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Participants in the Regional Workshop on the Formulation of Guidelines for
Fisheries Co-Management held in Antigua and Barbuda in July 2017. JICA ex-
perts, CARIFICO project managers, liaison consultants and scientists from the
University of Florida played important roles in implementing the project and
formulating this document.

Participants in the CARIFICO-CRFM Regional Seminar on Strengthening of
Fisheries Co-Management in the Region held in Saint Lucia in November
and December 2017. The CARIFICO-CRFM joint statement, expressing con-
tinued support of fisheries co-management efforts in the region, was offi-
cially endorsed by national and regional partners attending the Regional
Seminar.
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Introduction

Fisheries co-management is broadly defined as
a flexible and collaborative process in which gov-
ernment and resource users (principally fishers)
share the responsibility and authority for decision-
making. Today, co-management is recognized as
an effective approach for managing and sustaining
small-scale fisheries with arrangements that may
fall anywhere on a continuum from near-total gov-
ernment control to near-total stakeholder control.

The following co-management arrangements
are described by Sen and Nielsen (1996):

e [nstructive: Government instructs fishers on
management decisions it makes.

o  Consultative: Fishers are consulted, but final
decisions are made by government.

o Cooperative: Fishers and government cooper-
ate as equal partners in decision-making.

e Advisory: Fishers make decisions, with gov-
ernment playing an advisory role.

e Informative: Fishers inform the government of
management decisions they make.

In the Caribbean, active government manage-
ment of fisheries is relatively recent and generally
based on a premise of strong government control of
rules and procedures, with limited awareness of the
current or potential role of fishers in management.
At the same time, the capacity of Caribbean gov-
ernments to make and enforce rules that effectively
improve fisheries management is often weak. Fish-
eries co-management, in principle, has the potential
to improve governance outcomes by strengthening
the consideration given to fishers’ knowledge and
their capacity for individual and collective action
in the management system (Brown and Pomeroy
1999; Pomeroy et al. 2004).

Various co-management initiatives have been
pursued in the Caribbean region since the 1990s. A
2004 review concluded that many initiatives were
at early stages of implementation and typically
aimed for the consultative or cooperative level on
the co-management continuum (Pomeroy et al.
2004). The review identified several conditions
constraining the implementation of fisheries
co-management in the Caribbean region: inflexible
approaches by government to coastal resources
management; lack of effective leadership, group
cohesion, and organizational capacity among fish-
ers; low levels of trust between government and

fishers; and lack of legislation empowering fishers
to make decisions (Pomeroy et al. 2004).

Recognizing these constraints, the Japanese
government introduced the five-year (2013-2018)
Caribbean Fisheries Co-Management
(CARIFICO) project. CARIFICO was imple-
mented under the technical cooperation of the Ja-
pan International Cooperation Agency (JICA), the
Caribbean Regional Fisheries Mechanism (CRFM)
and six Caribbean countries: Saint Kitts and Nevis,
Antigua and Barbuda, Dominica, Saint Lucia, Saint
Vincent and the Grenadines, and Grenada (Figure

).

The islands participating in the CARIFICO
project share many similar economic and develop-
mental characteristics, cultural traditions, and eco-
logical conditions. At the same time, each island
reflects a distinctive set of social values and priori-
ties that drive governance approaches to the man-
agement of marine resources (McConney et al.
2003). Co-management activities introduced by
CARIFICO were adapted and flexibly put into
practice by participating national governments.

CARIFICO aimed to facilitate the develop-
ment of co-management arrangements by piloting
them in fisheries where individual and collective
action by fishers can be expected to result in rela-
tively rapid benefits. To this end, development and
management of the offshore (pelagic) fishery
through the introduction or expanded use of fish
aggregation devices (FADs) was identified as a key
priority, and that is the effort on which this docu-
ment focuses. In a more limited fashion, the
CARIFICO approach was also applied to efforts to
reduce bycatch in the fish-pot fishery in Antigua
and Barbuda and to sustain the conch fishery in
Saint Lucia.

In the case of the offshore fishery, CARIFICO
introduced a comprehensive set of activities to gov-
ernment and fisher stakeholders in each of the six
participating countries to support the use and man-
agement of government-sponsored (public) FADs
as an alternative to the setting of individual (pri-
vate) FADs. An important consideration for project
implementation was recognition that the historical
use of FADs in offshore fishing differed among the
participating countries. Dominica and Saint Lucia
had a longer history of FAD use than other coun-
tries, such as Antigua and Barbuda and Grenada,
where use of FADs has been a more recent devel-
opment.



This document describes the planning, imple- for implementing such activities at national (indi-
mentation, and evaluation of those activities (major vidual participating country), sub-regional (all par-
steps) and their respective actions (supporting ticipating countries), and regional (all eastern Car-
steps). Drawing from this experience and from the ibbean countries) scales (Figure 2).
scientific literature, it also offers guidance for sim-
ilar future efforts and recommends good practices
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Figure 1. Countries participating in CARIFICO.
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Figure 2. CARIFICO project framework.




Chapter 1. Project Planning

The key steps in the CARIFICO project plan-
ning phase were as follows:

1. Define issues.

2. Establish target fisheries.
3. Set goals and objectives.
4

Identify activities and success metrics.

Define Issues

A review of fisheries management literature
and experiences by external, regional, and national
project partners (JICA 2012) identified the follow-
ing issues that could be addressed through co-man-
agement approaches:

e Improve information sharing and cooperation
among fishers, and between fishers and gov-
ernment, through consultative processes and
trainings.

e Improve fisher organization and decision-mak-
ing capabilities.

e Improve data collection systems for monitor-
ing fishing activities.

o Improve the predictability and profitability of
offshore fishing by introducing or expanding
FAD technologies.

e Improve understanding of and voluntary com-
pliance with fisheries regulations.

e Improve methods for the safe handling and
processing of fish products.

e Diversify fish products and market opportuni-
ties to benefit both fishers and consumers.

o Establish funding mechanisms to sustain
co-management programs.

Establish Target Fisheries

The CARIFICO project targeted three types of
fisheries:

1. The FAD fishery (all six countries): This fish-
ery was selected for development as a means to
shift fishing pressure from over-exploited near-
shore reef resources to offshore resources,
which are at present considered to be underuti-
lized by artisanal fishers in the Caribbean.
FAD technology has been shown to introduce
greater predictability and profitability to off-
shore fishing.

2. The conch fishery (Saint Lucia only): Due to its
sedentary nature, queen conch is considered by
some to be susceptible to overfishing. Improv-
ing the sustainability of this fishery was identi-
fied as a potential goal of co-management in-
terventions, particularly in Saint Lucia.

3. The fish pot fishery (Antigua and Barbuda
only): Lost fish pots/traps often cause ghost
fishing, where the traps keep catching marine
organisms, including non-target species. This
issue is widespread in the Caribbean and of
particular interest to Antigua and Barbuda,
where co-management solutions were sought
to improve the environmental sustainability of
this fishery.

Set Goals and Objectives

The goal of CARIFICO was to facilitate col-
laboration between fishers and governments to
comprehensively address priority issues identified
through past fisheries development experiences,
with input from JICA, regional partners, and na-
tional stakeholders in the Caribbean. This goal in-
cluded two primary objectives: (1) to strengthen in-
stitutional, organizational, and financial mecha-
nisms to develop, manage, and sustain offshore
fisheries that rely on the use of FADs, and (2) to
strengthen the management and productivity of
fisheries facilities and services. These objectives
were chosen because in both areas, individual and
collective action by fishers can be expected to re-
sult in relatively rapid benefits. By contrast, many
management activities aimed at reducing unsus-
tainable practices involve restraint with deferred
benefits.

CARIFICO goals and objectives were estab-
lished in consultation among JICA, regional part-
ners (CRFM), and the governments of countries par-
ticipating in the project (JICA 2012).

Identify Activities and Success
Metrics

Eight activities were selected to support project
objectives: consulting with fishers, establishing
fisher organizations, conducting trainings, codify-
ing user rules, assessing catch/effort data, estab-
lishing financial mechanisms to support co-man-
agement programs, marketing catch, and maintain-
ing FAD programs. The activities were designed to
develop and expand FAD fisheries while facilitat-
ing the adoption of co-management approaches.



Many of the activities implemented through
CARIFICO relate to factors previously identified
as constraining co-management (Pomeroy et al.
2001; Pomeroy et al. 2004; Evans et al. 2011).
Once project activities were set, metrics for meas-
uring progress toward implementation were identi-
fied (Table 1).

Project Planning Guidance Based on
the CARIFICO Experience

Project planning represented the initial project
phase, establishing the process and elements that
helped to define and structure CARIFICO’s imple-
mentation and evaluation phases. Drawing from
the CARIFICO experience, the following recom-
mendations and guidance are offered to help facil-
itate project planning within a consultative process.

1. Define issues.

o Evaluate social and institutional frameworks
within which co-management will be devel-
oped and maintained.

o Evaluate the nature of existing relationships
between fishers and government authorities
to identify opportunities and potential bene-
fits from collaborative endeavors.

0 Review motivations, opportunities, and
impediments to fishers participating more
and assuming more responsibility for im-
plementing co-management activities.

0 Review motivations, opportunities, and
impediments to government’s interest and
capabilities in facilitating the co-manage-
ment process.

Table 1. CARIFICO activities and success metrics.

2. Establish target fisheries.

o Identify a fishery or fisheries (e.g., fish pot,
conch, offshore) that would benefit from
co-management based on the identification
and discussion of issues, interests, and oppor-
tunities.

e Evaluate the nature of those fisheries (e.g.,
open-access vs. limited-access fishing re-
gimes).

O If the target fishery has open access, such
as the offshore fishery, a large number of
fishers in multiple fishing communities
may be involved in co-management activ-
ities.

O If the target fishery has limited access,
such as a sedentary fishery, a smaller num-
ber of fishers may be involved in co-man-
agement activities.

3. Set goals and objectives.

e Prioritize management issues and needs in
the target fisheries and participating commu-
nities.

o Establish goals and formulate objectives that
will lead to desired outcomes from the
co-management process.

4. ldentify activities and success metrics.

o Identify new or existing activities that can be
undertaken to support specific co-manage-
ment goals and objectives.

e Establish a set of corresponding metrics that
can be used to gauge progress toward imple-
menting those activities.

Activities Metrics
1. Consulting with fishers A socioeconomic analysis measured im-| A regional workshop evaluated four aspects
2. Establishing fisher organizations provements to five fisher livelihood as-| of project participants’ implementation of
. - sets by comparing conditions prior to| project activities:
3. Conducting trainings S L
and during implementation: 1. Roles
4. Codifying user rules 1N |
) - Natura 2. Responisibilities
5. Collecting catch/effort data > Phvysical
e ) - Fhysica 3. Challenges
6. Establishing financial mechanisms .
3. Social
7 Marketi tch 4, Progress
. Marketing catc 4 Human
8. Maintaining FAD programs 5 Financial




Chapter 2. Project Implementation

The key steps in the CARIFICO implementa-
tion phase were as follows:

1. Identify leaders.
2. Set time frames for activities.

3. Identify actions that facilitate the implementa-
tion of activities.

4. Establish stakeholder expectations and roles
for carrying out actions.

Identify Leaders

Cultivating motivated leaders to represent stake-
holders and identifying key government personnel,
including national project managers and supporting
liaison staff, is perhaps the most important element in
successful implementation of the co-management
framework. The CARIFICO experience suggests that
localities where co-management was most effective
benefitted from partnerships that were initially ena-
bled and sustained by Fisheries Division staff and
supporting personnel who provided the expertise
needed to facilitate CARIFICO’s implementation.
Equally important was the identification of individu-
als who were respected in the fishing community who
could represent their colleagues’ interests, interface at

critical times with government entities on their be-
half, and help ensure that findings from the
CARIFICO process were effectively disseminated
and acted on. The most successful CARIFICO out-
comes also benefitted from project managers and li-
aison staff who had appropriate outreach skills and
the resources to actively and continuously engage
with stakeholders.

Set Time Frames for Activities

The CARIFICO experience suggests that the time
frame for implementing activities (such as the FAD
deployment/maintenance shown in Figure 3) may
vary depending on the location, stakeholder capaci-
ties and interests, and the target fishery. For instance,
Grenada took about two years to establish a function-
ing FAD fisher organization in the town of Grenville,
while the same effort took about three years on Anti-
gua and Barbuda and four years on Saint Kitts and
Nevis and Saint Vincent and the Grenadines, and is
still ongoing on Dominica and Saint Lucia. Although
the CARIFICO project was planned within a speci-
fied time frame, the experience suggests that imple-
mentation can take time and require flexibility. In ad-
dition, effective implementation may require contin-
uous resources and assurance of tangible benefits to
reinforce stakeholder commitment to the process,
particularly with regard to formalizing and sustaining
organizations.

Figure 3. Fishers participating in a FAD deployment/maintenance activity.



Identify Actions to Implement
Activities

Specific actions associated with co-manage-
ment activities were identified and the roles of
stakeholders in implementing those actions were
established through a consultative process, based
on an assessment of stakeholder interests, capaci-
ties, and desired outcomes. These actions are iden-
tified in Table 2. Identifying key actions necessary
to operationalize activities helped stakeholders to
develop a process to structure project implementa-
tion, which involved setting expectations, estab-
lishing stakeholder roles, and refining the metrics
used to measure progress toward attaining project
objectives.

Establish Stakeholder Expectations
and Roles

Once project actions were identified, the expec-
tations, roles and responsibilities of government and
fisher stakeholders were considered. For some ac-
tions, particularly in the beginning phases, govern-
ment assumed the primary role and fishers a support-
ing role. The responsibility for implementing some
actions was shared equally among government and
fisher stakeholders (e.g., identifying leaders); for
other actions, fishers assumed a more participatory
role (e.g., attending consultations and trainings) or
they were obligated to comply with decisions made
by government (e.g., compliance with government-
stipulated user rules was considered mandatory in
some participating countries). The CARIFICO expe-
rience suggests that project managers and stakeholder
leaders should work collaboratively. This can help to
ensure that expectations and roles for participation are
understood, accepted, disseminated and followed by
the various constituencies. It is also suggested that
stakeholder expectations, roles, and responsibilities
be periodically evaluated, and adapted where neces-
sary, to flexibly accommodate changing circum-
stances and priorities.

Project Inplementation Guidance
Based on the CARIFICO Experience

CARIFICO activities were envisioned to work in
an integrative fashion, and the connections between
them should be considered when adapting them to lo-
cal circumstances. For example, consulting with fish-
ers can promote trust and the sharing of knowledge

Table 2, Actions identified to implement

CARIFICO activities.

1. Consulting with fishers

2. Establishing fisher organi-
zations

e Organize

e Fund

o Attend

o Participate

e Setagenda

o Identify stakeholders
o Take minutes

e Report results

e Make decisions

e |dentify leaders

e Establish operational plan

e Fund organization

¢ Provide technical assistance
e Register organization

e Provide venue for organiza-
tion to operate

e Manage finances
e Develop leadership

e Promote participation

3. Conducting trainings

4. Codifying user rules

e Fund

e Organize

o Participate

e Present

e Transfer knowledge

e Promote participation
e Provide materials

e Monitor effectiveness

o Identify informal rules
e Advocate user rights
¢ Mediate conflicts

e Develop rules

e Establish policy

¢ Follow rules

e Provide feedback to users

5. Collecting catch/effort
data

6. Establishing financial
mechanisms

o Determine data to collect
e Develop forms

o Collect data

e Input data

o Analyze data

e Interpret data

e Report data

e Determine fees

e Collect fees

e Monitor license status
e Enforce compliance

e Promote participation

7. Marketing catch

8. Maintaining
grams

FAD pro-

o Monitor fish quality

o Develop value-added
products

e Maintain fish quality at sea
e Increase local demand

o Facilitate processing

o Facilitate export

o Establish market prices

e Provide materials
e Support licensing

e Encourage compliance with
rules

e Maintain landing site facili-
ties

e Encourage fisher participa-
tion

e Encourage sustainable fish-
ing practices




that supports the successful implementation of train-
ings and the establishment of organizations. Estab-
lishing fisher organizations drives the CARIFICO
process and helps sustain its long-term viability. They
are the vehicle for fishers to participate in and benefit
collectively from the co-management process. Con-
ducting trainings develops the institutional systems
needed to provide the science, management, and out-
reach that sustain the program. Codifying user rules
provides a regulatory framework that, ideally, inte-
grates formal policy and informal traditions in a man-
ner that satisfies government needs and is credible to
users. Collecting catch/effort data provides the infor-
mation needed to evaluate the success of the program
in meeting regulatory, social, and environmental sus-
tainability goals. Establishing financial mechanisms
provides the funding that makes other activities pos-
sible. Marketing catch provides consumers, fishers,
and related businesses with opportunities to benefit
from fisheries development programs by diversifying
markets and identifying value-added products. The
implementation of these complementary activities
within a collaborative process helps maintain FAD
programs.

Drawing from the CARIFICO experience, the
following recommendations and guidance are offered
to facilitate future implementation efforts.

1. Consulting with fishers: Build fisher and gov-
ernment cooperation and trust through dialog
and information sharing (Figure 4).

* Targeting interventions

o Fisher groups, communities, fishing meth-
ods, fish species, or a combination of those
may be selected for intervention based on
issues and needs identified by government,
fishers, and other stakeholders.

0 When a community is selected for partici-
pation, an existing and functioning com-
munity organization (e.g., fishing coopera-
tive) can serve as the management body.

0 When a fishery such as the FAD fishery is se-
lected, multiple fishing communities may be
selected for participation due to the historic
open-access nature of offshore fisheries in the
Caribbean region.

o Fish species that have high economic value
(e.g., tuna) or are subject to high fishing
pressure (e.g., conch and lobster) may be
selected as target species.

* Establishing meeting places

0 Meeting places should be convenient to
fishers.

0 Potential meeting places include fish land-
ing sites, fishery complexes, and commu-
nity centers.

PY I -——-——I
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Figure 4. Fisher consultation.

* Preparing for meetings

0 Meeting times should be convenient for
fishers.

0 Specific topics and clear objectives should
be set to avoid meeting fatigue.

0 Meetings should be designed to create an
environment in which all attendees can
participate equally, exchange views, and
develop common strategies for addressing
issues.

O At the initial stage, it is suggested that the
national Fisheries Division assign a fisher-
ies officer to organize and manage the
meetings.

* Conducting meetings

0 A fisheries officer can serve as facilitator
until a suitable representative for fishers is
identified.

0 The process should have a mechanism to
quantify participant input and document
consensus.



* Recording meetings that consists of a small number of highly

0 Consistent with the meeting purpose and motivated fishers.

objectives, outcomes should be recorded
and shared among stakeholders. Stake-
holder roles for recording meeting out-
comes may evolve as needed.

3. Conducting trainings: Introduce technologies
and practices that improve fisheries operation
and management.

* Selecting training courses

2. Establishing fisher organizations: Encourage

and build capacity for collective decision-mak-
ing.

O Training needs should be identified and
stakeholder expectations validated through
a consultative process.

* Forming fisher organizations

0 It is suggested to start with a small group
based on individual motivation to partici-
pate, standing in the community,
knowledge, and expertise in interacting
with fishers.

0 Executive members (president, vice-presi-
dent, secretary, and treasurer) should be se-
lected.

0 The roles of executive members should be
clearly defined.

0 Trainings in leadership skills for executive
members (e.g., accounting, organization
operation, meeting facilitation, and con-
flict management) may be necessary.

O A fisheries officer may be included as an
executive advisor to facilitate organiza-
tional development and operation.

* Registering fisher organizations

0 Organizations must be formally registered
with government, but once registered
should strive to operate independent of or
with limited oversight by government.

0 Each organization should formulate by-
laws that include the name of the organiza-
tion, its purpose, and the location of its

0 Potential training topics include FAD de-
ployment, FAD fishing methods, safety at
sea, icebox construction, fish processing,
and small engine maintenance/repair.

Organizing trainings

0 Logistics for implementing trainings
should include preparation, implementa-
tion, and evaluation.

0 Establishing stakeholder roles for organiz-
ing, conducting, and participating in train-
ings is recommended.

Transferring knowledge from trainings

0 Trainings should be offered to motivated
fishers or those who are actively participat-
ing in organizations or consultations. In
this way, trainings can influence other fish-
ers to participate in co-management activ-
ities.

O Trained fishers and fisheries officers can be
resources for technical transfer to other fishers
from inside and outside the participating com-
munity or communities.

0 Exchange programs can allow fishers and
government participants to share infor-
mation and technologies more broadly.

4. Codifying user rules: Formalize regulations and

headquarters. ! X
compliance through a consultative process.

O A bank account should be established for
the organization to help ensure that its fi-
nances are secure and transparently man-

* Formulating rules and regulations

0 A review of existing formal and informal

aged. rules can help characterize current institu-
* Encouraging membership in organizations tional and management structures supporting
governance of the target fishery or participat-

0 Tangible benefits of participation in the or- ing community.

ganization should be highlighted to build

membership and encourage participation. 0 Areview of applicable rules in other coun-

tries can help determine the broader rele-
vance and consistency of proposed govern-
ance strategies.

0 Consider initiating organization activities
with a selected community or core group



O Ideally, governance strategies will assimi-
late local knowledge and fishing traditions
to motivate broader acceptance and com-
pliance.

0 New rules should preferably be reviewed,
modified, and adopted through consulta-
tion with stakeholders.

* Enforcing rules

0 Formation of effective fisher organizations
can aid compliance through increased buy-
in and self-enforcement.

O The establishment of intergovernmental

partnerships (e.g., with the coast guard)
can facilitate compliance with and enforce-
ment of mutually agreed-upon rules.

5. Collecting catch/effort data: Develop systems
for monitoring fishery productivity and sustain-
ability.

* Planning for data collection

0 The purpose and type of data collection
(e.g., catch data, biological data) should be
clarified in consultation with fishers and be
consistent with regional fisheries manage-
ment conventions.

0 Data collection forms or logbooks should
be prepared and tested, preferably through a
consultative process.

O Training for fishers and professional data
collectors on protocols for the use of forms
or logbooks may be required.

* Collecting data

0 Protocols for data collection should be es-
tablished with fishers through a consulta-
tive process.

0 Data collection protocols can be adjusted
based on feedback from fishers and other
data collectors.

0 Development of computing systems and
the technical capabilities of Fisheries Divi-
sion staff may be required to transcribe,
store, manage, and analyze information
collected.

* Analyzing data and sharing the results

O Interpretation of catch/effort data should
be conducted in consultation with fisher
stakeholders.

0 Results should be shared with the broader
fishing community through a consultative
process.

0 Tangible benefits to fishers from providing
information on catch/effort include vali-
dating incomes from fishing activities,
necessary to secure financial resources
such as bank loans.

6. Establishing financial mechanisms: Ensure that
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funding will be available to sustain organiza-
tions and FAD programs.

* Preparing for fee collection

0 License (Figure 5), user, and membership
fees can be considered for generating rev-
enue.

0 Fee structures should be proposed and
evaluated with fishers through a consulta-
tive process.

0 Costs and benefits of FAD programs
should be assessed to set realistic licensing
or user fees.

0 The opportunity to participate in consulta-
tions, trainings, and organizations can be
promoted as benefits of paying member-
ship or license fees.

FAD FISHING LICENCE ™

Figure 5. Dominica FAD fisher license.

* Implementing fee collection systems

0 Mechanisms should be established for
government to either collect license or user
fees or support fisher organizations in col-
lecting membership fees and using them
for the collective good.

0 Computerized systems for tracking li-
censes or user fees can help the Fisheries
Division track the status of fisher registra-
tion programs and allocate funding to sup-
port fishers.



* Disseminating financial reports

O Transparent accounting procedures and feed-
back to members help to instill confidence in
organizational leaders and build membership
in fisher organizations.

¢ Identifying external funding mechanisms

0 The fisher organization can diversify in-
come sources by selling fishing gear and
value-added products that provide addi-
tional benefits to members.

0 The fisher organization and/or Fisheries Di-
vision may, jointly, explore financial assis-
tance from external agencies or donor organ-
izations. Through formal (legal) organiza-
tion, fishers may be more likely to secure
funding from external sources to support
their programs.

Figure 6. Seafood handling and processing.
7. Marketing catch: Expand markets to diversify
income options for fishers and products for con- 8.
sumers.

Maintaining FAD programs: Help sustain and
strengthen ongoing implementation of comple-
mentary CARIFICO activities.

¢ Legitimizing traditions: Affirm informal

* Analyzing consumer preferences

0 Research on domestic and export markets
can help identify demand for fish products
and evaluate the feasibility of producing
value-added products (e.g., smoked, dried,
or sliced fish).

O A business plan based on market research
can help tailor products to domestic and
foreign markets.

* Improving product quality

0 Implementing seafood quality standards
(e.g., using ice at sea) can improve the
value and marketability of fish products.

o Fishers should be encouraged to offload
their catch at dedicated and certified land-
ing facilities that meet health, safety, and
quality standards for processing (Figure 6).

* Promoting new products

O Public awareness programs including
school education, fish cooking competi-
tions, and exhibitions can help expand lo-
cal markets by stimulating demand for and
consumption of underutilized fish species
(e.g., diamondback squid) and new fish
products.
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rules and integrate established fishing prac-
tices into management decisions.

Developing leadership: Cultivate leaders
who can motivate fishers to organize.

Enforcing accountability: Formalize responsi-
bilities for the use and maintenance of landing
site facilities and equipment.

Expanding education: Continue training op-
portunities for Fisheries Division staff to
build outreach capabilities.

Managing flexibly: Explore public-private
partnerships; use territories and limited-ac-
cess options to sustain FAD programs and re-
duce conflicts.

Evaluating periodically: Review activities and
participant roles and adjust them in response to
current or changing circumstances.



Chapter 3. Project Evaluation

The key steps in the CARIFICO evaluation
phase were as follows:

1. Conduct a socioeconomic analysis to measure
impacts to livelihoods.

2. Hold a regional workshop to evaluate progress
in implementing activities.

3. Appraise success metrics (degree to which ac-
tivities are adopted and implemented at the na-
tional scale).

4. Quantify project outputs (number of publica-
tions, consultations, trainings and technical ex-
changes at national, sub-regional and regional
scales).

Conduct Socioeconomic Analysis to
Measure Impacts

An important evaluative component for meas-
uring the impact of the CARIFICO project was de-
termining the extent to which the livelihood of fish-
ers was appreciably improved (Montes et al. 2017).
Socioeconomic information solicited from fishers
in the participating countries (Figure 7) identified
factors (e.g., improved FAD fishing skills, in-
creased catch, and greater material wealth) that
have contributed to a growing demand to pursue
offshore fishing, motivated by CARIFICO through
trainings and FAD deployment activities. The con-
tribution of CARIFICO activities to fishing success
was further supported by the strong interest among
offshore fishers in helping to set new FADs, inde-
pendently and/or in collaboration with other fish-
ers. An opportunity exists to take advantage of this
growing interest in offshore fishing to develop
more robust licensing and catch/effort data systems
to manage, monitor use of, and sustain FAD pro-
grams.

Two primary CARIFICO interventions were
FAD use trainings and deployments. To evaluate the
effectiveness of these activities, the socioeconomic
analysis assessed factors that can affect fishers’ in-
terest in setting and maintaining public and private
FADs. The results suggest that CARIFICO has in-
deed contributed to fishing success, as fishers ex-
pressed the belief that setting FADs has helped them
to catch more fish.

The intent to set FADs was strongest among
fishers who acknowledged that they have the ability,

Figure 7. FAD fisher interview.

skills, and the financial resources to do so, which
have been strengthened by participation in
CARFICIO activities (Montes et al. 2017).

Hold Regional Workshop to Evaluate
Progress

The second evaluative component was a re-
gional workshop to solicit and quantify input from
CARIFICO stakeholders regarding shifting per-
ceptions of co-management as well as factors that
have promoted or impeded co-management activi-
ties and actions (Figure 8). Fishers and government
representatives of all countries participating in the
workshop indicated that, since the inception of
CARIFICO, government responsibility for imple-
menting co-management activities had diminished
and the role of fishers had increased. Workshop
participants generally agreed that, since the start of
the CARIFICO project, co-management arrange-
ments had evolved from primarily instructive/con-
sultative to more cooperative in nature (Figure 9).

The results of the regional workshop affirmed
an important quality of CARIFICO: It was imple-
mented as a flexible program tailored to the inter-
ests and needs of government and fishers in each
country. Thus, progress toward implementation
was variable, with different countries focusing on
broader or narrower ranges of activities and of fish-
ing communities. This flexibility is illustrated by
differences in the evolution of government and
fisher roles in participating countries, as shown in
Figure 9.
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Figure 8. Regional workshop.
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Figure 9. Evolution of fisheries co-management arrangements through CARIFICO.

According to the workshop results, activities
showing the greatest perceived progress included
consulting with fishers, conducting trainings, and
collecting catch/effort data. Activities that have
proven to be more challenging to implement in-
clude establishing fisher organizations and estab-
lishing financial mechanisms (e.g., user fees) to
sustain FAD programs. Programs to market catch
have also been slow to progress. Most governments
participating in CARIFICO have decided to delay
or forego implementation of marketing programs,
based on the belief that this activity (1) can be un-
dertaken later, once FAD programs are stable and
productive or (2)is not a governmental responsibil-
ity (Sidman et al. In press).

Appraise Success Metrics

An external consultant team evaluated the de-
gree to which CARIFICO activities had been suc-
cessfully implemented in the participating coun-
tries and outputs disseminated at national, sub-re-
gional, and regional levels. Factors considered by
the consultant, and how they were measured, are
listed below.

1. The extent to which fisher cooperation and
trust had been facilitated through dialog and
information sharing was measured in terms of
the number of consultations and trainings that
had been implemented in the participating
countries.
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The extent to which organizing efforts had en-
couraged and built capacity for collective de-
cision-making by fishers was measured in
terms of the number of fisher cooperatives and
associations established and functioning in the
participating countries.

The extent to which new FAD technologies had
been adopted by fishers was measured in terms
of the materials provided for the development
and maintenance of FAD fisheries and the
number of fishers participating in trainings on
FAD deployment, maintenance and use.

The extent to which knowledge and technical
expertise had been imparted and exchanged
throughout participating countries and the re-
gion was measured in terms of the number of
fisher trainings and exchanges conducted.

The extent to which rules were promulgated
and disseminated for the deployment, mainte-
nance, and use of FADs was measured in terms
of the establishment of rules by participating
countries to formalize governance and policy
for FAD fishery management.

The extent to which data systems were devel-
oped and implemented to collect, manage, and
monitor fishing catch, effort, and sustainability
was measured in terms of the number of partic-
ipating countries with functioning FAD fishery
catch/effort data collection and management
systems.

The extent to which mechanisms to fund and
sustain fisheries co-management programs
were established and functioning was meas-
ured in terms of the number of programs devel-
oped to collect user fees and the number of reg-
istered fishers.

The extent to which activities to support the ex-

pansion of markets to diversify the income of
fishers and promote consumer demand had
been introduced and facilitated was measured
in terms of the number of trainings and tech-
nical exchanges conducted to improve the
quality and handling of seafood products and
the number of programs implemented to pro-
mote underutilized seafood products and stim-
ulate consumer demand for value-added fish
products.

Quantify Outputs

The evaluation team also assessed the degree

to which outputs identified in the project planning
and implementation phases had been successfully
developed and disseminated at national, sub-re-
gional, and regional scales. Metrics applied to eval-
uate project outputs included the following:

L.

National success was measured in terms of the
number of organizations formed, FADs de-
ployed, fisher licenses purchased, and consul-
tations, meetings, and trainings conducted.

Sub-regional success was measured in terms of
the number of workshops, trainings, and tech-
nical exchanges facilitated and the number of
technical and training manuals developed.

Regional success was measured in terms of
participation at regional conferences (number
of oral and poster presentations), the number of
international exchanges facilitated for Fisher-
ies Division staff and fisher stakeholders, the
number of seminars conducted to foster infor-
mation exchange and project implementation,
and the number of technical and guidance man-
uals disseminated through partnerships.

Progress toward fulfillment of success metrics

and outputs related to the implementation of
CARIFICO activities is summarized in Table 3.
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Table 3. Progress toward implementing CARIFICO activities in participating countries.

Country
Saint Vincent
Saint Kitts and | Antigua and and the Grena-
Activity Nevis Barbuda Dominica Saint Lucia dines Grenada
(1) Consulting with fishers (results)
Organizer Department of | Fisheries Fisheries Department Fisheries Fisher
Marine Resources pjyision Division of Fisheries Division organization
Frequency When necessary | When necessary | When necessary ' When necessary 'When necessary | Weekly

(2) Establishing fisher organizations (results)

Name or descrip- Saint Kitts and

Antigua and Bar-

National Associ-

Local fisher co-

Saint Vincent Grenada FAD

regulations?

cabinet approval

self-regulating

tion Nevis FAD Fish- | buda FAD Fish- |ation of Fisher- |operatives and the Grena- | Fishers Organi-
ing Association | ers Association | folk Coopera- formed dines FAD Fish- | zation
tives ers Coop Ltd
When established | February 2016 March 2017 Before 2013 Ongoing March 2016 October 2014
# of FAD fishers 16 17 Over 500 Around 25 Around 30 Around 120
(3) Conducting trainings (results)
# of FADs deployed (16 (9) 15 (6) Over 30 (18) 13 (4) 7(2) 94
(in operation)
FAD construction  [High High High High High High
and deployment
Technical level of  :High High High High Medium High
FAD fishing
(4) Codifying user rules (results)
Included in fisheries | Yes, since 2015 | Yes, since 2013 | Yes, pending No; cooperatives | No; organization | No; organization

is self-regulating | is self-regulating

(5) Collecting catch/effort data (results)

mechanism status

self-sustaining

self-sustaining

self-sustaining

self-sustaining

Log sheets status  :Completed Testing Completed Completed Completed Completed
Responsibility for | Group of fishers  Group of fishers | Government Government Government Government
data collection data collectors | Data collectors | Group of fishers | Data collectors
Data analyses Pending Pending Pending Pending Pending Pending

(6) Establishing financial mechanisms (results)
FAD license/user fee - In process In process In process Accomplished
established
Fishers contributing _ Yes Yes Yes Yes

(7) Marketing catch (results)
To local markets Yes Yes Being expanded | Yes Yes Yes
To international - Limited Trial export of m
markets tuna ongoing

(8) Maintaining FAD programs (results)
Long-term financial Not Not Not Not Not Currently

self-sustaining | self-sustaining

D Complete |:| Ongoing . Not a priority during the project time frame  n/a = not applicable
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Project Evaluation Guidance Based
on the CARIFICO Experience

Project evaluation assesses the level of
achievement of project objectives, effectiveness of
activities and actions, and impact. Drawing from
the CARIFICO experience, the following recom-
mendations and guidance are offered to help struc-
ture and facilitate project evaluation.

1.

Conduct socioeconomic analysis to measure
project impact on fishers’ livelihoods.

Establish the goal and objectives for the
study.

Identify an appropriate analytical framework
from a review of the scientific literature.

Develop a survey instrument and appropriate
questions from a review of the relevant liter-
ature and though consultations with project
partners.

Develop protocols for the collection and pro-
cessing of survey data.

Pilot-test the survey instrument and data col-
lection protocols and modify as needed.

Conduct the survey.

Apply appropriate methods for analyzing sur-
vey data based on a review of the scientific
literature.

Facilitate the dissemination of study results
to project stakeholders.

Hold a regional workshop to evaluate progress
toward establishing desired decision-making ar-
rangements and appraise roles and responsibili-
ties for implementing CARIFICO activities and
actions.

Develop a workshop agenda.

0 Plan information modules and participant
activities.

0 Establish roles for facilitators and partici-
pants.

Develop workshop exercises.

0 Develop activities that facilitate partici-
pant interaction and discussion.

0 Design the exercises so that discussion out-
puts can be quantified.

3. Appraise success metrics to review progress to-

ward achieving project metrics and outputs.

e Foster transparency through an external re-

view of project evaluative components and
metrics.

e Provide venues for project managers, partici-

pants and collaborators to share experiences,
opportunities, and good practices.

4. Quantify outputs to assess project influences at
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national, sub-regional, and regional scales.

e Quantify and evaluate outputs delivered

within each participating country.

Quantify and evaluate outputs aimed at build-
ing synergies among participating countries
in the sub-region.

Quantify and evaluate outputs designed to
foster the dissemination and adoption of good
practices within the broader Caribbean re-
gion.



Chapter 4. Good Practices

To support the project goal and objectives,
CARIFICO planned outputs at three geographical
levels:

1. National
2. Sub-regional
3. Regional

At the national level, CARIFICO activities
were adapted based on each country’s needs, cul-
tural and social institutions, regulatory and man-
agement regimes, and outreach capabilities. At the
sub-regional level, technical exchange programs
were conducted to transfer knowledge of co-man-
agement activities throughout participating coun-
tries. Technical exchanges focused on icebox con-
struction, small engine repair, drop-line fishing
techniques, and FAD deployment. In addition, a se-
ries of sub-regional workshops were convened to
develop training manuals and guidance documents
by accumulating experiences and lessons learned
though the national-level implementation of
CARIFICO activities. At the regional level, tactics
for facilitating a co-managed fishery identified
through national and sub-regional activities are ac-
tively being disseminated more broadly through re-
gional partners, seminars, workshops, and interna-
tional conferences (Figure 10). Regional level ac-
tivities are continuing to 2021.

National Implementation

This section describes good practices identified
through implementation of CARIFICO activities in
participating countries. Although many of the eight
CARIFICO activities were adapted and carried out
to some degree in each participating country, pro-
ject managers highlighted those activities that were
especially important and successful in meeting
needs at the national level, identifying them as
good practices for potential broader application.
These practices are described in detail in the text
that follows and summarized in Table 4.

Saint Kitts and Nevis

o Conducting trainings: Trainings on FAD de-
ployment, use, and maintenance were instru-
mental in helping fishers successfully develop
the offshore fishery. These trainings were or-
ganized and implemented with assistance from
the Department of Marine Resources, further

Regional level (by 2021)

Guidance for facilitating co-management based on local
and sub-regional experiences is provided and shared
throughout the broader Caribbean region.

Workshops, symposia, and conferences promote
CARIFICO guidance and good practices regionally.

Sub-regional level (2013-2018)

Experiences and knowledge gained are collectively
accumulated in six countries through outputs that in-
clude this guidance document.

Technical exchanges and trainings promote sharing
of experiences and knowledge among participating
countries.

National level (2013-2018)

Co-management activities are planned, implemen-
ted, and evaluated in six countries.

Figure 10. CARIFICO project outputs at
three geographic levels.

facilitating collaboration among fishers and be-
tween fishers and government.

o Codifying user rules: Fisheries legislation was
amended in February 2016 with specific refer-
ence to FAD fisheries. The Department of Ma-
rine Resources drafted FAD-specific regula-
tions to enforce the new legislation, which es-
tablishes rules for the deployment and use of
FADs that are helping to address fishing con-
flicts identified through a consultative process.

o Collecting catch/effort data: Fishers are now
using log sheets to record catch and effort for
offshore pelagic species caught on FADs.
This information is being used by the Depart-
ment of Marine Resources to evaluate the
productivity and profitability of FAD fishing.

Antigua and Barbuda

e Consultations: The relationships among fish-
ers and between fishers and the Fisheries Di-
vision are perceived by stakeholders to have
improved. Many fishers are now participating
in consultations, which facilitate the exchange
of information about catch and effort with
Fisheries Division staff.

o Conducting trainings: These opportunities
have facilitated the sharing of knowledge and
imparted new skills related to deploying and
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using FADs. Trainings have also helped to di-
versify the livelihood options of fishers, espe-
cially during the closed season of the conch
fishery. Modification of FAD design and de-
ployment locations resulting from these train-
ings have reduced accidental damage to FAD
structures from marine traffic.

Marketing catch: Fishers are now conducting
post-harvest processing and producing and
selling value-added products such as smoked
and spiced fillets of blue marlin and yellowfin
tuna. This is helping to increase the demand for
and marketability of their fish, thereby diversi-
fying their income.

Maintaining FAD programs: Members of the
FAD fisher association in Antigua have provided
technical assistance on the development of FAD
fisheries co-management to fishers in Barbuda
and Montserrat, extending the benefits accrued at
the national level from the CARIFICO project.

Dominica

Collecting catch/effort data: Data collection
forms have been improved to capture more ac-
curate information on the catch of individual
target species, identify fishing areas that con-
tribute to catch, and isolate FAD-specific
catches. The improved database, now managed
by the Fisheries Division, has also been used to

develop a more accurate licensing fee structure.

This information is also being made available
to fishers to quantify the value of their catch
and income, allowing them to more effectively
access financial resources to expand their op-
erations.

Saint Lucia

Conducting trainings: Introduction and adop-
tion of techniques to submerge FADs has re-
duced their accidental cutting and damage by
marine traffic, thereby helping to maintain the
integrity and lifespan of FAD systems.

Codifying user rules: Fishing rules have been
modified to clearly identify the ownership of
FADs and maintain the condition of FADs,
thereby helping to reduce conflicts arising
from unauthorized fishing around the devices.

Saint Vincent and the Grenadines

Conducting trainings: Fishers have acquired
the skills to design, construct, and deploy

FADs. This has led to an expansion of the num-
ber of fishing vessels engaged in FAD fishing
from approximately 10 to 80. Newly acquired
skills have also allowed fishers to increase their
catch of larger offshore pelagic species such as
yellowfin tuna and blue marlin.

Grenada
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Establishing fisher organizations: Almost all
the fishers of the town of Grenville now belong
to the Grenville FAD Fishers Organization, es-
tablished through CARIFICO. Fisher partici-
pation in this organization has dramatically re-
duced conflicts related to poaching and has im-
proved members’ access to fishing gear and
other materials needed to support FAD fishing.

Conducting trainings: Grenville fishers have
acquired new skills to design, construct, and
deploy FADs and now manage an array of five
FADs.

Collecting catch/effort data: In addition to
landing data collected by the Fisheries Divi-
sion, fishers have started providing biological
information, which is now being used to assess
seasonal catch patterns and predict market
trends for the sale of fish.

Establishing financial mechanisms: The Gren-
ville FAD fishers’ organization now collects a
registration fee, which is being used to support
programs that benefit members including
maintenance of FADs and the provision of sub-
sidized fishing gear.

Maintaining FAD programs: Members of the
Grenville FAD fisher’s association have pro-
vided technical assistance to others interested
in establishing similar organizations elsewhere
in Grenada and in the other participating coun-
tries.



Table 4. Activities identified as good practices during national implementation.

Country
Saint Antigua Saint Vincent
Kitts and and and the
Activity Nevis Barbuda Dominica | Saint Lucia Grenadines Grenada
Consulting with fishers v
Establishing fisher organizations v
Conducting trainings v v v v v
Codifying user rules v v
Collecting catch/effort data N4 v
Establishing financial mechanisms
Marketing catch v
Maintaining FAD programs v v
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Figure 11. FAD construction exercise.
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Sub-regional Implementation

This section describes outputs from
CARIFICO activities that represent good practices
in the sharing of information and technical exper-
tise at the sub-regional level (among the six partic-
ipating countries).

e Meetings: A series of meetings were organized
by project partners to share progress and expe-
riences accrued during the three project phases.
In addition, project managers representing
each participating country hosted annual meet-
ings to share information from national experi-
ences. This helped stakeholders to develop col-
laborative solutions for local issues affecting
the implementation of CARIFICO activities.

o Workshops: A series of workshops helped to
identify content and shared interventions sum-
marized in technical manuals and other guid-
ance documents that have been distributed re-
gionally. For example, a FAD fishing cost—
benefit calculation developed by CARIFICO
provided a methodology for determining the
materials and funding needed to maintain FAD
programs, determine fee structures, and assess
the profitability of FAD fishing in the partici-
pating countries.

o Trainings: Fishers are now benefiting from a
Basic Fisher Training Course, developed on
Dominica and promoted by CARIFICO, that
imparts seamanship and navigation skills to
fishers in the participating countries. As a re-
sult, offshore fishing safety has improved and
fatalities have declined. The course is now
mandatory for new fishers.

Fisheries and Cooperative Division staff have
benefitted from trainings on data collection,
data analysis, and outreach skills, which has in-
creased the capacity of government to under-
take CARIFICO activities in support of
co-management. Specific outcomes of these
trainings include the development of fisher
identity cards, which are now being formalized
in the participating countries. Through this sys-
tem, the Fisheries Division can provide a new
accounting service to fishers by creating cus-
tomized reports that can substantiate earnings
and incomes. Fishers can access this infor-
mation to apply for bank loans to expand their
business operations.

Trainings also have developed stakeholder ca-
pabilities for providing national and sub-re-
gional trainings. For example, knowledge of
icebox construction and engine maintenance
imparted by local specialists is now wide-
spread among fishers in participating coun-
tries. The use of ice on boats to extend fishing
trips while maintaining the quality of fish is
now common. Seafood safety protocols are
also being adopted to increase the quality and
safety of fish and fish products in the partici-
pating countries.

e Technical exchanges: Fisheries officers were
provided with international learning opportuni-
ties on FAD fishing techniques, seafood safety,
and seamanship. These extended trainings also
allowed Fisheries Division staff to observe
functioning fisher organizations in other coun-
tries. These experiences have been transferred
throughout participating countries through ex-
changes at national and sub-regional levels.

International exchanges also provided opportu-
nities for fishers to learn FAD fishing tech-
niques and strategies for organizing FAD asso-
ciations from their counterparts in other partic-
ipating countries. Fisher exchanges proved to
be an effective way to develop and share good
practices, because fishers especially valued in-
formation provided by colleagues.

Technical exchanges fostered the development
of a professional network among participating
countries comprised of subject-matter experts
willing to assist others who need special
knowledge and skills to implement CARIFICO
activities. Members of this expert network are
now identified in a directory that contains their
contact information and a description of their
field of expertise (Appendix A). This directory
is intended to be a resource to others wanting
advice about the implementation of specific
CARIFICO activities.

Regional Implementation

This section describes outputs from
CARIFICO that represent good practices for dis-
seminating knowledge gained from national and
sub-regional implementation throughout the
broader Caribbean region.

e  Publications: Technical manuals, videos, posters,
and brochures have been developed to share in-
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formation about the project with fishers, re-
searchers, and managers throughout the Carib-
bean region (Figure 12). In particular, a series of
videos on how to deploy FADs and fish around
them proved to be effective as targeted educa-
tional media for fishers. Similarly, videos de-
scribing how to establish FAD user fees through
a cost-benefit calculation were oriented to the
needs of government and Fisheries Division staff.
In addition, a video and recipe book promoting
the catch and consumption of an underutilized
species (diamondback squid) created additional
opportunities for fishers in the region.

Conferences: Presentations (oral and poster) at
regional conferences such as the Gulf and Car-
ibbean Fisheries Institute have been an effec-
tive means to share good practices and experi-
ences in implementing co-management of
FAD fisheries with resource managers in the
region and with the broader scientific/aca-
demic community. In addition, CARIFICO
supported the attendance and participation of
fishers at regional conferences.

Seminars: Working meetings organized and fa-
cilitated by regional partners and hosted by na-
tional partners provided opportunities for fishers,
fisheries managers, and external organizations to
discuss and resolve issues related to the imple-
mentation of CARIFICO activities in a timely
manner. For example, a regional seminar held in
Antigua and Barbuda provided a venue for repre-
sentatives of participating countries to evaluate

progress toward implementing CARIFICO activ-
ities and to discuss strategies for disseminating
that information to the broader region. Seminars
also served as a forum to identify additional op-
portunities and needs at the regional level. For
example, content and stakeholder roles for re-
searching and drafting the Manual of Best Prac-
tices in Fisheries that use Moored Fish Aggre-
gating Devices: FAD Design, Construction and
Deployment (Gervain et al., 2015) were estab-
lished through organization of a regional semi-
nar.

Expert network: 1dentification of national and
sub-regional expertise can ensure that broader
regional co-management initiatives are sus-
tained. To support this goal, a database of sub-
ject matter experts in the region was devel-
oped, as described above (Appendix A).

Partnerships: Cooperation among national, re-
gional, and external partners can bring re-
sources and different perspectives to issue
identification and problem solving. These part-
nerships also ensure CARIFICO’s relevance
beyond the region through conformance with
broader fisheries management and regulatory
frameworks (Appendix B). Partnerships can
also facilitate scientific exchanges and the
identification of technical experts who can as-
sist with decision support and provide training
opportunities for project stakeholders.
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Figure 13. Participants at regional seminar.

Chapter 5. Conclusions

CARIFICO introduced a unique set of mutu-
ally reinforcing activities intended to facilitate the
development of co-managed fisheries in the Carib-
bean region. The project used an organizational
framework that consisted of planning, implementa-
tion, and evaluative components. Although
CARIFICO focused on national-level adaptation
and implementation of activities to support devel-
opment of the artisanal FAD fishery, it was de-
signed to be applicable to other fisheries, and
mechanisms were included to share program out-
puts more broadly at sub-regional and regional
scales.

The experiences and knowledge gained from
CARIFICO activities were documented and shared
in a variety of traditional and contemporary for-
mats. Examples of traditional communications
products included guidance manuals and technical
reports that described techniques for FAD deploy-
ment and use, and cost-benefit calculations for es-
tablishing FAD user fees. Contemporary formats
included video and web-based products that illus-
trated drop-line fishing techniques that helped fish-
ers to use FADs more successfully. Videos show-
ing chefs preparing recipes for underutilized spe-
cies caught on FADs, such as the diamondback
squid, helped to develop market opportunities for
new fish products. This function of CARIFICO al-
lowed project outputs to be extended to broader au-
diences including consumers, fishers, resource
managers, and the scientific community.

CARIFICO also facilitated hands-on learning
opportunities for fishers and their counterparts
within their own countries (FAD construction and
deployment) and in other participating countries
(small engine repair, icebox construction, FAD
fishing techniques), and supported their participa-
tion at regional venues (symposia, workshops, and
conferences). This aspect of CARIFICO supported
open and organized dialog among fishers and be-
tween fishers, government, and academic commu-
nities. In this way, fishers were able to participate
consequentially in and benefit directly from
CARIFICO. Through these technical and participa-
tory learning experiences, CARIFICO provided
fishers and government stakeholders with new
skills and knowledge for utilizing and managing
fishery resources that will live beyond the scope of
this pilot project, setting a solid foundation for
co-management as a useful model to support fish-
eries governance in the Caribbean.

The CARIFICO-CRFM Joint Statement on
Fisheries Co-Management was endorsed by
CARIFICO participating countries and other coun-
tries (Barbados, Haiti, Jamaica, Montserrat, and
Suriname) during the CARIFICO-CRFM regional
seminar held in Saint Lucia on November 30 and
December 1, 2017 (Figure 13). The statement will
be submitted in May 2018 to the CRFM Forum and
Ministerial Council for its approval for continuing
sponsorship and support for future fisheries
co-management efforts in the region. The state-
ment addresses four areas: support for implemen-
tation of co-management, training in support of

22



co-management, co-management to address cli-
mate change and disaster risk management, and
public education and awareness. This document,
currently in draft form (Appendix B), provides
guidance for other CRFM member states that may
be interested in facilitating a co-managed fishery.
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Appendices

Appendix A. Expert Database for Fisheries Co-Management
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Saint Kitts and Nevis
Winston Hobson Fisher v
Antigua and Barbuda
Hilroy Simon Fisheries officer v v v v v v v v
George Looby Fisheries officer v
lan Hosford Fisheries officer v v v v v v
Jamie Herbert Liaison consultant v v
Barry Prince Fisher v v
Donald Punter Fisher v
Dominica
Jullan Defoe Fisheries officer v v v v v v v
Noman Norris Fisheries officer v v v
Candy Stout Fisheries officer v
Kirby Birmingham Liaison consultant v
Bertley Carrette Fisher v v v
Saint Lucia
Petronila Polius Fisheries officer v v
Margaret Harrison Fisheries officer v v
Shepherd Joseph Fisheries officer v
Allena Joseph Fisheries officer v v
Gabriel “Roy” John Fisher v
Saint Vincent and the Grenadines
Trovan Ferary Fisheries officer v
Lorenzo George Fisheries officer v
Winston Hazlewood Fisher v
Grenada
Toby Francis Calliste Fisheries officer v v v v
Royan Isaac Fisher v v

*HACCP = Hazard Analysis Critical Control Point. ** BFTC = Basic Fisherman Training Course.
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Appendix B. Draft CARIFICO-CRFM Joint Statement on Fisheries Co-Management

DRAFT

Statement of Outcome of the Final Dissemination Workshop of the Caribbean Fisheries
Co-Management Project Held in Castries, Saint Lucia, November 30 to December 1, 2017

[Comments: The statement has been revised based on the comments and suggestions of the Re-
gional Seminar, Nov. 30 to Dec. 1. It will be submitted to the Forum and Ministerial Council for
approval as a statement of the Ministerial Council on the co-management of fisheries in the re-

gion.]
THE MINISTERIAL COUNCIL,

RECALLING the partnership agreement between CARICOM and Japan entitled “A New Framework for
Japan-CARICOM Cooperation for the Twenty-first Century” adopted in Tokyo, Japan on 8th November
2000;

RECALLING the “Partnership for Peace, Development and Prosperity between Japan and the Member
States of the Caribbean Community (CARICOM)”, which was adopted by the Minister for Foreign Affairs
of Japan and the Ministers responsible for Foreign Affairs of the Member States of the Caribbean Commu-
nity and other Heads of Delegations, in Tokyo, Japan on 2nd September 2010, giving further direction to
future Japan-CARICOM relations;

RECALLING that the Scope of Work for a development study to prepare a Master Plan for sustainable
use of fisheries resources for coastal community development in the Caribbean (hereinafter referred to as
the Master Plan) was signed by CARICOM, CRFM and the Japan International Cooperation Agency (JICA)
on December 15, 2008;

RECALLING that the Master Plan Study Report and Recommendations, which was adopted by the
CARICOM States in February 2012, identified the need for follow up support to the CARICOM States to:
(1) establish practical fisheries co-management models for sustainable use and management of the fisheries
resources; (2) promote participatory resource management and development; and (3) formulate and
strengthen regional networking by sharing local experiences and lessons learnt in each country;

RECALLING that in response to the recommendations of the Master Plan Report, the Governments of six
CARICOM States, Antigua and Barbuda, the Commonwealth of Dominica, Grenada, Saint Kitts and Nevis,
Saint Lucia, and Saint Vincent and the Grenadines, requested the support of the Government of Japan for
a technical cooperation project to develop fisheries co-management approaches in the Caribbean region;

RECALLING that in response to the request, the Government of Japan through JICA conducted a detailed
survey and consultation with stakeholders in the countries and formulated a project entitled the “Caribbean
Fisheries Co-Management Project” (hereinafter referred to as “The Project” or “CARIFICO”) with the
overall goal of developing and implementing fisheries co-management approaches in six pilot countries
and disseminating and applying the results and knowledge acquired in the pilot countries to the other
CARICOM States;

RECALLING that the specific purpose of the Project is to develop and implement fisheries co-manage-
ment approaches in each of the target countries, and that the main target areas are: co-management of the
offshore resources through the use of fish aggregating device (hereinafter referred to as “FAD”); co-man-
agement of the queen conch resources with the aim of revitalizing the stocks in Saint Lucia; and co-man-
agement of the fish pot fishery in Antigua and Barbuda.
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NOTING the progress of the activities under the Project, including the results of the pilot projects imple-
mented and the progressive strengthening of fisheries co-management arrangements in the six pilot coun-
tries in the Eastern Caribbean, and the improvement in knowledge and capacity for co-management and
sustainable use of fisheries, which will contribute to food security and improved livelihoods of coastal
communities of all CARICOM Member States;

ACKNOWLEDGING the importance of fisheries to the social and economic development of the region,
and the need to improve governance arrangements through co-management and participatory approaches
in order to improve food and nutrition security, livelihoods and welfare of fishers and fishing communities,
and ensure long term sustainable use of the fisheries resources and protection of the marine ecosystems;

EXPRESSED appreciation to the Government of Japan including JICA for the technical assistance and
support provided through the Project for sustainable use, conservation and management of the fisheries of
the CARICOM Member States through the implementation of pilot projects to develop fisheries co-man-
agement approaches in six target countries in the OECS Subregion, and sharing of the results obtained with
the other CARICOM countries;

ACKNOWLEDGED the contribution of the Japanese Fisheries Experts who provided technical and sci-
entific advice and support to the fishers and counterpart staff in the national fisheries administrations of the
six pilot countries;

REAFFIRMED the value attached to continued cooperation and support from the Government of Japan
for improved governance and sustainable use and conservation of the region’s fisheries resources;

ACKNOWLEDGED the involvement, commitment and invaluable contribution of local fishers and their
organizations in the planning and implementation of the activities of the Project and achievement of the
results;

REAFFIRMED that co-management and other participatory approaches to fisheries management are in-
dispensable for good governance and sustainable use of fisheries, and improving the welfare and livelihoods
of fishers and fishing communities in the region;

WELCOMED the preparation of the “Guidelines for Fisheries Co-Management in the Caribbean Region:
Good Practices of CARIFICO Participating Countries”, and noted its usefulness in sharing regional best
practices in introducing and implementing co-management approaches for specific fisheries in the region
such as FAD fisheries, conch fisheries or fish-pot fisheries;

AGREED that Member States should continue to support and enhance their efforts to develop and imple-
ment policies, programmes and projects designed to promote and strengthen co-management and other
participatory approaches to achieve sustainable use and management of the region's marine living re-
sources;

CALLED UPON Member States and international development partners and donors including the Gov-
ernment of Japan to provide additional technical assistance and funding support for co-management and
other participatory approaches to fisheries management, including, but not limited to, capacity building and
empowerment of fishers and their organizations to enable them to effectively engage with government au-
thorities and carry out their responsibilities as co-managers.
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FUTURE ACTIVITIES

THE MINISTERIAL COUNCIL,

AGREED that urgent attention should be given to the following proposed future actions to support imple-
mentation of the recommendations of the CARIFICO Project to advance co-management and improve gov-
ernance of fisheries in the Caribbean, which include, inter alia, legal and institutional reforms, training and
capacity development, public education and awareness building and empowerment of fishers’ organizations
and fishing communities:

1. Support for Implementation of Co-management

With the expected completion date of April 2018 for the CARIFICO Project, additional funding and tech-
nical assistance are needed to consolidate the gains already made and support implementation of the activ-
ities needed to transform and institutionalize the co-management models developed, based on the priority
areas and reforms identified by the pilot projects. In this regard, Member States in collaboration with de-
velopment partners as may be appropriate should:

(1) Work together with stakeholders to further support the sustainable use of offshore resources in the
waters of Member States through deployment, management and monitoring of FADs. This will in-
clude the implementation of the Draft Sub-Regional Management Plan for FAD Fisheries in the East-
ern Caribbean and development and implementation of regulations, rules, and protocols and guide-
lines to ensure equitable and orderly access to and use of FADs, and compliance with agreed measures
to ensure conservation and optimum sustainable harvesting of the resources.

(2) Work together with stakeholders to conduct further research, encourage, promote and share lessons
regarding the use of biodegradable panels in fish pots to eliminate ghost fishing by discarded or lost
fish pots, and the adaptation of appropriate technology in their fishing operations to improve selec-
tivity of fishing gears.

(3) Implement, as appropriate, taking into account national objectives and conditions, the “Guidelines for
Fisheries Co-Management in the Caribbean Region: Good Practices of CARIFICO Participating
Countries”.

(4) Work together with stakeholders to further strengthen and expand data collection and monitoring
programmes for FAD, pot and other fisheries. Data should be collected and shared with Member
States and with other competent organizations and stakeholders to facilitate effective assessment and
monitoring of the stocks and preparation of conservation and management advice.

(5) Develop a protocol on co-management within the framework of the Caribbean Community Common
Fisheries Policy. The Protocol would establish an agreed CARICOM regional policy framework set-
ting out the region’s commitment to co-management and principles and standards for harmonized
national actions to develop and manage FAD fisheries in a sustainable and responsible manner con-
sistent with international and national legal obligations.

2. Training in Support of Co-management and Improved Governance
It is recognized that resource managers, fishers and other stakeholders at the regional, national and com-
munity levels are not adequately trained in the actual operation of community based fisheries management.

Additional short and long-term training and capacity building at all levels will therefore be required to
support the transition to co-management arrangements for specific fisheries in the Caribbean.

Training and capacity building activities may be achieved by, inter alia, technical exchanges and study
tours among the countries utilizing local and regional trainers from government departments and fisherfolk
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organizations developed under the CARIFICO Project and other regional experts to provide practical train-
ing and mentoring in co-management.

Member States and development partners in collaboration with fishers’ organizations should therefore give
priority to training and capacity building activities to support co-management and improve fisheries gov-
ernance arrangements in the region.

3. Co-management to Address Climate Change and Disaster Risk Management

The biological productivity of fish stocks and the economic viability of fisheries operations vary from place
to place and over time in relation to environmental and oceanographic conditions which are changing nat-
urally, from year to year and due to the increasing impacts of global warming and ocean acidification. In
addition, coastal communities and marine ecosystems are being affected by sea level rise and increasingly
powerful and more frequent storms and hurricanes.

The destruction and devastation caused by recent hurricanes in the Caribbean underscore the urgent need
for action to build resilience to climate change. Hurricanes Irma and Maria devastated or damaged the
economies of several Caribbean States, including Antigua and Barbuda, Anguilla, Bahamas, Cuba, Domi-
nica, Dominican Republic, Haiti, Puerto Rico, Saint Kitts and Nevis, Saint Martin, St. Barthelemy, Turks
and Caicos, and Virgin Islands, among others.

Member States and development partners in collaboration with stakeholders should give urgent attention
and support to develop and mainstream climate change adaptation and disaster risk management best prac-
tices and build resilience of the fishing communities through co-management approaches and empower-
ment of fishers’ organizations and fishing communities in the region.

4. Public Education and Awareness to Improve Co-management

The need to promote improved public understanding of the importance of fisheries for food and nutrition
security and livelihoods at the local and national levels, the important role of co-management and other
participatory approaches, as well as the measures required for conservation and sustainable use of fisheries
is well recognized in the region. There is also a need to provide accurate information to the public about
fisheries to counter misinformation and uninformed protectionist measures being promoted by some non-
state actors.

States, development partners and stakeholders in the fisheries sector should work together in developing
and conducting educational and awareness programmes using the best available information and commu-
nication technology tools, public media and social media, in order to improve public awareness and under-
standing of fisheries issues.
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