected to integrate their work; ·and, .(3) t"he degree to which they 
are responsible.for _progtam -management' activities and the integrated accomplishment of Forest 
targets and-prograrns.1 

;3_ Clearly define the N"Fl\L~·XEPA roles of the Supervisor's Office and Districts and how NEPA Coordi
nators at both levels are expected to operate. 

B.2 ORGANIZATION STRUCTURE and WORKFORCE MANAGEMENT 

1. De::;ign a new organization structure for the Supervisor's Office that promotes an integrated approach 
to management and the implementation of the Forest Plan in accordance \vi.th the selected roles and 
operating concept . 

·J Implement the change:>s in the Supervisor·s Office staff structure immediately. 

:3. Design the size and composition of the workfare~ assigned to each staff in the Supervisor's Office and 
each District in accordance with: 11 J the selectE·d organization roles and operating concept: and, 12 l 
projected target and funding levels. { 

-! . Pha::;e-in the remainder of the new organization structure and workforce within three years, respond
ing to change::: in program leveb and funding :is they occur. 

B.:3 INTERNAL COMMUNICATIONS and OPERATING RELATIONSHIPS 

1. Initiate tE>am building ~{-':--:--ions to help--ifnp~~vp he effect.iveness of the Forest's Leadership Team and 
. the resource> specialist~ in the Supen.-isor~::-; Offin~. 



2. Cse a professional facilitator during all Leadership Team meetings to help implement the new · 
organization and the selected operating concept. 

B.4 EVALUATION of PERFORMANCE 

1. Establish on-the-job cooperation and coordination performance standards and expectations for each 
Clearwater National Forest employee. 

2. In addition to their leadership and program management responsibilities, make members of the 
Foresfs Leadership Team: ( 1) individually accountable for the degree to which their personal actions 
and the actions of the people that they supervise contribute to the integrated implementation of the 
Forest Plan; (2) collectively accountable for t.he performance and effectiveness of the Leadership 
Team; and, (3) collectively accountable for thE accomplishment of all targets assigned to the Forest 
by the Regional Forester. 

3. In the Supervisor's Office, make resource specialists and other people who support the environmental 
analyses and other work associated with the implementation of the Forest Plan individually account
able for: ( 1) the degree to which they coordinate and integrate their work with other people in the 
Supervisor's Office and on Districts; (2) the quality of the support that they provide to District 
Rangers with regard to the identification, evaluation, and resolution of issues related to NF?vl..\ anci 
NEPA analyses; (3) improving the results and effectiveness of the Clearwater's Forest Plan implemen
tation activities; and, (4) completing their assigned work in accordance with the priorities and 
schedules established by District Rangers and other members of the Forest's Leadership Team. In 
addition, make them collectively accountable for the accomplishment of all targets assigned to the 
Forest by the Regional Forester. 

C. PROGRAM MANAGEMENT and EXECUTION 

C.l NFMA/NEPA 

1. Ensure that people at all levels, including line and staff officers, fully understand the NF:tv1NNEPA 
process. 

2. With the involvement of all members of the Forest's Leadership Team, establish Forest-wide priorities 
for the implementation of the Forest Plan. 

3. Implement a process that will establish annual priorities for the completion of NFMA and NEPA 
analyses. 

4. .De.sign a process that will insure that NEPA analyses and decisions satisfy all NEPA requirements 
and that the Forest's Leadership Team is fully involved in all key decisions. 

C.2 FOREST PLAN MONITORING and EVALUATION 

1. Implement a strategy to identify, prioritize and respond to management issues that are identified 
through the monitoring and evaluation process and need to be resolved . 

2. Implement a process to insure that implementation monitoring, effectiveness monitoring, and valida
tion monitoring produce the information needed to keep the Forest Plan current and responsive to 

identified management issues . 
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C.J FOREST PLAN AMENDMENT and/or REVISION 

1. With the inrnlvement of ull members of the Forest's Leadership Team. develop the strategy and 
procedures that will be used to keep the Forest Plan current 

D. INTERNAL MANAGEMENT SYSTEMS and PROCEDURES 

D. l OUT-YEAR PROGRA1\1MING and BUDGETING 

1. Establish a formal out-year programming process that is tied to and inte61-rated with the Forest Plan. 

2. Allocate funds and targets in an integrated fashion, with the full participation of all Leadership Team 
member~ . 

D.2· OPERATIONAL EFFECTIVENESS and EFFICIENCY 

1. Review the delegation of timber sale authorities in light of changing roles, program complexiti&,, 
budgets, and workloads in order to shape an organization that will effectively and efficiently accom
plish the Forest's timber program. 

2 . Implement the organization and workforce needed to complete the ~F:\lA, ~EPA and other work 
necessary to produce the timber targets assigned to the Forest by the Regional Forester. 

D.3 WORK PLANNING 

1. Use an interdisciplinary process to develop five yP-ar timber sale schedules that are integrated \,.ith 
other scheduled Forest Plan implementation activities . 

1. 

E. PUBLIC VIEW of the CLEARWATER NATIONAL FOREST 

DPvelop an effective public involvement strategy that effectively tells the "Clearwater Story" and gets 
interested people im·olved during the identification and resolution of both current and emerging 
iS5Ue:3 . 
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EVALUATION PLAN 

INTRODUCTION and BACKGROUND 

On ,J uh- 10. 19~~- the Supervisor of the Clearwater National Fore::it asked the Regional Forester to initiatP 
an l-'valuation of the Forest's program::; . The possibility of such an evaluation was fii;3t discussed when 
;:;elected members of the Regional Forester's Leadership Team were visiting the Forest to complete their 
mid-year review of the Clearwater's accomplishments during FY 1992 -- an event that the Leadership Team 
completes annually on each Forest in the Region. 

In his request. the Forest Supervisor expressed concerns about: ( 1) the way ··changed conditions'' are 
influencing the Clearwater's ability to implement it's Forest Plan; (2) the number of ~EPA decisions thar 
arP being appe~led on the Clearwater: I 3J the degree to which appeals of planned timber sales are affecting 
the Forest's ability to assure a sustainable and balanced level of timber production: < 4) escalating timber 
costs: , 5·, the abiiity of the Clearwater to provide the future timber supply needed to support its dependent 
communities: and, 16) the Forest's relationship with the people who live and work in these communities . 

In re::iponse to the Supervisor's request, the Regional Forester asked a team of people to evaluate the 
relationship between the Clearwater National Forest's timber program and the Clearwater's Forest Plan and 
then to :mgge~t ways to help the Forest successfully achieve its assigned timber targets. 

The r~learwater Forest Plan was signed in September, 1987. The plan allocated 988:000 acres as "suitable" 
for timber management and established an average annual ASQ (AAASQ) of 173 :vIMBF. About 58 percent 
or 100 :,,nlBF of this AAASQ is contained within the roaded portion of the Forest's suitable land base and 
about 42 percent or 73 1-UvIBF is contained within the unroaded portion of its suitable land base. 

From FY 1988 through FY 1991, the Clearwater accomplished an average of nearly 89 percent of its assigned 
timber sal.e program. During this period~ 466 MMBF of the volume produced was chargeable to the Forest's 
ASQ ( about 67 percent of the Forest':, accumulated AAA.SQ of 692 MMBF for the 4-year period). 

Tlil! number of timber sale nppeal::; recein•d by the Clearwat.P.r has been increasing since FY 1988. One timber 
:::al€: der.ision wa::; appealed in FY 1988. So far, during the fir~t nine months of FY 1992, eight sales have been 
appPaled and the Regional Forester has upheld appeals involving 26.2 MMBF or 35 percent of the Clearwa
ter·.:; programmed timber targets . Overall, about 50 percent of the appeals received by the Clearwater havE' 
been upheld by the Regional Fore::;ter. 

\\lum appeal::; are upheld, previously completed work has to be re-done and work needed to sustain a future 
flow of timber production from the Forest has to be foregone . As the number of appeals mounted and in 
rP:3pon::;e to Pmerging issues, the Clearwater began moving scheduled sales forward in order to try to achieve 
its targeted le,·els of annual timber production . 

Tlw Clearwatf:'r ha::; relied upon its roaded area to maintain a short-tern1 supply of timber for dependent 
conununitie::: and businesse::; . Of the ,·olume that is chargeable to the Clearwater\:; ASQ during the period ~ -
from FY 1%8 through FY 1991, 419 MMBF came from the ForP.st's roaded area and 48 ~fMBF came from 
thl' Furf:.'::it·::; rmroaded area . 

Tlw Clearwat.er's monitoring and evaluation activities are indicating that the cumulative effects of past 
management activities are :1pproaching the point where future timber sales in the Forest's roaded area may 
han, to he deferred in order to adhere to Forest Plan standards . 

Tlw ClearwatPr is also having to re::;pond to a variety of <·nwrging issues and new information. such as aD1 
{updatNi riparian inventory: a new <lefin_ition :..~nd a.-;ses:mH:>nt of "old growth", and newly listed threatened. 
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To sum up, the combined effects of timber management activities in ·the roaded portion of the Fo1:es:. the . 
increasing number of new appeals being receiw~d and the work associated with responding to them. the need 
to re-do previously completed work when apµt-al ~ 8-re upheld, and the need to respond to emerging issues and 
new information have created a situation that is making it difficult for the Clearwater National ForP~t to 
accomplish its assigned timber program. 

The CURRENT SITUATION 

• Complex decisions requiring EIS's, particularly those that are considering management activities in 
unroaded and other sensitive areas, are not being completed on schedule and are reducing the 
Clearwater's ability to offer future timber sales. During FY 1992, the Clearwater has been working 
on ten timber sale EISs; so far it has completed two . 

• Unit costs associated with the Clearwater's timber program are increasing-· due at lP-ast in part to 
the complexity and intensive analysis associated with future timber activity within the roaded 
portion of the Forest, where past activities and changing conditions are limiting management 
alternatives. 

• There is no longer any volume in the Forest's timber sale pipeline. 

• The Clearwater's assigned timber production target for FY 1992 is 75 MMBF -- a 50 percent 
reduction from the programmed level of 150 MMBF in FY 1991. In FY l 992~ the Clearv:ater received 
$5.397 M to finance its timber program -- a 25 percent reduction from the amount recei\'e<l in FY 
1991 . 

• As of July 15, 1992, the Forest's STARS data base indicates the following: 

0 

0 

0 

. Gate 1: planned for FY 92 = 3.0 MMBF, accomplished = 2.8 MMBF; 
Gate 2: planned for FY 92 = 47.8 MMBF, accomplished = 3.6 MMBF; 
Gate 3: planned for FY 92 = 55.9 MMBF, accomplished= 2.4 MMBF. 

• The Forest Supervisor predicts that the Clearwater's actual sale volume for FY 92 will range from 
22 to 37 MMBF. 

• The Forest Supervisor predicts that the Clearwater's annual timber sale program will range from 
60 MMBF in FY 1993 to 84 MMBF in FY 1997. This compares with an average program accomplish
ment of 144 M:MBF· per year over the past 5 years . 

• The Clearwater is responding to the listing of the fall run of Chinook Salmon as a "threatened" species 
and the potential designation of the Clearwater basin as critical habitat for the spring and summer 
runs of Chinook Salmon. 

• Public interest in and/or concern about the availability of a future timber supply in the area served 
by the Clearwater National Forest is rapidly increasing. 

The PURPOSE of this EVALUATION 

To present the Regional Forester and Supervisor of the Clearwater National Forest with a range of manage
ment alternatives that will help the Forest :mccessfully achieve its assigned timber targf:t5 , v.·hile adhf-ring 
to the standards and guides defined in the Clearwater's Forest Plan . 



The EVALUATION APPROACH 

Since adjustments to any program assigned to a single Forest may affect programs assigned to other Forests 
within the Region, the results of the evaluation will be considered by both the Regional Forester and the 
ForP.st Supervisor -- to insure that the effects of any management actions resulting from this evaluation are 
r.on~idered from a Regional perspective. · 

So that any future . changes in thP Clearwater's timber program are both "operationally" practicable and 
responsive to public concerns, two separate groups of people will conduct this evaluation. · 

A11 Operations Group will evaluate the relationship between the Clearwater's timber program and its 
Fore:::t Plan to identify ways to help the Forest successfully achieve its assigned timber targets. 

A Public Issues and Concerns Group will solicit and summarize ideas from people who are either 
interested in or concerned about the management of the Clearwater National Forest: this summary will be 
used to help the Regional Forester and the Supervisor of the Clearwater National Forest select appropriate 
management strategies and actions from the alternatives identified by the Operations Group. 

While they will operate independently, the two groups will share the information they collect and complete 
a draft report by August 2R 1992. The consolidated report will be presented to the Regional Forester and 
Supervisor of the Clearwater National Forest by September 25, 1992. 

The OPERATIONS GROUP 

OBJECTIVE: 

To identify a range of management actions that v.rill enable the Clearwater National Forest to successfully 
achieve its assigned timber targets, while adhering to the standards and guides defined in the Ciearwater 
Forest Plan. 

The GROUP: 

Leader: · Dave Spores, Director, Timber, Cooperative Forestry & Pest Management Staff, R-1. 

Members: ~ Jim Caswell, Supervisor, Targee National Forest, R-4 
Ron Haag, Director, Range, Air, Watershed & Ecology Staff, R-1 
Jim Hagemeier, Director, Land and Financial Planning Staff, R-1 
Kirk Horn, Director, Wildlife and Fisheries Staff, R-1 
Ray McLaughlin! Leader, Administrative Management Group, Admi1{istration Staff, R-1 

Coordinator: Bert Kulesza, Deputy Supervisor, Clearwater National Forest, R-1 

The SCOPE of the Operations Group's Evaluation: 

The ::;cope of the Operations Group's evaluation will incluJe consideration. of: 

l. Changed Conditions 

~- NFI\IA 
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.. 
4. Suitable Land Base 

5. Operational Efficiency and Eff cctiveness 

6. Internal Relationships (and perceptions with regard to external relationships) 

SCHEDULE of ACTIVITIES: 

After the Forest Leadership Team presents a brief overview of the major issues associated with the Clearwa
ter's timber program on August 17, the Operations Group will spend the one week interviewing people in 
the workforce and collecting information rek.ting to the status and operation of the timber sale program on 
the Clearwater National Forest. The following week will be spent evaluating the collected infonnation and 
drafting the evaluation report. 

The PUBLIC ISSUES and CONCERNS GROUP 

OBJECTIVE: 

To identify the public issues and concerns associated with the Clearwater National Fore:St
1

:S timber 
program. 

The GROUP: 

Leader: 

Member: 

Recorder: 

John Hughes: Deputy Regional Forester, R-1 

Jim Reid, Director, Management Systems Staff, R-1 

Roselyn Gyles, Secretary to the Regional Forester 

The SCOPE of the Public Issues and Concerns Group's Evaluation: 

1. External Relationships 

2. Public Issues and Concerns 

SCHEDULE of ACTIVITIES: 

After the Forest Leadership Team presents a brief overview of the major issues associated v.'ith the Clearwa
ter's timber program on August 17, the Public Issues and Concerns Group will spend the remainder of the 
week interviewing individuals and representatives of groups who have expressed interest in the status o(the 
timber sale program on the Clearwater National Forest. The points of view express will be summarized and 
presented to the Regional Forester: Forest Supervisor, and the Operations Group. 
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