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1. Background

From its inception 63 years ago, the Gulf and Caribbean Fisheries Institute (GCFI) has addressed issues
of concern to fishers and other fish workers along the fish chain from harvest to postharvest, in addition to
the interests of fisheries scientists and marine resource (fisheries and MPA) managers. The fishery scope
includes recreational and commercial large and small-scale fisheries of the Wider Caribbean. Over time
the focus also changed from development challenges to science, management and conservation. Allied
topics such as aquaculture and marine protected areas (MPAs) were added to the programme. The
annual meeting of the GCFl is the leading forum at which fishers, resource managers, researchers,
students and others interested in regional fisheries and related matters regularly exchange information.

The Gladding Memorial Award Regional Fishers Summit, sub-titled 6 F i s Waking for Sustainable
Fisheres 6 was a m atijlecﬁznd GEWI | Cumara tVenezuela from 2-6 November 2009. It was an
impressive gathering of leading fishers from all parts of the Wider Caribbean. The summit drove home the
need to consolidate the several industry-oriented aspects of GCFI into the Fisheries for Fishers Initiative
(FFI). A strategic plan was started with the intention of finishing and starting to implement it before the

next GCFI. However, this was not possible. So the opportunity was taken to focus on the task at the 2010
meeting. Hence t he opmentrefisher@manaatiang: nvoldrg veselrchers and
managerso intended to reflect a highly inclusive
focus on capacity development which was one of the issues plaguing attempts to finish the strategic plan.

The remaining sections report on the Fishers Forum and related activities (GMA awards, field trip and
strategic planning session) at the 63rd GCFI held in San Juan, Puerto Rico, from 1-5 November 2010.
Appendices provide additional details. This report is available for free download from the GCFI web site

(visit www.qgcfi.org).

2. Fishers forum

Taking place on Monday afternoon, t he lopnentinfishen a d
organi sations: i nvol vi ng ragendaamrAgpbndix 19. It was tb compriseattgee r
presentations followed by a highly interactive discussion with the GCFI participants. This discussion was
intended to solicit feedback and ideas to advance the strategic planning session on Wednesday.

Abstracts from the presentations are below. The slides are shown in Appendices 2, 3 and 4 respectively.

Abstract
Strategic planning by fishers for capacity development
P McConney, CERMES, Cave Hill Campus, Barbados

Strategic planning a process for identifying an organization's vision or long-term goals and objectives, and
then determining the best approach for achieving those aims given the various constraints and
opportunities expected to confront the organization over the period of the plan. Over the past decade,
fisherfolk organizations, especially groups of fishermen, have been encouraged to engage in strategic
planning under various initiatives of collaborating governmental and non-governmental organizations.
The development of long-term organizational or network capacity among these groups is typically one
purpose of strategic planning. Capacity can be defined and measured in many different ways, but critical
here is the ability of fishers to self-organize, learn and adapt in changing circumstances while maintain a
strategic direction. It is a feature of organizational or network resilience. This paper unpacks some of the
concepts introduced above and suggests a practical participatory approach to strategic planning by
fishers for capacity development in the context of the GCFI Fisheries for Fishers Initiative.

Key words: capacity, development, fishers, planning, strategic
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Abstract
Fishers Building Capacity for sustainable fisheries
Mitchell Lay, Caribbean Network of Fisherfolk Organisations, GCFI GMA

Caribbean nations rely on fishing industries to contribute to the social, cultural and economic realities of
their communities, and to provide an excellent and enjoyable source of protein to their people.
Sustainable fishing industries require the involvement of fishers and other stakeholders in all areas from
policy development to fishing techniques and practice. The need for information and to build the
capacities of fishers in the areas of suitable techniques for sustainable fisheries, communications,
advocacy, negotiation and representation has been identified as critical activities that would allow for
fisher engagement in sustainable fisheries management and practices.

The Caribbean Network of Fisherfolk Organisations has developed, with the assistance of critical partners
from Caribbean Regional Fisheries Mechanism, University of The West Indies Centre for Resource
Management and Environmental Studies, Commonwealth Foundation, United Nations Environment
Program, Centre Technique de Coopération Agricole et Rurale, Caribbean Natural Resources Institute,
Gulf and Caribbean Fisheries Institute and national fisheries departments, strategic goals in relation to
capacity building, communications and fisherfolk engagement in fisheries management.

Activities include training modules designed to strengthen and develop fishers and their organisations,
fishers exchanges promoting the ecosystem approach to fisheries and sharing of information on
sustainable fishing techniques, and the representation of fishers at fisheries management and other
related forums.

Keywords: Caribbean, sustainable fisheries, capacity, fisheries management, partners

Abstract
NGOs and Fishers: Meeting in the Middle
Nathalie Zenny, The Nature Conservancy, Caribbean Programme

Fisheries management is not exclusively about the management of the fish but, perhaps more important,
it is also about the management of all people involved in fishing and the consequences of their actions.
Left to their own devices, the fish wil)| sur vi ve
determines whether or not we will continue to have them, and have them in abundance. Effective,
successful management for sustainable fisheries requires collaboration and capacity among many actors.
Fishers are of course one of the key protagonists. NGOs and governments are others. NGOs often use
fishersé knowledge and skill s, us ual llong-tevm behefitgto o d
fishers. This may leave fishers feeling that more has been taken than given, and inequity continues. The
Nature Conservancyds (TNC) Caribbean Programme i
strategy and is seeking to ensure the Strategy includes and enlists fisher networks and fishers as

essential and active partners. This presentation outlines a number of objectives, issues and activities
within the Strategy and highlights potential challenges for implementation. The presentation also identifies
areas where TNC would like to consider engaging with fisher networks and fishers such as the Caribbean
Network of Fisherfolk Organisations (CNFO).

The Fishers Forum discussion period involving the conference audience was very short as it was at the

end of a |l ong day which extended b e ydoetdearliehdelays.dhef er enc e
major point discussed centred on the question of having scientist and researchers working with fishers as

they built relevant capacities. Suggestions for focus areas for future small grants were also sought.



3. Gladding Memorial Award

The GMA was presented immediately upon the close of the Fishers Forum. The GMA Committee chair,
Mitchell Lay, presented an overview of the GMA that included information on the 2010 GMA winner,
Angelica Mendez Parham of Guatemala (Appendix 5). She is a fisherwoman and much more. Angelica is
the first female to receive this award which brings the total number of GMA winners to fourteen.

She was escorted to the podium by Jaime Medina of Mexico, a GMA winner and GCFI board member. He
presented her to the conference for her acceptance speech. Angelica expressed her sincere gratitude at
receiving such regional recognition for her contribution to fisheries. The award plague was later presented
to Angelica by Mitchell Lay at an award ceremony held during the reception on Thursday evening.

4. Fishers field trip

T h dishérsField Tripd i s an event eagerly anticipated by both fi
managers) who work in applied research at or around fishing facilities. It is designed to allow the GCFI
visitors to get to know more about fishing in the host country and to interact with fisher folk there to share
information and fellowship without language and culture being barriers.

This year 6s f i slaneadby tHe SealGant CallaggPrograns in gollaboration with 2009
GMA winner, Andy Maldonado. It was executed by Jannette Ramos of Sea Grant and GMA winner
Mitchell Lay of the fisher community at GCFI. Notes on the trip were taken by Armando Ramirez a bi-
lingual fisher leader from Belize and Rachel Allen a PhD student from the FORCE Project based at
CERMES. Miles Phillips (a CERMES MSc student) kept track of the 26 participants (Appendix 6) as we
toured three fishing sites with small fishing areas described below (see map; photos are in Appendix 7).
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Setting out by bus from the El San Juan Hotel on Isla Verde Avenue around
0900 on Tuesday, November 2nd, the group headed to La Puntilla in Old San
Juan. There a fishers association committee president/chairman Carlos Ramos
provided information on the association. We were able to interact with other
committee members including vice president/chairman Hector Ebanez and
secretary Josefina. The association has a membership of twenty-eight people,
between the ages of twenty and sixty, with fifteen really active members, and
has been in existence for fifty years.




The site has locker/storage facilities, running water and electricity and a semi-enclosed fish processing
marketing area. Fishing methods used included traps and deep sea fishing with small vessels. They enjoy
good relations with associations of nearby fishing communities but did not input into local fisheries
management. Concerns included lack of government support and the displacement of fishers caused by
waterfront development and tourism which took some of their land. There was a small landing/processing
shed but infrastructure repairs were needed for the damaged docking area.

Site #2 was La Coal, deep inside Old San Juan harbour. This is a fishing site with docking facilities,
eating/meeting area and offices. The group interacted with committee leaders and other fishers. There is
a membership of forty-two and they have been in existence for over twenty years. The types of fishing
include trap-fishing, trolling, deep sea and net fishing. They have had opportunity to receive help from
government in the areas of vessel acquisition and a training school. They have also been able to counter
threats from waterfront development initiatives. They are closely linked to three neighbouring sites. The
main concern expressed centred on the failure of government programmes, and the perception that
government administration is ineffective.

e =

Vietnam, Catano, across the bay was the third site. This is a
' Bienvenidos a nuestrd

fishing site with a fishers association of approximately twenty

members, and ten boats. Fishing methods included traps, nets,
trolling and deep sea red snapper fisheries. The group met the
president and other members of the association. We were
hosted to a Puerto Rican lunch by the fishers.

DIMAPESOUERADE mmmm
[DEJGATANO

[HORARIO JLUNESJATSABADOIDEL6 0OJAMIALZ:001E M)
It was interesting to meet fisher/middleman, Capt. Tommy Forte (tel 787 390 3112) who appears to
purchase and market fishers catch. He also appears to play a role in acquisition of gear, supplies and
other inputs for fishers. He is familiar with the northeastern Caribbean fish trade. The tour also met the
Director of Sea Grant College Program, Ruperto Chaparro, at this site. Appreciation was expressed to
fishers prior to leaving sites and a special thank you was expressed by Angelica Mendez to the Vietnam
fishers for hosting us to an excellent lunch. The field trip funded by Sea Grant of Puerto Rico ended at
1300.

5. Strategic planning

The strategic planning session on the GCFI Fisheries for Fishers
Initiative was held on Wednesday 3 November. Mitchell Lay welcomed
the participants (Appendix 6). It was part of moving the GCFI and GMA
fishers forward in a fairly informal but informing process to build on a
draft plan started after the 2009 summit. It needed to be completed. Lay
went through an outline of the session. The GMA Committee was relying
on fishers to give inputs on what is missing and what should be included.

Using some slides (Appendix 8) Lay reviewed the Fisheries for Fishers
Initiative (FFI). The GCFI Board recognised having fisher participation

was important i hence the regional fishers summit in 2009 i geared to
bring fishers concerns to the table and to address their concerns. Bob
Glazer explained that within GCFI there is small grants programme that has been used for exchanging
information within the fishing regional community such as on best practices for fishing gear and
alternative livelihoods.

Patrick McConney clarified there was a longer history of fisher involvement in GCFI that the GMA. Fishers
were at meetings since he began attending in the1980s. There were more from Belize and the USA than
eastern Caribbean. What the GMA Committee was trying to do is to get back to where small-scale fishers
played a more active part in GCFI. Fishers were making technical presentations in the main programme
and in special industry-focused events organised by gear suppliers and others. That is something the
GMA Committee expects fishermen to do, not only listening to scientists and students. Lay reiterated the
need to involve fishers and for fishes to want to be more involved. Two fishers are on the GCFI Board.



Lay gave a background to the strategic plan. The process was already started i few goals and objectives
identified. They were now looking at the best approach to achieving these, and the constraints and
opportunities for the period of the plan. He presented the focus question for the strategic plan. Focus on
GMA winners i 14 top fishers from around the region. We see them as leaders in the Caribbean. Want o
focus on how to build their contribution, their benefits and their influence on the fisheries of the Caribbean

Bob Glazer said fishers need to articulate where they wanted to be in five years; where they want to see
the resources in five years and how they want to get there. He gave an overview of the small grants
programme. Small grants are now available for those countries signed on to the Caribbean Challenge.
Goal of programme is to develop sustainable fishing practices and diversity for fishers to get funds (can
supplement income). Examples of activities already implemented were exchanges between Mexico and
Dominican Republic (lobster casitas); Belize and Dominican Republic (fly fishing alternative); CERMES
communication project for five countries; CNFO regional workshop on suitable gear and techniques for
sustainable fisheries; CRFM strengthening fisherfolk organizations; exchange between St. Lucia and
Grenada (development of pelagic long line fishery for tuna); Bahamas and Belize exchange (method for
catching and handling lionfishi devel opment of I|ionfish fishery in Beliz
guide us and to help you identify priorities and get the grants written.

Lay reviewed parts of the document (see slides in Apppendix 8). He asked fishers if the vision reflected
their vision. Best fishing practice i must have a measure of success; must have minimal impact on the
systems that fish depend on to survive. It was noted that some impacts do not come from fishers. Need to
look at what contributes to ecosystems approach to fisheries management i includes other impacts not
just fishers. The vision is what in the best of conditions you would like to see. Look to 2015. Next steps
look to how to get there and what will stop you from getting there.

Vision focuses a lot on sustainability but needs more on unification among fishers throughout the
Caribbean rather than just having a healthy marine ecosystem and good practices. If you do not have
organization then it will be difficult to materialize what is there in the vision. Fisher folk are not ignorant to
the fact that they need to be sustainable fishing people. If fishers have a strong organization with good
practices they will be able to continue to work and protect resources.

In some places fishers ignore the existence of GCFI. They have not seen a lot of effectiveness of what
GCFI has done. Fishes said they should use GCFI to exert pressure so that countries could pay attention

to them. Fi shers dondédt have degrees. 0Oltf I|tilsdyy nt rbye ctaau seex |
dondét have a degree. To tell other fisher folk is easy,
if we donét preserve the I|little we have, we wil/ di sap]

suggested having more managers of fisheries and decision-makers present at GCFI.

Lay went through the SWOT on the slides. Some of these were strengths of the GCFI so he posed
guestions of how they can be used by fishers. He sought additional weaknesses and opportunities. Using
GMA winners, friends of GCFI and friends of fishing was necessary to promote sustainable fishing.

What is the reason fisher folk are brought to GCFI? Participants reflected on the objective of GCFI.

Fi shers wonét under st an &xpacuteskee fishers deihgald minute talksoandag o n .
forum earlier in the day. Spice up the thing, and make it more lively and attractive. It would encourage

and motivate more fishers. There is a lot that scientists can learn from fishermen. More local fishers need

to participate.

Bob Glazer clarified that GCFI &6s mission is to bring p
information without an agenda. GCFI doesndt make or t al
something we have as a high priority but in most cases we have to find the funds to bring the fishers.

Within small grants there are limits to who can be funded. This year was limited to the eastern Caribbean.

It would be great to integrate fishers into every session. The structure of GCFI is such that we have to rely

on presentations that are submitted. Fishers can make presentations next year or chair sessions.



Nathalie Zenny introduced herself and her NGO background, asked about sessions for fishers presenting
with or without scientists that would not require abstracts. This has and can be donei submit an abstract
or give a talk. The GMA winners seem to have the most powerful vision for the Caribbean and livelihoods.
Two suggestions: if you are a fisher and come to meeting make sure you take the microphone, and if you
are a funder make sure the fisher presents. In terms of getting fishers voices widely heard through the
region and internationally i fisher exchanges are powerful but they only involve small groups. Making
films on fisher exchanges such as Nathalie Zenny, Will Heyman and others are doing is useful to reach
larger audiences. Some responsibility has to be on the scientists that go into the field. Scientists should
break down the information so that fisherman can understand (give feedback to communities you have
received that information from). Armando Ramirez wants to compare fisher knowledge and scientific
information.

Patrick McConney introduced CERMES Communications Officer Lyn-Marie Deane and made the point
that the discussion had been all about communication. He thinks that fishers should be more pro-active.
Tell people what you want communicated. You need to tell us what needs to be communicated and how.

Bob Glazer noted that there are two fishers on the board of GCFI. If fishers have specific comments they
should speak to any board member, or if they feel more comfortable, speak to the fishers on the board.

Fi shersd organizations have a role to play. Angelica M
small group and GCFl is a great opportunity for learning, but there is a language barrier. The discussion

diverted to costs and mechanisms for mass and personal interpretation. Another barrier was income.

Sometimes fishers need to make income-earning sacrifices to attend events such as GCFI considering

the fact that they may gain so much knowledge. However, funders should try to be sensitive to this. Time

not fishing is money not earned.

Lay reviewed the strategic directions. There was discussion on the GMA winner selection process i chair
sends out invitation to submit proposals for nominations of fishers who have demonstrated sustainable
fishing practices and are role models. These are submitted to the committee (fishers and scientists) and a
decision is made. Then notification and award procedure begins. Being a winner is a privilege but it also
comes with responsibility. Jaime Medina noted that those selected have worked within our communities.
Every time he comes to GCFI he realizes that the institution is formed by people that are beyond doing
what they do for the money. They come putting out their human side to make a change or improvement.

Bob Glazer asked fAiHow can we take advantage of
influencing things intheregion?0 A response was that this where
important. GCFI should work with GMA winners to move them through the levels of industry and serve as
ambassadors. Their value is far greater outside of their home countries. If the local winner or other fisher
is working along with the regional GMA winner then it will be well received.

hese p
he | oc

Armando Ramirez suggested using the media where the winner is coming from and media where GCFI

taking place. The former winner should be responsible to come and carry out the ceremony next year.

Have that person be the one to announce the next year 6
filtered through to fisher folk organizations. Then the GMA winner will have more credibility. GMA winners

should be involved in organization meetings in an ambassador programme funded by small grants. The

timing of ambassadorial visits is critical for making the most and most useful impact.

=11

Lay turned to final issues and concerns. A’ s har ed ¢ onc er Howedn wd getsalgavermsnentva s
to recognize fisher folk?0 GCFI should work with some |
and sensitise the country a couple of months before about GCFI. Government officials (managers) must

be invited to the fishers session at GCFI. The fishers field trip is used to provide a local perspective on

fisheries. This is meant to be a hands-on exchange with the local people. A fisher volunteered to help

GCFI with marketing. To the extent that folks here want to volunteer to take the GMA forward is great.

Mitchell Lay invited participants to trust the GMA Committee to put these thoughts into a strategic action
plan. Fishers agreed to this. Angelica said she was going back to Guatemala to spread the word. Within



this approach Lay said the Committee would encourage input along the way. During the session Maria
Pena and Lyn-Marie Deane kept notes and Patrick McConney modified some of the slides. These would
be used in completing the plan. Lay thanked all for participating and closed the planning session.

6. Conclusions

Chair of the GMA Committee, Mitchell Lay, held informal participatory monitoring and evaluation sessions
to solicit feedback to be used for learning, adapting and improving for the next Forum. He found that the
fisher-driven activities at the 63" GCFI went fairly well, with all the fishers who participated indicating that
being at GCFI was informative and productive. Fishers were able to network with other fishers, scientists
and fisheries managers. Some parting comments from participating fishers are provided:

T Timing of the Fisheré6és Forum (1700hrs on Monday) wa

session, Tuesday suggested, with field trip in the afternoon.

1 Good meeting with useful information that is mainly scientific, but there should also have been

more traditional information.

1 Awards ceremony for GMA was good and important, and where practical should involve other
GMA winners, especially the previous yeards winner.
Information on the GMA, the selection criteria, and process of selecting winner, is to be shared.
Strategic planning session was considered a critical activity and should be a regular feature which
incorporates participatory monitoring and evaluation.

9 Visiting fishers would like to see the local fishing community more represented at the Forum and
at other fisher-related activities.

1 Fairly inaccessible format of most of the conference information (scientific nature) was an issue.
Fisher leaders agreed to convert and share what they learned with their fishing communities.

1 Need to have fisher presentations in the main conference, and also have presentations done by
scientist/fisher collaboration.

1 Fishers would like to be able to influence the direction of research projects based on the practical
application of research.

9 Fishers Field Trip is a very good feature and should include fishers sharing knowledge and not
only receiving from communities visited. Identified that there were low levels of fishing activities at
the three sites visited.

9 Fishers recognize that some personal (mainly financial) sacrifice is involved when attending
meetings such as GCFI, but that there is need to involve a larger number of fishers.

1 Strong recommendation that a parallel session for scientists, fishers, fisheries managers and
tourism sector to engage each other in exchanges of perspectives be incorporated in the next
conference. This would be a half day session which includes a panel discussion.

= =4

One major area of concern involves the fact that only four of the fourteen GMA winners were able to
attend this conference. This has some implications for planning and continuity. The active involvement of
NGOs in sponsoring fisher activities was a good sign, and closer collaboration will be pursued next year.



7. Appendices

Appendix 1: Agenda of Fishers Forum and related activities
Mondayv: November 1, 2010

GMA REGIONAL FISHERS SUMMIT -- FISHERS FORUM (1700-1800)

17:00 Strategic planning by fishers for capacity development—McConney, Patrick

17:15 Fishers building capacity for sustainable fisheries-- Mitchell Lay, GMA winner,
Antigua and Barbuda, Chair, GMA Committee

17:30 NGOs and fishers: meeting in the middle—Nathalie Zenny. TNC

17:45 Discussion All presenters, GCFI members and audience

18:00 Close

TUESDAY: November 2. 2010
Concurrent activity: Fisher forum field trip (0900-1200) by invitation Contact person Andy

Maldonado
Hora de salida del hotel 8:30 am
Visita a La Puntilla en el Viejo San Juan------------------- 9: 15am a 10:15am
Salida y merienda 10:15am a 11:00am
Visita a La Coal 11:00am a 12:30 pm
Salida hacia Vietam 12:30
Visita a la Villa pesquera Vietnam en Catafio------------ 1:00pm a 1:30 pm

WEDNESDAY: November 3, 2010

Strategic planning session 08:30 am -10:00 am



Appendix 2: Presentation by P. McConney

‘KS’rra'regic planning by fishers )
for capacity development

‘ Patrick McConney
CERMES, UWT B
Cave Hill Campus

Barbad
arbados ) 12&%1

Purpose of presentation

* Unpacks some of the concepts and
suggests a practical participatory
approach to strategic planning by
fishers for capacity development in

GCFI Fisheries for Fishers Initiative
s

Fisheries for Fishers (F4F) Initiative

» Gladding Memorial Award (annual since
2004, but awarded on basis of merit)

Fishers Forum (annual since 2007)
Fishers field trip (annual since 2007)
Fishers Summit (ad Aoc only in 2009)
* What more can F4F do? §
— GMA fisher ambassadors? |

— Fishers guiding managers?
— Shaping fisheries policy?

Fisherfolk organizations networked

+ Development of long-term organizational
or network capacity among these groups

The Wides Carbbean

Clusters of fisher
folk national level
organisations link
to other clusters
in the Caribbean
.muli-clustered
network structure

Adaptive capacity development

+ Defined, measured in many different
ways ... adaptive capacity is favoured

« Ability of fishers to self-organize, learn
and adapt o changing circumstances
while maintaining a strategic direction

+ Organizational or network resilience

-

&=

What is strategic planning?

* Process for identifying organization's
vision or long-term goals and objectives

« Determining the best approach for
achieving these aims

* Given constraints and opporfunities
expected to confront the organization

* Over the period of the plan (e.g. 5 yrs)




Focus question

» How can the FAF Initiative assist

fishers, especially GMA winners, to
develop adaptive capacity for their
benefit and for the benefit of the
fisheries of the Wider Caribbean?

Vision

Strategic
Direction:

FAF INPUT FROM GCFI MEMBERSHIP

»What are desirable vision elements?
»Where are the blocks and barriers?
»Which are the strategic directions?
»What are first action plan priorities?

Appendix 3: Presentation by M. Lay

Caricom Caribbean

The Wider Canbbean

Fishers Building Capacity for

Sustainable Fisheries

Caribbean Fishers and the CNFO
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Caricom and Fisheries

e Caricom community
Employs approx.
332,000 fishers
Marine production
(2007): over 102,000
tons, with total
exports being
approximately 47,800
tons or 208 M USS$.
Food Security

K Culture/Traditions
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Caricom and Fisheries

e Small-Scale
Low technology
Small boats
Hook/Line, traps and nets

e High importance (Critical)
GDP Contribution 0.13% to 6.85%
Food and Livelihoods

\ Social/Cultural (Street food, Seafood Fest)/




























