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An ecosystem approach to fisheries management plan – template
21 May 2013

A project managed by The Nature Conservancy on behalf of AusAid

and implemented by the Australian Tropical Marine Alliance and the Coral Triangle Center

Template for an Ecosystem Approach to Fisheries Management plan

This outline provides a framework for an ecosystem approach to fisheries management plan.  The template here is based on the elements presented in Units 9 and 10, which should be referred to during the development of this plan for detail on each section. The class powerpoint slides will also provide guidance as will references given in the Further reading sections of each unit. Students are to pick and choose headings to fill out depending upon the fishery, community, situation that they are doing the case study for and what information is available.

1) Define the scope of the plan

2) Define stakeholder engagement strategy

3) Compile background information

4) Prioritise issues and define objectives

5) Select indicators and reference points

6) Identify management actions to achieve objectives

7) Design process whereby all management actions can be implemented

8) Design monitoring program including performance indicators

9) Design a compliance/enforcement program

10) Define the “review and management adaptation” process 

Where an existing plan is in place, it can be upgraded to provide a greater emphasis on an ecosystem approach to fisheries management by adding sections below where they don’t already exist.  An EAFM plan should, at the minimum, consider all of the elements contained below, but ideally should contain well documented sections addressing each element. Through time an EAFM plan should be adapted and improved with elements added as necessary. 

Remember that the plan needs to be realistic and feasible under local circumstances. Below are some of the considerations that need to be addressed.



1) Define the scope of the plan

Geographical boundaries (include map):

List and/or indicate on the map

· The location of dependent communities/fishers

· Physical structures within the boundary of the fishery

· Other uses, including adjacent land uses, in the area

What are the existing management activities, policies, plans and governance arrangements?

Identify ALL fishery issues (use a brainstorm approach)

2) Define stakeholder engagement strategy

A written stakeholder engagement strategy may not be necessary depending on the circumstances, however, stakeholder engagement is an important and necessary step so it will be useful to consider the following components of a stakeholder engagement strategy. Documenting the key elements of your engagement approach at least is recommended. 



Things to consider in an engagement strategy:

· Overall purpose of the engagement strategy

Why are you engaging stakeholders? Who will conduct the engagement ?

· Stakeholders

Identify the key stakeholders who need to be engaged.

Resources are likely to be limited which may limit the time and effort that can be applied to stakeholder engagement.  Therefore, prioritise the stakeholders into two or three groups: primary stakeholders, secondary stakeholders and peripheral stakeholders. You can then allocate any limited resources according to those who are most important in terms of this project or process.

· Scope

Is it just local communities who need to be engaged or are there stakeholders outside of the management area? 

The formal and informal institutional framework within which the engagement strategy is to be implemented must be clear.   In particular, what level of engagement, by who and at what stages in the process are acceptable and desirable by those making the decisions.  

It is always important to not create false expectations with people that one is communicating with.  Therefore, if resources or the institutional framework that you are working in dictate that you cannot involve some of the stakeholders in the decision-making, then don’t promise that you will.

· Objectives

What particular objectives are you aiming to achieve with the stakeholder engagement strategy.   These may be quite different for different stakeholder groups and should be clear.  For example, for resource users you may wish to gather information about use patterns and aim to garner their support.  For other community members you might simply wish to keep them informed.  For the decision-makers you may wish to ensure that they are well informed, feel comfortable coming to the project team with questions and learn of their concerns and issues to be able to address them as well as possible.  

· Communication tools

Identify which combination of communication tools and mechanisms will be best applied to which groups of stakeholders.

For many groups, face-to-face meetings will be important.  For some, written letters may also be important.   Radio might work for a broader audience.

Tools that can be used in different circumstances include: TV, radio, internet, emails, phone calls, letters, newsletters (either available at central locations or mailed out), posters, face-to-face meetings.

It is rare that a stakeholder engagement strategy would use all the different modes of communication.

· Plan of engagement

Identify, at least, at what points in the planning process efforts will be made to engage with the different stakeholder groups.

Ideally, you can nominate approximate dates for these communication efforts.

The plan must have a great deal of flexibility because unexpected requirements for communication interventions will arise.   So the plan must allow enough “spare” resource to be able to respond if something “blows up” – as it almost inevitably will.

· Key messages

What are the key messages that you wish to share?   There are likely to be three types of key messages: 

· Providing information you wish to share

· Letting people know that you wish to have their input (and explaining what information would be helpful, how it will – and will not – be used).   For example, their information will probably be used to inform decisions but the decisions are potentially NOT going to reflect their information completely due to the many different and conflicting pieces of information and viewpoints that will likely need to be considered.

· Addressing misconceptions and misinformation.

It is very likely that the messages will be different at different points along the planning process.  The different messages at these different points in time should be identified.

In terms of the key messages you wish to share it will be VERY important that the entire team conducting any stakeholder engagement is giving out the SAME messages.  

· Coordination mechanisms

Describe how the stakeholder engagement “team” will coordinate their efforts with each other.  This includes any “training” or briefing that may be required to ensure that, at every stage of the stakeholder engagement strategy each person conducting consultations is telling the same story.

Describe how the stakeholder engagement team will work with the broader planning team.   There are at least two main dimensions to this:

· The stakeholder engagement team must share any useful planning information with the planning team. 

· The stakeholder engagement team must identify communication opportunities, gaps and problems as soon as possible and provide input into how to address the situation.



3) Compile background information

This normally requires sourcing information from a variety of sources from written reports to face-to-face interviews. The types of information that should be collated include:

· Location of fishing activity.

· Description of fishery: number and nature of participants, gear including boats, catch information (target and by-product), by-catch information, stock information, information on development of and trends in the fishery.

· Relevant past research activities.

· Local fishing community socio-economic status and trends as it relates to the fishery.

· Cultural aspects of the fishery.

· Habitat (location and condition of coral reefs, seagrasses, mangroves etc).

· Target species (location(s) and condition of all target species).

· By-product species (location and condition of all by-product species).

· By-catch species (location(s) and condition of all by-catch species).

· Existing formal governance arrangements.

· Existing informal and local governance arrangements.

· Trends in existing governance arrangements.
List information sources here:

4) Prioritise issues and define objectives

Define broad objectives (ecological, social, cultural, economic):

Assign the different fishery issues identified above to the relevant broad objective:

Prioritise issues using either a quantitative or qualitative assessment approach.

Qualitative risk assessment matrix for prioritising issues:
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Quantitative risk assessment matrix for prioritising issues:

	Fishing method/gear
	Fisheries impacts on ecosystems scored as either:

0 (zero), 1 (slight), 2 (minor), 3 (moderate), 4 (major), 5 (severe)
	Total

	
	Retained/target species
	Bycatch species
	Habitat damage
	Ecosystem damage
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


Develop operational objectives based on the high priority issues:

5) Select indicators and reference points

Refer back to unit notes on selecting indicators and reference points.

· Keep it simple

· Pick an indicator appropriate to the management issue

· Refer to Table 8.1 and Figure 8.8 of the teacher notes

· Make it clear why a particular indicator is chosen

6) Identify management actions to achieve objectives

Criteria:

· Ease of application

· Likelihood of success

· Feasibility

· Cost

The following table may be useful as it also collates information already determined in the preceding steps:

	Objective
	Indicator
	Reference levels
	Management actions

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


	Objective
	Indicator
	Reference levels
	Management actions

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


7) Design a process whereby all management actions can be implemented

Fully document your plan but also, successful implementation needs the following to be considered:

· Nature of management actions
· How applied

· Administrative structures

· Role of government & community

· Funding sources

· Implementation costs

· Formal and informal arrangements

· Getting the plan recognised (and respected)

Monitoring Program

8) Design a monitoring program including performance indicators

Monitoring the effectiveness of your management plan is a very important plan component which is why it is embedded here in the actual plan document. The level of monitoring and types of data collected will be determined largely by resources and personnel. This is why community involvement is very important. The monitoring program should be tailored to your specific circumstances and below are some key considerations. Where possible you should seek relevant expert opinion on your monitoring program to ensure it is achieving your objetcives. Document your monitoring program here.


· Objectives of monitoring
This can provide a link back to the operational objectives of the EAFM plan.

· Data collection
Data types and performance measures – which data variable will be measured (eg. size, number) and specify how it will be used as a performance measure. Include socio-economic indicators as well as ecological. Consider all potential sources of variability and assess feasibility for inclusion in monitoring (eg. depth, reef location, # dependents, other income sources, time of day). This will guide your sampling design.

Reference levels – determine target and limit reference levels.

Collection methods – what method will be used (eg. market surveys, UVS, household interviews).

Sampling design – how will collection take place (detail methods).

Spatial and temporal elements – identify the locations for sampling and what is the schedule for conducting the sampling. Consider the geographic range of the area of interest.

Personnel – who will be responsible for coordinating/conducting the sampling.

· Data analysis

How will the data be analysed? What methodology will be used? Who will be responsible? 

· Data storage

How and where will data be stored?

Who is responsible? 

· Feedback loop

How will data be reported? How often? Who is responsible?



Compliance/enforcement Program

9) Design a compliance/enforcement program

Compliance is one of the most common factors that affects the effectiveness of management. Extensive community engagement and participation will help to maximise compliance however there are other factors that can be considered depending on local circumstances. Below are some of these considerations and you should document a complianceenforcement program appropriate to your management area of interest.



· Scope

This considers the communities, resource users and other stakeholders who may need to be targeted for various types of compliance activities.

The compliance program should be reviewed, at least, when relevant conditions or available information changes.

· Authority

This section should describe the authority (or authorities) under which compliance activities will be undertaken.  This may be legislative and institutional or under community-based laws and norms or both.

· Co-operative arrangements

It is very likely that compliance activities will be mutually beneficial if groups and/or organisations work together.

For example, some cooperation may be necessary with schools, churches or other meeting places where community members and/or resource users gather.  At such times, it is easier to impart information, for example, about management plan rules.  

Also, if there are a number of communities with resource users using the marine resource within the boundaries of the management plan, coordination and cooperative arrangements amongst these communities may be necessary.

In addition, dedicated marine park “rangers” (or similar) may benefit from working with local law enforcement entities.

The cooperative arrangements should identify who, from each group, is in charge of ensuring information flow to and from their group to ensure coordinated activities.

· Objectives

Describe compliance objectives in terms of both desired outcomes (e.g. all users are obeying management rules) and outputs (e.g. frequency and nature of compliance activities).

· Context

Broadly, consider existing resource use patterns with the purpose of contextualising real or potential compliance issues. 

· Compliance activities

This section should detail regular compliance activities.

Education

Describe exactly who will conduct what education activities and how, when and where these will occur.

Routine surveillance

Describe the normal surveillance procedures that will be implemented.  Again, this needs to discuss who will be conducting this surveillance and how, when and where these will occur on a regular basis.  These activities should not occur regularly nor on a predictable pattern; rather they should occur in a random pattern.

Targeted surveillance

Targeted surveillance should be a response to a risk assessment which identifies places/times/ species/people where:

· There is likelihood of a significant amount of damage

· There is deliberate non-compliance

· There is repeated non-compliance

This section should outline the risk assessment made which identified the targets for surveillance.  This should be a qualitative assessment (judgement).

If there are particular times/locations/species where information sources indicate a compliance problem then the plan(s) for implementing targeted enforcement activities must be identified.

Safety of staff involved in targeted surveillance must be ensured in any enforcement activities.

Rewarding good behaviour

Describe what, if any, reward system will be implemented to encourage ongoing compliance with the management plan.

· Compliance projects

If information gathered identifies a particular problem then a dedicated and specific compliance project may be mounted to address the problem.

These would occur on an as-needs basis and will probably vary from year to year.

· Training of compliance officers, rangers and others involved in compliance

It is extremely important that those involved in compliance activities are knowledgeable about the rules they are seeking to enforce.  In addition, regular gatherings of those involved in compliance can also foster shared learning, sharing of information and increased teamwork.  Regular programs of training for all these purposes to ensure this knowledge is maintained and updated must be implemented.  This section should outline how, when, where training will occur.  It can occur on an as-needs basis if desired, however, the triggers for implementing the training sessions should be discussed in this section e.g. new staff come on board, failures in existing compliance protocols, etc.

· Non-compliance information gathering protocols

Describe the format in which information should be provided (e.g. information should include data about the incident that was observed or recorded and data about the person providing the report).   The information on the incident, for example, should include a date and time of incident, location, nature of incident, who was involved (if known, including Company involved, if relevant).

Identify where information will be gathered/centralised.

Identify the person/entity responsible for storing the information, sharing the information with other cooperating groups and also for analysis of the information.

These can be very simple procedures and informal, even verbal, transfers of information if necessary.

· Compliance monitoring

Ideally, records should be kept of all compliance activities and monitored against levels of compliance to determine the effectiveness of compliance efforts.

These could be quite simple, output measures to provide, at least, some idea of the activities undertaken.  Similarly, records could be kept of people apprehended on suspicion of illegal activity and those actually found to be guilty. Knowing works (and what doesn’t) can minimise future efforts.
· Resourcing mechanisms

Describe mechanisms by which ongoing compliance activities will be resourced including application of in-kind resources.



10)  Define the “review and management adaptation” process 

Outline the process and timing of management plan review(s) 

Qualitative risk assessment
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QuaNTItative risk assessment

	Fishing method/gear
	Fisheries impacts on ecosystems scored as either:

0 (zero), 1 (slight), 2 (minor), 3 (moderate), 4 (major), 5 (severe)
	Total

	
	Retained/target species
	Bycatch species
	Habitat damage
	Ecosystem damage
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


	Fishing method/gear
	Fisheries impacts on ecosystems scored as either:

0 (zero), 1 (slight), 2 (minor), 3 (moderate), 4 (major), 5 (severe)
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0 (zero), 1 (slight), 2 (minor), 3 (moderate), 4 (major), 5 (severe)
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OPERATIONAL OBJECTIVES TABLES

	Objective
	Indicator
	Reference levels
	Management actions
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