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INTRODUCTION

This report documents the strategic planning for the National Marine 

Fisheries Service's (NMFS) North Pacific Albacore Fishery Research and 

Management Program.

The strategic planning effort is part of the NMFS' Southwest Fisheries 

Center (SWFC) and Southwest Regional Office's (SWR) move to improve the 

overall planning and execution of its programs. To this end, the SWFC and the 

SWR have joined in applying the principles of the SWFC's recently installed 

interactive planning and management system to the albacore planning problem. 

The system integrates normative, strategic and operational planning efforts 

involving the inputs from constituents, NMFS management, and NMFS staff, 

respectively-

The albacore program was selected by the SWFC and SWR Directors as the 

subject of an intensive review and expanded planning effort after the NMFS 

Tuna Research Workshop held at San Clemente, California, December 1980. The 

first phase of the expanded albacore program planning was completed in June 

1983, 'when members of the U.S- albacore industry and other invited 

constituents participated in a workshop at the SWFC to set forth their 

desirable goals and objectives for the fishery. The constituents were able to 

say what ought to be done in the U.S. albacore fishery from their perspective 

(Mackett, 1983). The second phase of the planning effort, strategic planning
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and the subject of this report, involved the NMFS management (having been

informed of the constituents' desires), in determining what NMFS could do to 

meet those objectives. This report presents the results of this second step: 

NMFS strategic planning for the albacore program. NMFS staff and others will 

use these results to complete the third planning phase, that of developing 

operational plans and budgets for various sectors of the research and 

management program. This report also sets forth the options that were

considered and selected for the plan and makes known the lines of

responsibility within NMFS for carrying out the program. A list of persons 

involved with the planning effort as well as a list of NMFS offices

responsible for portion of the program are given in the appendices.

I. THE STRATEGIC PLAN FOR THE NMFS PROGRAM FOR NORTH 

PACIFIC ALBACORE RESEARCH AND MANAGEMENT

The strategic planning for the NMFS North Pacific Albacore Research and 

Management Program was based on information developed during three preceding 

steps:

1) preliminary work of an interdisciplinary task force of Southwest 

Fisheries Center and Southwest Regional Office staff,

2) a workshop of constituents to consider objectives and desirable

trends and events, and
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3) follow-up work by the task force to organize information gained 

from constituents and to develop strategic options.

These steps had been completed prior to the strategic planning meeting 

and resulted in a body of organized information upon which the NMFS managers 

could base their decisions. One of the most important results of the 

preliminary work was the delineation of desirable goals and objectives for the 

fisheries by the constituents workshop (Figure 1). These objectives and their 

supporting relationships, which resulted from a consensus of commercial and 

recreational interests, guided the planning work that followed. Another 

important output is the Options Field which was developed to help the managers 

focus on the important aspects of the albacore fishery reseach, and 

management problem and to make decisions in an expeditious manner (Figure 2).

A full explanation of the process employed during the strategic planning 

meeting is given in Appendix D. However, introduction to the specifics of the 

Strategic Plan, the basic steps in the process, are given here.

The group of national Marine Fisheries Service (NMFS) Directors (Appendix 

A) met at the Southwest Fi sheries Center, La Jolla, California, on January 18 

and 19, 1984, to develop the strategic plan for the NMFS North Pacific

Albacore Research and Management Program. During the meeting, the Directors 

set NMFS goals (Table 1) and chose the options for the plan from an Options 

Field developed by SWFC and SWR staff, specifically to expedite and facilitate 

their strategic planning (Figure 2).
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The Directors set goals for the NMFS albacore program after considering 

both the constituents' desirable goals and objectives, and the current NMFS 

mission, goals, and objectives. After designating goals for the program, the 

Directors discussed the options and chose the set of options from the Options 

Field that they felt represented the best strategy for reaching the goals.

The Options Field was made up of 14 design categories each with several 

options. The participants were free to choose none, one, or any number of 

logically compatible options within each of the categories, The choices were

made in response to the following question:
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TABLE 1. GOALS FOR NMFS NORTH PACIFIC ALBACORE 

RESEARCH AND MANAGEMENT PROGRAM

1. Increase the U.S- harvest of albacore to 35,000 metric tons annually 

by 1995.

2. Maintain U.S- fishermen's access to the albacore resource.

3. Achieve a management regime to assure optimum productivity of the 

resource.

4. Assure economic stability of the U.S- fishery.
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FINAL OPTIONS FIELD/OPTIONS PROFILE FOR GUIDING THE DESIGN OF THE NMFS PROGRAM FOR ALBACORE RESEARCH & MANAGEMENT

3A 3B 3C 5A
CITIZEN PARTICIPATION IN PLANNING 
AND OPERATIONS

-• Continue citizen participation 
in defining objectives and 
ideals.

“• Expand citizen participation in 
operational planning and 
operations.

-• Ensure that industry is involved 
in data collection and observations.

FISHERY DATA AND STATISTICS SYSTEMS

o Continue present level of data 
collection.

-• Establish a comprehensive fishery 
statistics and information system 
to serve research, management and 
industry.

INTERNATIONAL COOPERATION FOR SCIENCE 
AND TECHNOLOGY

o Maintain level of international 
cooperation and awareness at 
current (modest) levels. (Japan) 

—• Expand international cooperative 
scientific studies on albacore.

-------• Expand international awareness
and cooperative studies on 
albacore fisheries and methods.

FISHERY MANAGEMENT

Establish a new international 
framework for management of the 
international and domestic north 
Pacific albacore fisheries.
Rely on or modify existing inter­
national agency to accommodate 
albacore management.
Conduct a series of negotiations 
to establish albacore fisheries 
management.
Maintain status quo regardinq 
"management".
Establish framework for the col­
lection and dissemination of data 
and scientific information.

DEVELOPMENT AND INTEGRATION OF INFORMATION 
FOR RESEARCH AND MANAGEMENT - -

Continue stock structure/stock assess­
ment studies leading to better fore­
casting.
Expand stock structure/stock 
assessment studies.
Expand internal (NMFS) cooperation 
on full spectrum of scientific 
undertzkings.
Continue studies on relationships 
among environment,al bacore phy­
siology and albacore behavior.
Expand studies of relationships 
among the fish and the environment. 
Conduct socio-economic analysis of 
structure, functioning and perfor­
mance of U.S. albacore industry.
Develop fis h/fishery/environment 
models for management.
Conduct; studies to gain an under­
standing of gear competition.

FISHERY ADVISORIES AND EXTENSION FISHERY DEVELOPMENT

-• Continue modest effort of reporting 
areas of fishing success.

-• Investigate feasibility, costs and 
benefits of expanding various fore­
casting and advisory systems.

-• Conduct R & D to improve forecasting 
and advisory system, 

o Give lead to industry and contribute 
only research for development of the 
system.

-• Share the operation of a developed 
advisory and forecasting system with 
the industry.

Investigate potential for increasing 
U.S. share of total catch. 
Investigate potential for increasing 
efficiency.
Conduct gear research and develop­
ment program.
Conduct research program on fishing 
strategies.
Continue cooperation with S-K 
projects.

TIE-LINE

5B
PRODUCT QUALITY

-» Introduce improved on-board pres­
ervation methods.

-• Improve quality of albacore products 
to the consumer.

o Establish U.S. government inspec­
tion program for safety and quality 
of imported canned tuna.

-• Establish U.S. government inspection 
program for safety and quality of 
all tuna products.

5C
MARKETING

Promote albacore consumption. 
Assist in developing alternative 
domestic markets.
Assist in developing alternative 
foreign markets.
Assist in development of marketing 
cooperatives.
Assist in expanding albacore 
industry participation in the 
fishery development foundations. 
Assist industry in making use of 
the food commodity program.

PRODUCT DEVELOPMENT

-• Actively develop new albacore 
seafood products (NMFS utiliza­
tion labs).

o Assist industry through grants 
(e.g., S-K).

INTERNATIONAL TRADE POLICIES

Evaluate implications and 
impacts of current trade 
policies on the tuna industry. 
Encourage enactment of measures 
to protect U.S. albacore industry 
from foreign trade actions and 
policies.
Remain neutral on questions of 
foreign trade protection. 
Discourage trade protection 
measures in the U.S.
Evaluate implications of the 
Jones Act on the tuna industry, 
Hawaii and other islands.
Evaluate the implications of 
entering into Compact of Free 
Association.
Discourage trade protection 
measures of foreign countries.

8
CENTRAL PACIFIC FISHERY BASE

——• Promote development of fishery 
base.

* Monitor the State/Industry 
efforts.

o Oppose development of base at 
Midway.

RECREATIONAL FISHING

—• Expand recreational fishing 
opportunities and improve 
recreational experience.

10

FINANCIAL AND POLICY ASSISTANCE

-• Measure financial assistance 
needs of the entire industry.

-• Continue present level of 
financial assistance, 

o Reduce financial assistance, 
o Increase financial assistance.

-• Facilitate the attainment of 
indirect subsidies.

January 1984

FIGURE 2
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Should NMFS include option "X" in its strategy for carrying out 

the NMFS North Pacific Albacore Research and Management Program?

Each option was considered and discussed by the Directors and, on the 

basis of consensus, either rejected or accepted for inclusion in the overall 

strategy. The options that were selected for the NMFS strategy are indicated 

by the connection to the tie-line (Figure 2).

From an examination of Figure 2, one is able to see the profile of the 

NMFS strategy clearly. The options that were selected can be examined in the 

context of the options available and in contrast to those options that were 

rejected. Thus, the significance of the choices becomes more apparent. The 

following section, which gives more details about each of the design 

categories, will help in interpreting the Options Profile.

II. A SHORT DESCRIPTION OF THE OPTION FIELD CATEGORIES

The following material consists of short descriptions of the 10 major 

categories included in the final options field for guiding the design of the 

NMFS program for albacore research and management.
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1■ CITIZEN PARTICIPATION IN PLANNING AND OPERATIONS

Citizen participation in NMFS planning efforts can take place at two 

levels where citizens are uniquely qualified to help. At the normative level, 

citizens can help determine ideals or what ought to be done. At the 

operational level, citizens can participate in joint or cooperative 

government/constituent projects, which need to be planned and carried out-

The involvement of responsible citizens in the planning process may 

require additional time and resources initially, but less time and effort will 

be required to implement the programs, especially those programs requiring 

significant levels of citizen participation to be successful.

2. FISHERY DATA AND STATISTICS SYSTEMS

It is recognized that accurate, complete, and timely compilation of catch 

and effort statistics is necessary for rational development and management of 

the resource. Statistics are now being compiled from some of the fleets 

operating in the North Pacific, but there are many gaps in the data. 

Suggestions were made for an enhanced system of data collection involving 

cooperation between the fishing industry and government, and also cooperation 

among the various governments whose fleets are involved in the North Pacific 

albacore fishery.
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3A- INTERNATIONAL COOPERATION FOR SCIENCE AND TECHNOLOGY

Currently, international cooperation exists mostly on a scientist-to- 

scientist level. Cooperation is generally limited to matters such as stock 

assessment biology,^ and fish and environmental relationships. An 

international workshop to communicate information about the stocks and to 

discuss implications of the information is held annually. At this time, the 

workshops are attended mainly by scientists from Japan and the US-; 

occasionally Canadian scientists participate. Scientists from Korea and 

Taiwan have also participated at some time. The industry members at the 

constituent workshop were eager for more information about Japanese fishing 

methods for possible use and application in the U.S. fleet and suggested an 

expansion of the agenda to include such discussions. The industry also 

wanted to expand the cooperative scientific program on the traditional 

subjects under discussion (biology, etc.). In the future, Korean, Taiwan, and 

Chinese scientists will be encouraged to attend because their countries 

contribute substantially to the international catch. There is a definite need 

to lay scientific and political groundwork prior to establishing any 

international management regime- Emphasis should be given to cooperation 

which is needed to provide basic data for scientific needs.

3B. FISHERY MANAGEMENT

The international North Pacific albacore fishery has had a long-tem 

trend of increasing catches. The increased level of fishing, reduction in
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stock size, and the resultant projected increase in fishing costs, suggests 

that it will become desirable at some stage to manage the resource to ensure 

the long-term viability of the U.S- fishery. The question at issue is: When 

should the U.S- begin such an effort, and what strategies should be employed 

with regard to international management issues?

3C- DEVELOPMENT AND INTEGRATION OF INFORMATION 

FOR RESEARCH AND MANAGEMENT

Stock Structure and Stock Assessment

There may be more than one stock of albacore in the North Pacific. If 

so, the stocks may need to be managed separately. Current research efforts to 

delineate stock structure and to forecast better recruitment, age structure, 

MSY, etc., are rather modest and therefore will produce limited results- This 

limitation is significant because work done under this sector provides the 

population dynamics information that is necessary to evaluate opposing 

management proposals.

Environmental Relationships

Variations in ocean conditions play key roles in causing fluctuations in 

the availability of albacore and in their vulnerability to harvesting. If 

modeling efforts, which are believed to be required for the proper management

of the resource are to continue, i t wi11 be necessary to develop an

understanding of the interactions between the al bacore resource, the
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environment and the fishery Fisheries advisories, if they are to be a 

feature of the NMFS program, require similar information. Therefore R and D 

efforts to investigate environmental relationships are a prerequisite for both 

management purposes and for improving the efficiency of the U.S. fleet.

Socio-economic Statistics and Analysis

The structure, function, and performance of the ll-S- albacore industry 

and its relationship to other fisheries needs to be better understood to 

ensure that research and management decisions are made in light of their 

economic impact on all segments of the industry and on the consumers.

Integration of Information to Address Development

and Management Concerns

Information about albacore biology and albacore fisheries needs to be 

integrated into a form that is useful for predicting the outcomes of various 

management proposals. Given the complex and interconnected nature of the 

fish-fishery system, the development of simulation models is an appropriate 

way to carr7 out such integration. Efforts in this direction should be 

undertaken early in order to help identify gaps in the available information 

and thereby suggest areas for emphasis in further research-

4. FISHERY ADVISORIES AMD EXTENSION

It seems possible that fishery advisory systems, which integrate 

oceanographic and fisheries data and broadcast information to fishermen, will
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reduce the costs in searching for fish. Increasing the efficiency of catching 

fish could be a cost-effective system. The industry members, both 

recreational and commercial, expressed interest in obtaining more information 

about albacore availability and distribution on a real-time basis. Government 

research and development would be required to develop such a system.

5A- FISHERY DEVELOPMENT

Constituents were interested in developing new gear and fishing 

strategies, improving the efficiency of existing methods and the expansion of 

the U.S. fishery to broader areas in the Pacific. It appears that the cost of 

fishing albacore with present gear and methods may increase. These costs, 

however, may be reduced by the use of gill nets and longlines. The expansion 

of the areal extent of the U.S. fishery is desired to establish historic 

presence in the areas with various gear types. This presence will improve the 

likelihood of a larger U.S- share of the take of albacore from the North 

Pacific should international regulatory management measures be adopted.

5B- PRODUCT QUALITY

Industry members were concerned about the quality of imported canned 

tuna. They felt that foreign processing standards were considerably below 

current U.S. quality standards, and suggested that quality standards on canned 

imports should be set and an inspection program should be established to 

enforce those standards. The industry also expressed concern over the 

efficacy of on-board preservation methods and recognized the desirability of
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reducing the salt content of frozen albacore. While it is recognized that on­

board handling and preservation of albacore destined for canning could be 

improved, the development of new albacore products may require entirely new 

procedures for the on-board handling of the catch.

5C- MARKETING

It is apparent that west coast fishermen will have more difficulty 

disposing of their fish if present domestic processing trends continue, i.e., 

shift in processing to non-continental sites. In response to this difficulty, 

the fishermen made several suggestions for developing alternative markets and 

products and for promotion of albacore as a quality seafood. Under current 

conditions, opportunities for export of U-S- albacore and albacore products 

are 1imi ted.

6. PRODUCT DEVELOPMENT

Almost all of the domestic catch of albacore is canned at present. In 

1982, small fishing boats on the west coast were only able to sell their catch 

directly to southern California or Hawaiian canners because no buying stations 

were established elsewhere during that year. Attanpts to sell fresh fish by 

individual fishermen were somewhat successful but the fishermen were painfully 

aware of the desirability of developing alternative markets for their fish-

Since the landings of such desirable food fish as halibut appear to be 

declining, albacore, if properly marketed, could take up the slack in the 

supply of quality fishery products.
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7. INTERNATIONAL TRADE POLICIES

Some industry members were concerned about competition from lower-priced 

foreign products, both fresh/frozen and canned al bacore, in the U-S- market- 

Several suggestions were made on how the government could provide relief to 

the domestic industry-

8. CENTRAL PACIFIC FISHERY BASE

The state of Hawaii is investigating the feasibility of establishing a 

system to reduce operating costs and increase the range of fishing time for 

U-S- albacore vessels operating in the central Pacific north of Midway- 

Options being considered range from fixed facilities on Navy-controlled Midway 

Island for refueling, offloading and storage of catch, to mobile barge or 

mothership-type operations. Studies so far have identified various 

facilities/infrastructure options, but have not adequately addressed other 

important concerns, such as investment risks or levels, participation or 

cooperation between the State government, the Navy and various sectors of the 

fishing industry.

9. RECREATIONAL FISHING

In general, recreational fishing opportunities for albacore are 

determined by the annual distribution of the fish during migration. However, 

NMFS could expand the recreational albacore fishing opportunities by upgrading
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NMFS advisory services to include information customized for recreational 

fishermen. NMFS could also expand recreational opportunities by relieving 

potential commercial-recreational conflicts.

10- FINANCIAL AND POLICY ASSISTANCE

Constituents favored continued or increased financial assistance to the 

U.S. albacore fleet. Foreign governments subsidize their fishermen to a far 

greater extent than the assistance offered the U.S fishermen. To improve 

their competitiveness with sibsidized fleets, domestic commercial fishermen 

suggested aid in the forms of tax relief or incentives, vessel obligation 

guarantees, and direct subsidies for diesel fuel purchase. As one example of 

inequity, a constituent pointed out that a foreign fishing vessel repaired in 

a U.S. shipyard actually would pay less than a domestic vessel for the same 

work because of the tax structure.

III. CARRYING OUT THE PLAN: THE NEXT STEPS

Although some of the options selected confirm the desirability of 

maintaining activities that are already planned or implemented, a large number 

of the options selected require starting new activities for which more 

detailed planning and budgeting are required before they can be put into 

operation. Many of these, such as research for the design of improved 

forecasting systems, will require a great deal of citizen input and require a 

large measure of cooperation among government, industry, and recreational 

interests if they are to be successfully planned and carried out- There is
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also a need to inform the commercial and recreational fishing industry as well 

as other interested citizens about the overall program strategy. As mentioned 

previously, responsibilities and assignments for carrying out these planning 

and operational activities within NMFS were discussed by the Directors. The 

resulting assignments of responsibilities among the various NMFS offices are 

given in Figure 3.

The roles of the various NMFS offices within each category were 

designated as either 1) primary responsibility or 2) participant. The

Directors of offices with primary responsibility will be accountable for 

conducting operational planning and for soliciting and coordinating input from 

citizens and other participating NMFS offices in setting out these plans. In 

most cases the office with primary responsibility will also carry out the 

operations, but in some cases the work may be done through contracts, grants 

or coordinated efforts of others. Also, it should be realized that NMFS will

not be able to implement all of these options at once. Budgetary

considerations, the press of other priorities, staff availability, etc., are

some of the reasons why all of the work may not be undertaken in the short- 

run. However, because the strategic planning was oriented toward the 

desirable objectives of the constituents, there are a number of options 

included in the NMFS strategy which can be initiated and carried out by the 

constituents themselves. In these cases NMFS would have a supporting role; 

(e.g., see asterisked items in Figure 3).

NMFS operational planning and program budgeting and execution based on 

the strategy will begin immediately. For example, the SWFC and the SWR have
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maintained a joint planning task force which will prepare operational plans 

and options for the Center and Regional Directors' reviews and approval prior 

to the next Fiscal Year. The SWFC, SWR and other NMFS Offices will prepare 

Current Year Operational Plans (CYOPs) for each Fiscal Year prior to the 

beginning of the Fiscal Year on October 1. The albacore-fishery related plans 

for the next and succeeding Fiscal Years will be based on the strategy 

discussed in this report. From time to time the albacore fishery situation 

will be reviewed by NMFS, together with its constituents, and changes or 

updates to the program strategy may be made as a result.

A Directory of NMFS Offices with lead responsibilities for a portion of 

the NMFS albacore program is given in Appendix C-
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APPENDIX D

The NMFS Directors Meeting on Strategic Planning

for the NMFS Program for North Pacific Albacore

Research and Management

The meeting attended by NMFS Directors was held for the purpose of 

establishing program objectives and selecting the options to form the NMFS 

strategic plan for albacore research and management. The objectives and 

strategy was established in light of the constituents' desirable goals and 

objectives, and was intended to support them to the extent that the NMFS 

mission could accommodate these objectives. The participants of the meeting 

were asked to:

o consider the issues and opportunities involved with the North 

Pacific albacore resources and fisheries;

o discuss the pros and cons of the possible and feasible options 

for resolving the issues or taking advantage of the 

opportunities;

o reach a consensus on the preferred options to be included 

in the long-range NMFS program for albacore research and 

management; and
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o determine the roles and responsibilities for carrying out the 

NMFS albacore program.

The participants were provided with background materials before the 

meeting, including a draft of the options field and the report of the 

constituents' workshop. See Section II for part of the background material 

related to the Options Field.

The meeting was facilitated by a professional, non-government 

facilitator. All of the options were displayed on a magnetic board visible at 

all times to the participants. The participants first discussed the meaning 

of each of the options within each of the design categories, one at a time. 

SWFC and SWR technical staff on the albacore planning task force were 

available to answer questions and to explain the significance of options, 

issues or opportunities based on material from the constituents workshop or 

based on facts. When the participants were satisfied that they understood the 

meanings of the options, they reorganized the options field and reduced it to 

14 sectors by combining the four research sectors into a single sector - 

Development and Integration of Information for Research and Management. They 

then arranged the sequence of the 14 sectors into a preferred order for 

discussion. This was done with the assistance of a computer with Interpretive 

Structural Modeling (ISM) software. The resulting sequence showed close 

relationships among some sets of the sectors. These were in two sets; the 

first set of closely related sectors included International Cooperation, 

Fisheries Management and the research sector. The second set included the



- 29-

sectors for Fishery Development, Product Quality and Marketing. A few of the 

options within the restructured options field were edited to better reflect 

the group's thinking and a few more options were added by the workshop 

participants to produce the final options field (Figure 2 of the report). 

When the final option field was established, the group discussed the pros and 

cons and desirability of including each option in the NMFS strategy, and 

through consensus selected those to be included in the NMFS albacore program. 

A combination of discussion and voting was used to arrive at a consensus for 

selecting or rejecting individual options for the strategy.

Because there were logical relationships among some of the categories, it 

was possible that selections of certain options in one category could 

eliminate choices in the remaining categories. Therefore, during the meeting, 

logically inconsistent options in the remaining categories were removed from 

consideration after the selections were made for a category. However, only a 

few options were thus affected. From the Directors' point of view, the final 

choices in each of the design categories shown in Figure 2 constituted the 

best alternative design of the NMFS albacore program strategy.
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