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INTRODUCTION
 

Over the last several decades, there has been a growing 
awareness of the important role fishermen's organizations, 
especially cooperatives, can play in the development process. 
Nevertheless, the development and use of these organizations 
has been characterized more by failure than success. The 
purpose of this guide is to provide users with information 

which will be of use in understanding social and cultural 
factors which influence the development of fishermen's 
organizations. The guide also contains instructions for 
obtaining social and cultural information which can be used for 
evaluating a fishery concerning the potential for establishing 
organizations as well as providing guidelines for using the 
information in decision making during the implementaLion of 
fishermcn's organizations. 

The guide is aimed at several types of users. Project 
planners involved in a fishery development project which 
includes some form of fishermen's organization will find it 
useful for obtaining information to be used in both planning 
and implementation. Members of cooperative departments in 
government ministries who have had little or disappointing 
experience with implementing organizations among fishermen can 
use the guide to adapt their procedures to the needs of 
fishermen. Finally, cooperative training institutes and 
extension ageLts will find a great deal of information which 
can form part of tLeir training programs. 

The first chapter of the guide examines the role of 
fishenen's organizations in fishery developmer t and includes a 
brief outline oi the various types commonly used. This is 
followed by two chapters which provide the rationale concerning 
the need for social and cultural information in the development 
of fishermen's organizations. This includes a brief 
examination of aspects of the occupation of fishing which n:rc 
related to problems in developing fishermen's organizations. 
General social and cultural factors which influence the success 
of organizations are also examined. The chapters are based on 
a review of project reports, research papers, and books which 
span several decades of experience; nevertheless, as many 
readers will recognize, the same kinds of factors influence the 
development of fishermen's organizations in current projects. 
The literature reviewed can also be referred to by the reader
 

to obtain morn detailed information if needed. The final three 
chapters of the gu. de outline the kinds of information needed 
for the development of fishermen's organizationp, details 
concerning the acquisition of the necessary data, and 
techniques for converting the data into information of use in 
the decision making process throughout the project cycle.
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CHAPTER ONE. 	 FISHERMEN'S ORCANIZATIONS AND FISHERY
 
DEVELOPMENT
 

THE 	ROLE OF FISHERMEN'S ORGANIZATIONS IN FISHERY DEVELOPMENT
 

Small-scale fishermv2n, who are frequently among the 
poorest of the rural poor in developiug countixes, are faced 
with see,:,ingly impossit-le obstacles in their attempts to better 
themselves. Neynel1 (1984) writes that smaill-scale fishermen, 
a marginal and xjle-lited group of producers, are impeded by 
existing4 econoni Ic inid :,ocial powel structures and suggests that 
fishermen's coope laLives zire the ideal organizational form to 
oVCCCOre these obstacles de:;pite their limited success rate in 
development projects. 

ile nel l (1984:27) Sn1:ll,rtI' ZeS the advantages of 
cooperatives as fo] lows: 

"1. 	 Greater control by members ovr the business
 
and benefits of Lheir organ izat ion.
 

2. 	 Combined action can be more effctive than 
individual actiol wIether it is in redouc ed 
costs of inputs bought in bulk or in nego tiation 
wi th buyers or goverlnment. 

3. 	 Support of second and t Iiid tier federations of 
cooperatives providinyg advice and more 
specialized services which a primary society 
could not organize. 

4. 	 Group coimitmint to actions undertaken by the 
" cooperat ive. 

Jentoft (1985, 1986) expands discussion of these 
advantages by noting that cooperatives are often involved in 
formal training, not only with respect to fishery matters, but 
also health and literacy. Cooperatives can also facilitate 
information acquisition for fishery management purposes. They 
thus play a role in the political process, helping to implewat 
government policies through prov ision of information for 
decision making and formal training activities. 

The use of cooperatives as a tool in development has been 
advocated by major development agencies and governments at 
various times during the past four decades (Pollnac 1985). The 
United Nations Food and Agriculture Organization (UNFAO) began 
to argue for cooperatives as early as 1948 (Miller 1964). The 
Fourth Session of the FAO Conference of November 1948 
recommended that "... cooperative societies provide one of the 
best means of reducing the cost of farm production supplies, 
credit and marketing, reducing the price of consumer goods to 
all people, and developing crop insurance and other forms of 
mutual aid which will enable rural populations to improve 
production and conditions of life" (Miller 1964:102). The
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World Bank noted that farmer's associations and cooperatives 
can facilitate development by enhancing participation through 
involvement of members as well as performing intermediary 
functions making it possible to provide credit to more 
individuals while producing a situation of joint responsibility 
for loan repayment and acceptance of inputs (World Bank 1975). 
By the late 1950s and early 1960s cooperatives were identified 
by the UNFAO os organizations that could be used to reduce 
inequities in development resulting from earlier projects that 
focused on more wealthy and efficient producers who were 
identified as being those with the greatest potential for 
making use of new inputs and techniques (Laidlaw 1962; Dulfer 
1971). Hence, in the 19 6 0s the UNFAO's governing body began to 
encourage che development of cooperatives in various sectors 
(Dulfer 1971), including fisheries (FA) 1971). Many UNFAO 
fishery projects in the 19 6 0 s and 1970s reflected this 
encouragement by making fishermen's cooperatives the key 
institutions for developing small-scale fisheries. The UNFAO 
was not alone in this emphasis as evidenced by tthe fact that 
cooperatives f igure in 53 percent of the World Bank's fishery 
projects between 1976 and 1981 (Pollnac 1985). 

As more and more projects began to use fishermen's 
cooperatives as a means to deliver services to small-scale 
producers, it became evident that the failure rate was 
unacceptable. An expert who held the post of FAG Regional 
Fisheries Off icer in Latin America for 10 years wrote in the 
mid-seventies that cooperatives have failed so often and with 
such notoriety that there was widespread skepticism among 
fishermen concerning their usef ulness (Miyares del Valle 
1974). A 1975 FA( f i shery report detailed many of the 
shortcomiigs of cooperatives along with suggested causes (FAG 
1975). Nevertheless, the report concluded that "cooperatives 

-appear to cfffer the best mean for assisting fishermen .. 

(FAG 1975:7). 
Although there are a fair number of reports concerning 

the failure of fishermen's cooperatives, it is clear that there 
are also successes. Pollnac (1981) notes that there is a 
tendency to write more about failures than successes. Allsopp 
(1985) suggests tht t his is true for fisheries projects in 
general and notes that this contributes toward negative 
attitudes at higher policy levels. It is also unfair to make 
statements concerning failure of fishery cooperatives in 
isolation from other fishery firms. For example, is the 
failure rate of fishermen's cooperatives any greater than that 
for comparable finns in tlo private sector of the fishery? One 
study from Norway comparing fishery cooperatives with private 
and state firms found little substantive differences in terms 
of several performance measures (Jentoft 1985). The 
performance of the cooperatives through time was basically 
parallel to that of other types of firms reflecting 
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similarities in responses to external changes (e.g. changes in 
the economy, fishery environment, etc.). The Norwegian

experience may not be applicable in other contexts, but until 
further information is made available and analyzed, it will be
difficult to claim that the failure rate of cooperatives is any
greater than that for other firms performing the same functions 
in the fishery sector. 

Nevertheless, the accumulating number of failures among
fishermen's cooperatives in combination with the need for some 
sort of organization to facilitate development among
small-scale fishermen forced some people to beg in to rethink 
the process of cooperative development. A 1 977 FAO report
concluded that classical European cooperative systems will fail
in developing countries unless they are adapted to local 
realities, and that a minimum of five to ten years preparation
is needed (FAO 1977). Also, i, the late 1 9 7 0s an alternative 
concept for small-scale fishery development including an
optional cooperative element was being elaborated--the 
community fishery center (cf. Beii-Y:ii 1980). The community
fishery center concept does not insist oi ready-made solutions 
like the cooperative but streses that solutions must be 
adapted to local needs. For example, as long as all sectors of
the fishery and their infrastructures are adequately considered 
(harvesting, marketing, processing, supplies, etc.), the
various sectors can manifest any combination of appropriate
ownership pat terns; e.g. , private enterprise, cooperative,
 
government, or 
 community enterprise. Additionally, and related 
to the community fishery center, is the concept of "grass root 
groups and associations," for both small farmers andfishermen. The concept ,.lihasizes the formation of small 
groups with many of the same functions as cooperatives (group
 
planning, mutual aid, group action for credit and 
 marketing,and group bargaining for social justice) yet makes little 
mention of cooperatives (FAO Regional Office for Asia and the

Far East 1978). Hence, it provides a means for avoiding both
 
the stigma of the term "cooperative" and the rigid rules and
 
regulations surrounding the formation of cooperatives in the 
developing world. 

Despite the above noted problems with fishermen's 
cooperatives and the suggested alternatives, many international 
aid Drograms cont inue to promote their use to one degree or
another. In addition, developmnt agencies often have little
choice but to use fishermen's cooperatives in development
projects. Nearly all developing world governments support
cooperative development for rural areas in one form or another 
and have cooperative agencies and training facilities which 
encourage their use. For example, a survey of West Africa
shows that five out of the six countries surveyed have 
established policies encouraging the formation of fisheries 
cooperatives. The sixth country is proceeding cautiously 
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because of past failures (Lamming and Hotta 1980). This stress 

on cooperatives, in addition to the fact that theoreticall.y at 
least cooperatives appear to be organizations which can be 

quite effective in fishery development programs (Pollnac 1985, 
1981; bleyneil 1984) as well as function to facilitate the 
communication process between planners and the fishery sector 
(Pol Inac and Littlefield 1983; Jentoft 1985), clearly indicates 
t ha t deve lopment dec ision makers wi 1 1 r-equcnt ly be in 
positions where they will have to make decisions concerning the 
use of f ishercoen" ; cooperatives in development programs. These 
decisions must he made on the basis of adequate information, 
the identificat iou and acquisition of which is tie subject of 
the remainder of this guide. 

TYPES OF FISHERMEN'S ORGANIZATIONS 

The purpose of tLhi.s subsection i.s to briefly describe the 
t vlpe' of fishe rwen's organizations that are commonly found 

around the world. Since this manual is supposed to have 
international applications, it is important to clearly define 
the terms used to avoid pssibl v misunderstandings that may 
arise due to varying uses of so.e of the terminology in 

different regions of the world. 
F o r ou urp u rpo s e s * , ,, w e w i 1 1 U e t h e t e r in 

"lor anizatio "iito refer to a] I of the various types. An 
organizat ion is a group of people who have come together for 

some purpose. They are working together becau se the purpose 
can be More easily achieved with a group of people than by 

isolated individuals. The major types of organizations used by 
fishermen arc cooperatives, associations, and unions. In the 
remainder of this chapter, we will lock at each of these major 
types as wel I as the funct ional subtypes (e.g. , marketing 
association, supply cooperatives, etc.). Final ly, at the end 

of this chapter, there is a discussion of a selection of 
non-f ishermen's organizations which can play an important role 
in the fishery and fishing cohnunity. 

Cooperatives and Associations 

The main distinct ion between cooperatives and 

associations is that in most countries, cooperatives are 

legally defined by a relatively rigid set of rules and 
regulations which must be adhered to if a given fishermen's 
organization is to be legally accepted as a cooperative. In 

most countries, achievement of the status of cooperative 
confers numerous potential benefits on the fishermen' s 
organization. These benefits frequently include alleviation of 
certain taxes such as gasoline tax and import duties on 

productive equipment. Low interest government loans, training 
programs, and technical assistance are also some of the 
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advantages gained by achieving coopera Live s ta Lus in some 
countries. 

Fishermen's associations are organizaLions that are wore 
loosely def ined than coope ratives. In some cases, they are 
quite informal , based entirely on, the consensus of members with 
no external lega foundation. In other cases, they may be more 
like businesses, incorporated within the legal systema as any
other business. Frequently associations are not A-iible for 
the same type of government beelf its as COoperatives, but they
have more frtedom in terms of their organizat ional structure 
and function. 

Both types of organization can be subcate'goized into 
subgroups on the basis of the se rvices they pei-ori, for the 
fishermen. I V most ca ses , ei th e!r a c oo )Pe raLt i ve a r aii 
assoc iat ion cin carry out tLe saie linetLions, hence i n the 
discussion that follows, both types of organization will be 
considered to ether wi th resPect to r;peci fic funct ians. 

ldiLZIhCt _yses or As soci a tie as. Tb is type of 
organ iza t ii hasoi the function of supplying fi shermen with 
neces;sary inputs at a reasonalle cost . Many times f i sherrmen 
are located in aleas te 1arge 
must either travel to the trade center for stIpplies or depend 
on middlemen who will add ce atsL of t-ransportat ion and profit to 
the selling price. This can result 


i tonic flow trade centers. They 

in a loss of fishing time
 
and/or an expense far above what the fishernien need pay for the
 
supply. 
 A supyi) cooperative or association located in the 
fishing community can reduce both time lost from fishing and 
the cost: of supplies to fishermen. 1 the organization stocks 
needed supplies such as spare parts, gear, gasoline, and oil,

the fishermen need 
 not lose time going to the trade center or
 
wait ing for the 
 nidd l eman to maike an order and deliver the 
goods. Additionally, by buying in bulk, tie organization can
 
negotiate lie're favorable prices for the fishrmen. In some 
cases, if local laws permit , the organizat ion can obtain the 
material without the additLion of local or import taxes; hence, 
providing additional savings for fisherinen. 

La rkeLiLng Associations or Cople ratives. Fishermen need 
to sell their catch, and this type of organization responds to 
this need. In some fishing communities, fishermen are at the 
mercy of a few fish dealers who set the price paid for fish 
landed. The fishermen either have to accept the price or let 
their harvest go unsold, to rot on the beach. In a situation 
such as this, the marketing organization can serve as an 
intermediary between the fi shermen and fish dealers. The 
fishermen, together in the organization, will be in a stronger 
posit ion to bargain with the dealers and obtain a more 
favorable price. In some cases, the organizations provide cold 
storage or freezing facilities to hold fish for more favorable 
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marketing conditons. In many developing countries, this type 
of organization attempts to perform functions originally 
carried out by traditional middlemen such as buying, selling, 
storage, and initial processing (e.g. , cleaning, filleting, 
cooling, freezing, smoking, etc.). 

If f ishermen in such an organization find that it is 
impossible to obtain a fair price from existing f ish dealers, 
the organization may he further developed to take over the 
functions of delivering fish to wholesale or retail markets or 
retailing the fish.
 

Credit Cooperatives or Associations. Small scale 
fishenen frequently find it impossible to obtain credit from 
formal financial institutions. This is due to the fact that 
they are relatively poor and usually lack adequate collateral 
for loans. By forming a group, the members can act as 
guarantors for each others' loans, and in some countries, 
obtain subsidized credit. In the most basic case, this type of 
organization obtains its capital from members' deposits. This 
type of credit organization is usually only found in small, 
close-knit communities that have a tradition of circulating 
credit schemes. In the most common case, the organization 
obtains capital from outside sources, usually government 
development hanks. 

Production Cooperatives or Associations. As a 
small-scale fishery develops, newly introduced gears may be 
beyond the means of individual fishermen. In certain 
fisheries, under special circumstances, it is more economical 
for groups of fisheren to pool their gear and divide expenses 
and profits. For ex.ample, beach seines are frequently quite 
large and expensive. Crews are also large; hence, it would be 
more rational for the fishermen to pool their resources to 
purchase the gear, operate it together, and share the profits. 
The same logic applies to a fishery where the boats exploit 
common grounds and usually go to fish and return at the same 
time. Rather than obtaining motors for each small vessel, one 
or more tow boats could be used to take the vessels back and 
forth from the fishing grounds. The organization (the group of 
fishermen) could purchase and maintain the tow boats and motors 
and share in the profits. Part of the profits would go back to 
the production cooperative or association to be used for 
repairs, maintenance, replacement, and loan repayment as 
needed.
 

Service Associations or Cooperatives. Some organizations 
function to provide services other than those provided by the 
types discussed above. The services can be fishing related 
such as provision of storage areas for vessels and gear at the 
landing area, vessel insurance, docking facilities, savings 
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plans, etc. Sometimes tne function may appear to be purely
social (e.g. prcviding a meeting hall, holding social events
such as feasts, dances, etc.). Frequently these service
organizations provide a toundation for the addition of some of
the Junctions discussed above; hence, they have the potential 
to grow into more than a service cooperative or association. 

Multiou ose ocperatives or Associaticons. Frequently
afte" a single purpo. organization has been in operation for a
while, members begin to see the value of working together as a 
group. This realization often leads to the addition of
additional functions to the organization. When this occurs,
the result is a multipurpose cooperative or association.
 
Sometimes the organization is initially formed 
 with multiple
functions. The combinations of functions can include any
all of the 

or 
above types. Such an organization is frequently

quite complex and difficult to manage. especially as the number 
of functions become quite large. 

Umbrella or Ape. Associations or Cooue: atives. Umbrella 
or ape;: organizations are organizations made up of smaller 
organizations. An important function performed by these higher
level organizations is that they are ofLin centers with 
resources toat need not be duplicated at each of the lower
level associations or cooperatives. For example, in fisheries
where the fishermen are strung-out along the coast in
relatively small communities, each community may form some sort
of organization. Each organization will be relatively small,
drawing members from an area with limited resources. These 
smaller organizations may need a skilled resource person such 
as an accountant. Since the organizations are relatively
small, they may only need an accountant on a part-time basis;
hence, one accountant could reside in the 
apex organization and
 
be shared by all members. This could also apply to other 
resources that 
would be redundant if duplicated in each small
 
orgailization. For example, 
 one large refrigerated truck may be
sufficient to distribute the fish from all organizations in a
certain 
area. The truck, driver, and supplies could be

centralized in the apex organization, hence conserving
 
resources.
 

In some fisheries there are more than two levels of
organizations. The highest level will frequently have resource
personnel who can serve to provide instruction concerning
organizational operation. 
 This person travels from

organization to organization giving classes and passing on 
information pertinent 
to fishery operations.


Distinct organizations can also join 
together to increase
 
their bargaining power. As a group of individuals increases 
their bargaining power by joining together into an organization
and speaking with one voice, so would a number of local 
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organizations increase their power by joining into an umbrella 

organization. These can be organizations of the same or 

different types. If the organizations are of different types 

(e.g. fishermen's, processors', and/or dealers'), the 

association would also function to increase communication 

between the various sectors of the fishery. 

Fishermen's Uions 

Fishermen's union'; are trade unions for hired or share 

fishermen. As with other trade unions, the orFanization 

represents its members in negotiations with vessel owners 

concerning wages, hours of work, and working conditions. 

Frequently, as with other trade unions, a fishermen's union may 

also provide additional services in the form of insurance, 
credit, social security, education, and cultural programs. 

Sometimes these unions are Yormed on a nt ion-wide basis with 

relatively large membership, providing them with the lobbying 

power to influence government actions on their behalf. 

Fishermen' s unions almost always stimulate the 

development of another o,:ganizat icn- the boat owners 

association. Although this association type is not a union, it 

is considered in this section because it arises in response to 

the union of employees as a means of bargaining with the 

fishermen. Its original, and frequently sole purpose is to 

organize the numerous individual entrepreneurs who are boat 

owners and sometimes fishermep themselves. Without this type 

of organization, it would be impossible for either of the two 

groups, the employers or the employees, to effectively 

negotiate their positions. As with other organizations, these 

boat owners associations can accrue services other than labor 

negotiation. As they do, they may b)_ considered along with the 

other multipurpose organizations discussed above. 

Fishery Related Organizations 

Although the concern of this volume is fishermen's 

organizations, there are other types of fishery related 

organizations found in fishing communities that benefit thecan 

fishery. One characteristic of the Artisanal fishery is the 

numerous small-scale entrepreneurs and workers involved in 

postharvest handling, processing, distribution, and marketing. 

In various fisheries around the world organizations have ueen 

formed for participants in postharvest aspects of the fishery 

which provide services analogous to those discussed with 

respect to fishermen's organizations. For example, there are 

organizations of individuals who unload the vessel and sort the 

fish. Processors sometimes form organizations as do fish 

dealers and the individuals who transport the fish between 

various levels of wholesalers and retailers. All of these 
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organizations have potential impact on the well being of thefishermen since, depending on their type, they can introduceefficiencies 
into the postharvest distribution of 
f~sh,
potentially affecting both the prices paid to fishermen and the
amount of catch that can be effectively handled.

Although all these types of nonfishermen's organizationscan potentially impact the well being, of the fishermen, tiletype that has the most inmediaLe .[K'pact on the tishermen is thefisherwomen's organization. In many fishing col llnities aroundthe world, women have ir portant roles in the postharvesthandling and distribution of fish. They at, nost frequently
involved in the ,rocessing and marketing sectors. Often, thesewomen are fishcrl en's wives and/or daughters; hence, theirlabors keep 11r of the profit in the family firim resulting ina greater overall quality of life accruing to the snali-scaleproducer as a result of dimproventeuts in tie fishery. In manyartisanal fishing comlunities, the nuliierots 
individual
f ish5irK!en 'S Wives and daulighters who are involved in
proccssing and marketing of 

the 
fish can become organized intoassociations or cooperatives and receive soe of the samebenefits of organization that fishermien receive from theirorganizations such as tax free 
or subsidized inputs, credit,and greater bargaining pow-r. In 
some smalI scale fisheries,especially 
West Africa, 
South and Southeast Asia, and thePacific, "fisherwomien's" organization.s 
are hecoming quite

important in the fisht!ry. 
Anot her type of fi sherwomen 's organization is composedonly of fi shersen 's wives. Thi s type of organ iza tion is
usually referred to 
as a fishermen's 
wives association. 
 it is
usually 
found in comnmnities where 
the fishermsen are at sea for more than one day at a time. Fishenien's wives associationsfrequently function as sulpport 
groups for the 
women while 
their
husbands are away at sea. 
 They provide companionship for 
women
who have to cope 
with similar problems resulting from the
absence of their husbands. In some cases, the fi shermen' swives associations take on the additional function ofrepresenting their husbands to govrnment and other authoritieswhile they are away at sea. The men, who are at home for only
short periods of time, usually 
 when government offices and suchare closed, find it both inconvenient and uncomfortable to dealwith land-based officials. Their wives, not subject to thesame stringent work-hours away from land can fulfill some ofthese obligations, and if they are organized into a group, theyhave more power in bargaining with and lobbying officials whoseactions impacc theii husbands' livelihood. For example, in onefishery, it was members of the fishermen's wives association

who represented their husbands at official meetings concernedwith developing plans to regulate the fishery. Thefishenen's wives association 
same 

lobbied the government concerningfish imports that were competing with 
their husbands' landings.
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SUMMARY
 

The focus of this volume is on fishermen's organizations 
in developing countries. Hlence, the focus will be on the six 
major types of cooperatives and associations discussed above: 
supply, marketing, credit, production, service, and 
multipurpose organizations. Fishermen's trade unions are 
usually found only in relat vely large industrialized 
fisheries, which are Lnot characteristic of developing 

countries; hence, they will not be exaiined any further. 
Nonfishermen's fishery related organizations can have a 
significant impact on fishermen, but they are not tile topic of 
this work. Nevertheless, many of the factors discussed will 
also be applicable to these organizations.
 

COODWILL FISHERMEN'S CO-OPERATIVE SOCIETY 

f/or 

Fishermen's cooperative in Saint Vincent
 
(Photo by Dennis Dixon)
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CHAPTER TWO. 
FISHING COMMUNITIES AND ORGANIZATION
 

DEVELOPMENT
 

INTRODUCTION
 

Fishing communities pose special problems with respect to 
the development of fishermen's organizations. Ilost developnent
specialists who have worked in both fishing and farming
commnities have noticed that there are, difit ronces in the 
life-style and behavior of the Lwo types of producers. Some ,f
these variations are the result of differences between the two 
occupat ions which place different kinds of demands on the 
worker:s and th ir f am i I i r s . I n s 0 5 0: in s t an c e s , t h e 
characteriYtics of i ishin, celjunitLies which contrast with 
other occupation s can have an i1llacL on the development of 
orn;anizat lelns. 'fihe o idan i;"it ions and the techniques used to 
iKLT-oduce Lhem in t he co muinsi i sron:t be adapt ed to tlher u 

lile-style ,I 
 Iishing Oeopl,,:. 1I not, ulMelrOLS pioblei:us could 
develop rest l i in p ojpo 0" I' i I tire. Iell p1rpoSe of this
 
chapter in to 
 look 0t aspect s o the occupat ion of fishing
which influenc the con ln ity of fishermen in such a way that 
they must b P t ak en i n o acco u nt iln projects involving
f ishermen's o 0a, zr io0s. 

RESOURCE VARIABILITY, MIGRATION AND ORGANIZATION DEVELOPMENT
 

:isbi,ry lt:s('lircus are ighih y vat i able. They vary f rot
day-to-day and sesoin-to-:-etason. Stmite f ishrmen in all regions
of the world, fromt the tropics to the polar zones, respond to 
th is variat ion by ;nllita 1:ovelehv s between the seashore and 
inland sottlp:nts. Among plples who are farimers as we] I as
 
fisherien, we reqmntlv 
 fino Lhat thy ,ove to inland gardens

during tie planting season. 
 Otlh rs, I ike le boat dwelling
Bajau of the Sulu Archipelago, I1iv on their boats and fol low 
the f ish. FinaI ly, many shitt residclice to different parts of 
tie coast, e lowi, the migratory fish. Hence, many fishing 
com un it ies are charactrlizii d by shitting residence.
 

Shiftng 15idence has several implicat ionk 
 with respect
to developmtent ofI fishermtoi's organizations. First, although
farmers' organizations can hioV resideilcy requirements ior 
membership, such rule:s would 1ot work !or the organizatLen of 
migratory fishieren . For exalipi e, in a f ishery development
project in West Benga 1, fisherlen .r requi red to Iivo in the 
area of a ccoperat iv , in order to b.come a ilellibe-. Many of the 
i ishermen wer,: migtratory; helce, they could not join the 
organi zatio . Second, oiovelmeit. of fishermen affects one ) s 
access Lo tLhem as we] ] as the development of adequate data
gatheving systems. For example, among migratory fishermen, it 
is dilficult to determine a statist.ic as basic as the number of 
active f ishern.u, rhis makes it eYtremely difficult to either 
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obtain data necessary for planning organization development or 
to contact fishermen for organizational purposes. Finally, 
shifting residence makes it difficult for f ishercen to attend 
meetings essential to the proper operation of a cooperative. 

RESOURCE VARIABILITY, LOAN REPAYMENT AND ORGANIZATION 
DEVELOPMENT
 

Most fisheries have a great deal of day-to-day 
variability in the amount of fish caught. This results in a 

highly variable and unpredictable income among fishermen. 

Middlemen in os t f ishing coamunities have had a long 
relationship with fisherini and und rstand the problems they 
face with irrtegular incoaes. The | iddlcm n fruquently loan 
money to the fishenren in times of need such as when catches 

are lig,,ht or productive equipmet-nt has been daiaged or lost at 

sea. Knowin, the fisherme-n's iniicomies Lt- untiedictable, they 

pernl jt a hreat dtal flt xii ty in rotpayiie it tf loans.oj jli If 
fis herimen'S ur - i , i inas ii t , t succeeo d , t it- y must also 

prt0vid e the si1::t LVI1 l 11 xil1I( Seti vices. 
In one a rea in tIi 1070 ,;, povuruent loans to Sri Lanka 

iishermen t hroo1, coCit rat ivc ; d id not taL e this p, recaution. 
The rTqu i red paytent s wer e inf 1ex ibl-, appcaring monthly 

irrespect ive ,t cat ch size, rusulI ing in numerous defaults and 

weaken ing t ht ceopte rat i vte tort (Alexander 1975). Another 
author sugge;t s tat Madras fishermen in Ind ia were re l uc t ant 
to us. coopterativt marketing schemes becausti, unlike traditional 
middleImen, the mtarkeI i hg coopelrat ive did not iake loans for 
wedding s, funerals, hol iday.s, and expenses incurred during 

unproductive ieriods (Blake 1977). tcGoodwin (1980) also 
points out that probl ms with merting loan repayment schedules 
was one of the lactors centribt in to the decline of Mexico's 
inshore Pacific f ishipg cooperatives. The cooperatives, being 

based on the nat ion,'s agrarian col llet ives (ejidos), did not 

take into account tht highly variabl nature of marine 

production. As yet anothir ix.imple, a recently formwied 
fishern;en's or anizat ion in Sierra IWto(te failed due to defaults 
on loans result iug from f ishermen's inabii ity or unwil l ingness 

to pay regular nonthly instal ime, t. Jentoft (1985) also cites 

cases fron Yonmen and Norway where cooprat ivs fai led to take 
hold because they ctu:d not compete with private dealers with 
resl-ect to either prices oI servic.-s. Finally, Lawson and Kwei 
(1974) note that one of the factors leading to failure among 

fishernien's cooperat ies in Ghana was the fact that herring 
fishermen fountd it diti icult to meet monthly loan payments 

during I nimonths of herring sc-rc i t itIy seems that to be 
successful, f ishermen's organizations will have to adapt to 
this variability with flexible loan repayment schedules similar 

to those used by existing middlemen. 
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FISHING CYCLES, MEETING ATTENDANCE AND ORGANIZATION DEVELOPMENT
 

Variability in good fishin, times, which is a 
charactrristic ofi almost all fisheries, can hive an impact on
tie way fishermen's organizations are dovtlopd and run. When 
thr vwathei is good and fish are available, fishernt- fish. 
Scheduied ir;.eu L i,,s, such as cool,r tiv, p mmlannin or training 

.. ,S, will be M:issed by h .em out timhing. It is tlhe 
Lor'b exjm,'.mi eit:r ha t better fishrli ul ake advamtage of 

,0om ishin g conditions, thus leaving the less ; ccce; s[u I 
,h :, 1 n6 to aLtend m:c'tlings. ite ce, it i; timen 1hhI less 

1uk e a. ,fum] fi'hm maeln who lay become mos t active iln agenmcyo s -sap n ot mmi etmin s ain;m; d at lorming, fishe-irmmenm s organizations. 
ihrhai ,' this in oe oit the reasolms that bood fiSim'rrMqm in some 
it 1m, view coot't m'ativ 1 as hIave siS for th imcoirom,tnt. These 

o sci v"t m u:m ;ug; t:.;t that pl ianrs (e.g. ,, V i llvem Lt ageicy 
vp r tL L i v e s , e . ) sh ou Id 1)m feII bI e in t e rms ofI 

st cImdul ingm ee,t i !;s uith if sheruen Meeit in , shou Id be 
.chmdm Itd during trad t momaldays of ifI such exist), slack 
f ishin F r iods, or bad w'at her i 1 1 nrers want to have 
iaix imm: .:;! t i ci at ion . If .eL'm int s have to bn scheduled during
fis;ing; ppr i Iods, they should not be scheduld during
 
trad it iom:nal .fishin, 
 or mi's t m mm, t imm's . (mm-Yrmistt,,' wind , and 
ml ative visilbility of gc-;;m l often mcam; it in mmig;LttI:e eor very

i;;1lym i oiim lmm ' m I .si iup, !Ctmm ivity; h o n c u , l iherin m ight be 
slit'ti., ur oit i] i mnk whemn eov'm-mmm|i'mt mirkt rs would like to 

d mi, i! e Oit t i a i n miig, aict iymm mm- m;;mu'tlmw . tLines wtmst betjmm 'lihese 

d l t mlm-t lor eail i .ihim., ;miad ;m'malmn since they varm-y widely.
 

EQUI PHENT DEIRECIATION AND ORGANIZATION i)EVELOPMENT 

A 1mot 11. I a s; pm t I t h . i,a r i m;e mm- n L i a ha sv ii r0on ii;e m I 

p chat i o mnn w' t h r vs p 'c t mm d 
v s i p : in g f i shermen s 

ompga nmm;at imo:; istI ha d rstmLuctive nat ure of rough watem', 
espec Ial I I l ;te; w im Lh m-gard to tquipmmlemt. Salt water is
 
qui t' comrreo;ivt', ald StI. ssm'm; pla'c'd 
 on gear in bad weather
 
rm I It i n, ]at vl Iv Yap id dmepmeci at i Ol These factors 
are not
 
always t;,k'm in,to account by plaliners" For example, Alexander
 
(1975) no es th;t in; Smi 
 Lanka new fishing gear was introduced, 
sonmet itmes t, trough co r tmv e organizat ions, which was of
 r vetively inh cost and subject 
 to rapid deterioration in
 
contrast 
 to them- rmad t i onaI ',tOl, which lasted longer and could 
be ru-placed out of current ern'mm 1ings and mlla 1 loans. Time new 
p t' thu; d makii': ' lmi mm ppromvision for replacement.
Nevertheles;a, no plmevisimins fomr- replacenment were nmade, even in 
cm, re VV- U mmL Thevan m a zat ions. Pormt of tle f ishermen's 
cooperat ive t, anizat ions was transferred directly from farming
wlmey" th m ajor r'soumce, land, ap'r'cOiates through time; thus, 
fai lurc. to Ittke basic diffetrences between farming and fishing 
into account resulted in clifficulties. 
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ROLE OF WOMEN AND ORGANIZATION DEVELOPMENT
 

In subsistevce levCl and peasant societies, women perfori 
subsistence functions, but they are also expected to bear and 
care for cnildren. Fi'shinn, especiall y deep sea or lake 
fishing frow boats, is of such a nature that it is difficult to 
include less than ful ly act ive nmibers in a Ci eW. The size of 

most small-sc ;le, fish ing vessels and the degree oi coordinated 
activity requited in relatively cr iled work axreas simply will 
it,, t al low it- . t - r cI u WI0111 C 1 i r C U11 Z!ia I I C0 11fn11ined to 
shorel ir i, activiti is ( inc Il iu f ishi l and shel IL i si ng ii, , 

the sia] lows) wholai the werk will n.t cout I et with child care 
duti v s. lhu .tlnlgraphic ,aSI.lTP SLlpperl these gCneral izatiols 
c o c: c rn i n t hiV d i v i b i nl 0 1 1 a haI by s ex i u f i s i iing 
COuhitilai itnem. Of the 331) secitjt.es to wh ichci ata concerning 

t h u d iv is i onu o I Ia )o I by !;u× areC a va I Iab ! e , o c h sexes 

aititcipate equaIlv in inxly 10 pet re lt of the fishing societies 
(Pol n' 1974). 

Furthier, division of laboi by s.x is often associated 
WIti thle OisIrisiution and rim eke ting system. Fish is a highly 
put i.:hal pinduct which is "et eas ily stored without complex 
tchni utIi such i .; dryin,, or free i g technologies. Firth 
( 1966) not es that a fishe rian's cat ch, in coilnarison with a 

lariei's 1.iduct , ned nore outlay in equipment and ]a bo if 
it is to b) s t. t 'i is, he suggests, results in a tendency 
ftor a i;reatl 6 t?v r, o ni t olf miid loI en adong fi ,,hermen. 
Further, a iJshxP ilii worik is piysical 1y txhanstiu g, and when 
he art iv i at ;lie , hr oial ]y does not have tie time Or 
energy to liciess or dist ibUt his highly perishable ptroduct; 

distributiin julus; istiis, the l I n tch usualIy perxfor ed by 
a special ist who is oftenl L rvei i to in tine iterature as a 
iihddlc ian or fish dti: ler. 

Inililiiy I ishxi ctxi,imii tltCS, WOllimI take over the function 
ofK buying and sel I inc fisi . SoIiiet iiux's , they are only involved 
at tie p riuia iy level, thi in itial buyin g f rom t e f ishermen. 
III :'ntle! aic s they deal with tile fish at all levels including 

rpta J I in, anmidi prote essixig. Thee fle;a le "n iddlemen" are flond 
t hiioi gho tt !ie Or r epTicins as; wid l s priead theI wt I- Id in as 
Caribbean, iti<t Africa, India, Asia, the Pacific, and Lat in 
America. is divisionu ot la;bo r can function to keep more of 
the profit within the family -- the ien fIsix and their female 
relatives sell tin produ t. 

Soie anthoxs :iukgest t haI thli female role of fish trader 
rie s i 1t s i i t h( ir b -ii htt p i Iu ry u I eiie tit of Cc o nxo Ii ic 
stabi it' in sclwe f ishing siciut es (e.g. , Ghana, Christensen 
1982). The males fi s h i ni I v mit tent lv wil females work 
year-iound. 'The organizatLin of f shermen is often viewed as a 
tecIInille for elixn ating exploaitation by middemen. Sut inen, 
Pollxnac , and Josserand (1981) note that if this becomes the 
goal of the cooperative novement in areas Iike West Africa, 

14
 

http:ecitjt.es


female fish processors and vendors would be displaced. In 
areas where fisheriien are related to the middlemen, the 
cooperative movement would probably be resisted; but in other 
areas, the effects on a relatively large, economically

p'oductive sector of the population would be disastrous. 

It shoulci be further noted that Woiell are flrequently at a 
disadvan ta:oe wit h respect to decision making powers in f ishiug
communities; hence, efforts directed at individuals face many 
colnst raiL .S Org a nizat Of woIon ien into asoc iat ons or 
cooperatives; w il I hus lacilita e their participation in the 
deve Jop etn Vri -oc as . The role of woiwe n mtius t be incl uded in 
organizat ion developiien t pl1ans. 

I SO1.ATION OF FISlING COMMUNITIES ANI) ORGANIZATION DEVELOPMENT
 

Iumt rou characteristics of tie occupati;on of fiishing 
s e rv - t I t i , a:.nq both geographically andpeoples, 


c cially, Ir the i ti :- i;ociet
, ,h ie within which they are 
foiinid. For t',ampciu, shcrt-term variat ions in the availability
of f i sh h ain luence It hours n i ays that f ishero n wuoi k. 
Cu roiuLs , winds, and r l iat v vi i:i I ity ofI gear frequently 
result in nighttiie or velry early mornie f isning activity.
These work It teros dlifer from the wore zagular hours kept by 
people ]I1 lin t 
ctLhr occipa t lens, hence, they serve as a factor 
social ly i.solat . PIl i cr ii frou ono-I i shing puople. This 
relative i ;oIat Il"0 isi nhancedi by their separation from 
Iand-ba ed so ilt,Ly while aIt it. Additionally, migratory
I ioluiin ale vi eWd as outsid r,as they fol low migrating fish 
thl , esta hi ished
cylt coiluni t ies along the coast . Fisherlmen 
also iiiled Vc I ive alotni the narrow ma1gin of th sea, and ii
 
many parto o; iho world, especially in developing countries,
 
this reil Va in resid ntial isolation fron the larger soc ioty.


liSIin, col.lunitLies -re usually charactel ized by

relatively eyaI itarian work groups 
 allOlig i101n and increased
 
SOcial .at oc-1 woil; as a result of the important roles they 
p I a i V .t 'conolaiy, These characterisVics irequently
duiatnl u Ii them from other occupational subgroulis within their 
soclety. Wheni 1isiin; people form part of a society that has a 
.;trong sy{t',nm of social stratif ication as in l:raditional Japan,

India, tradit ional China, an Korea, ocean 
fishing is 
f requentlv trganized as the occupation of a low status, 
caste-like grout. Norr and Norr (1974) suggest that this 
caste-I iku separai loi of Ii shermen funct ions to insulate the 
larger Soc iet from the potentially tLhreatening egalitarian
relationship ' ht are characteristic of f oiling coniiunities. 
Digby (1973) suggests that the relatively low social standing
of fishermen makes Lem unreceptive to the cooperative movement 
asa consequence of their necessarily suspicious attitude 
towards outsiders and their advice. Another report suggests
that their long history of beink an oppressed lower clasF 
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conditions them to accept exploitation as a way of 1ife , thus, 
in their view, organiz.tions s.uch as cooperutives are not seen 
as a mechanism for achieving- their aspi-aticns (FAO 197 a). 

ISOLATION, EDUCATION, AND ORGANIZATION DEVELOPHENT 

It is also SLun e e dt that tile r-sident il ii;olation and 
social dis tanCe I lo nor'- f nli rmien Ils a s mtot influence ol 
dnot er factul - associated .iti a eve lupiiii t of I i li e r ien ' s 
organlizaLtitI--]teve 1 of lorlia educaLitoin. lit i tile_ social and 
geigraph ic isolation fi t iShiliu ptrobpr,biy coitribn t, eS to the 
relativtly lo%, level I deCAl fou11 alimong riiay I islhei-e int in no 
the dveielp in , world. the a it o has aisitetd nany Iishing 
VLIlal, 8 Wi Ic, are so i:solItid that child ,In tie.ii iri. to attend 
school uinst 4i with r-vl its in othei r villages (, is in 
s.tl;( J :s ii c nuiiit .cn in Yierra Leont,) In regi ns wheire 
tie it:identlal iso lat ion is niet so) -ieat, the relat ive social 

iodat io 1 W1. I isih eiu ioa L ed tr fa1 il' 1 ipl " aIi L sli in SOe,.0tive
itkikudes Li.(w.d.s Chip W aall~a educationl of nlon-lishing society. 

Ch i ldi of LniteiieI ql i-" Ily llr fi shter ei ii aI ridiculed for 
lhir ioor dress ai I islierfelk faiily. TIls cont ributes to 

e laI sc: 0 OllI 1,n Sv i Y. The Iu.e r Ieve Ilof oria I education 
re-sln t i i I IOM: i ,e i iact , ii has a ntatL ivu Acffe ct o success 
ol t i hormn'ii olei - ai i a t ins ini iany areis of the developing 

wo Ld. For i-zainpl -, Ho Tell (19;")) wlites that the low level of 
etcillit ion al,lll, I i.sh'iTiii ill one cool . LiV ill e Ph l ippilest t 
resl ted in ii I i 'ii'i i.n I. yet1- i i) ipg (1q73) LhaLby i ot es 

fiS lit,r re el 11,1i Ihuiii it lsking dilficult to
iaiii oft inL 1 u 5 m it 

to th r tLi in than or Cct i nd uai li I ld , a 1 , , rs a long them. 
Geeliirdsei (19 I,Iso i liut 1 in cooperative7 ) lit t ,: pohitInms 
(Ie V C I ()p Ine 11t t o t h a I ow I i v ue o If id Ca t i0n among miany 

li h-rm ii . i t nier, L. awson Kwe i ( 1 974) s 
corrupt coup it civ1 rks in Guhai, o u 1d ,-asil cheat t Ie 

I I i t e it.at e f j she i il,-ii--co rrup ti il 1)e ii g Giit ti t lie major 

nil v hlld oyost that 

ji b lI( i t Ii c ii ) I a , u ! ts;iLt de e lo ll nt o f f ishermn'1 s 
organ i za t ils; iin lh developing world. 14ilaI I y , I)igby (1973) 
suggests that one of Lht factorsi contLriuting to the success of 
tht Belize fillhl-ri. cooperatives is tin fairly high standard 
of education in Be lize fishing coum nitnes. 

ISOLATION, DECEPTION AND ORGANIZATION DEVELOPMENT
 

The residential and .social isolation of small-scale 
fishermen, in combination with the fact that they frequently 
perform their work offshore: wlii-e iiey cannot be readily 
observed, has resul ted in a widespread practice of selling 
part, and sonmetinies al l, of the harvest outside cooperative 
marketing organizations. This practice has been reported in 
areas as diverse as Ireland, the Philippines, and Malaysia, and 
the author has observed the practice in Central America and 
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Panama. Se ling out jd t1ho o0j,an aLion d imiinishes i Ls 
ability to make a Lp rotf it, bilt I L I - Sec i aI iy ha ruil wI n 
gear has been asolt, to I isi olloen t lol h t he ota iIxatiLion oii 
hire-purchnse sc; e' In" , and t he i. sheit ii i v vo i d tpayionllLt by
outside solII ini. . Narkswad;ti (1967a) rpoi tL. this practice fur 
the Kii ; ILin;,i fin !Isenoil's co pc":I-[ve in. lialIysia, and the 
aut o iU liIS U YiUri-ve I. L A ''lht t act thatIt in in I-Icao 

1ii s liuti. W l iL a 11
w(, i Gut of ; u lithose l o1 n on list) resulted 
in cial> conctrl llu". coopiatjv ,, w1, cij ca not belost iear 


v 'ii 
 . So.Mw au,, ,, that ilt, ta is ot t In t lio]d. 

SEA TENIRE AND ORGANIZATI ON DEVELOI'MENT 

A vre y i.1o i tait(I .I lm t tu I soc i a I or ai i zat ion is 
Collt..10 1 of natu rl I C r C L d .e tiie ilportall I aronlo Ll LnS is 
horl icu LuraL r oc e ti t,, and sea tt nur in just as portanLt 
a 01 a 1.1t 1 1i s it iin , s I i ,t N v e r th Ie s s , th. f Ia t 
I a t jVI I y I rlat U Y I' 1 ;s It t II I )I L a oi 16I a vr akestv ] l0 
FIt .r t t i IV 1,1 i C) 1 s i o C t LilL l ,i i 01h: , i0c late w tanIti I s 

lagooia , iaI , coastal hb tid a r iIs iiiia k I ii, bo t, d a I yLna and 
Ma i " a 1Inan u P, t. r icr o - IL V C 1 , aS iL s I r I c t i c d i n 
i r itIte0, 1 ' l:I c. It l jlr' ct ifcaII o1-; Ii] (. " r t ie i o . lnp It Lt, litc 

,Ia i iit f I shiurias oi.i 0w111i ire to 0l! -rtg i-il d toiu e 
anthet l 1 0t ll i 11 00Qi , I 1,,,thlieIi g,.; s ats, tihe 
fi St Ve ';nI Oil titU I 1i lii , t r Wi sptecif icI. tII 

tx teIns d cioiill ic* zone1t, i i I tii a I I owed tI, J i ; t tlie watelrs
 
C llli t.t' ti1L I I Ist -c it i I - t' V e bi sis . EvvI in the hmainy 
c a se s LItaL are c.01,t l , tt) I li t c('lt 'onoiiill'; Ivr l I t-oria I iii e 
rig ht i n Lli t r 'lt ihts 11st i'tcl 1"oultf ius h v r are I y cOhililtinil 
(e.p. , bel ,itil to[ a vil la ie, sl t'a 'fS ciou l>rtt i\'.or an 
exte nded Ikinilnlp itilp), and litiivitital righlits are usually 
; iven tin a iY tS1 io , .t-s(,tVc basis. Hence , tlhe most: I I for 
par L, op a Water w ii lieries are cOlnl prioperLty resources 
to 11 10idt;re or another. Individual ownership is ex tremely 
rare atid ti'nh I I y con f inueid to ox t vtoile i nsiore witers or areas 
where stbstaninl ii tvtiltnt s have been made (e.g. , I ishi pens,m11 


fi, attract i\ devicos, etc. ).
 
In s1i';,e ;a reas where teltre i 110 formal recogn ition of St a 

tenure rip.ituS, Iiil;hing spots are often kelt secret. For 
exalilI e, at Armbete , Brazi 1, fishermen view the sea as an open 
acce, s resource, but good fishing spots are kept secret (Ka tL ak 
1966). Forlan (1970) reports a complex system of namled fishing 
groitnds and landm~arks alolng the raft fishernien of Brazil . 
LocaLion of the fishiig grotlnds is itade by visual 
triangulation, and knowledge of fish within hem is transmitted 
from father to son ovel the generations. This type of secrecy 
concerning fishling soots is common in most fisheries. Further,
in most fisheries, because of the difficulty of boundary
llainltenance, fishermen exploit the resource on a first-come, 
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first-serve basis.
 
These observations regarding sea tenure among fishermen 

have several implications with respect to the formation of 
fisherien's organizations such as cooperatives. First, in some
 
cases it would be a mistake to try to assign fishing spots to 
f i shernen 's organizations in the sa manner that land is 
aa signed to agricul Luir I coop cra ti V s in some Cotn Lries . 
McGoodwin (1980) notes that tin 
 the Pacifc coast of Mexico,
 
product ion sites for fIisheImen' 
s cooperatives were FIcd in the 
same annu r as th y we,r r lefa r icu I t ira I ido s 
(cooperat ives) . i.aioonla 1 ho),nri i jes in I is ro, uio , however, 
are s ub j ec t Lo erosion and shift ing while the location of 
ag ri cultIural land remains constaut. Thus, within a period of 
only several years, a fishermeni's cooperative could lose nearly
a! I of its productive harvesting areas. Farther north in the 
G 1 1 i Cal i fornia, however, a fisherll el's coopcrative
 
succ'edePd 
 in part becaiuse the iiielinmbrs were alI1 Yaqu i Ind ians, 
ald the tLribe was given exclusive rights to fish resources in 
the triha I reserve (McCi;uire 1983). In this, case, thW s e a 
t e nu rev co ve re d a r 
 ale area which was not 
usce pti bILc to tLhe oceanogra phic changes and shifts in species

distribution found farth'r 
south. Hence , regional differences 
in thi marine., invironumn t impact the ability to use sea tenure 

aii;in aspect ef coopie rative formaLion.
 
I" ars w iei're sea tenure syst Ims 
 have existed for soiie 

Lim (' c, ' Japan aiJ Korea) tih' gui lds hold ing f ishing rights
har, het iii ct ively used asV 
 the bas s fo r cooperative
 
or,ani iat io (1)igby 1973). As an outgrowt It of this system,

Japant,,s; law grants property rights 
 in the coastal fishery to 
fish riun's coo perative associa LIiio's (Akiyama 1980); thus, in 
order to fi hinSt ah, oneli' lie ciiopirat ive niembe'r. TIii has been
 
regarded a i a,, i1 t hi c
k,'. i(Lo, 1 cC C e s f Lht i J a p a n e s e 
f i she riin's c ope iaLt ve devu Ic,l ui t 1) lo),aYI(.
 

F i n a I I y , in thi Lc ci.t C0 e Coii, Wh re Lhere is ana cCse 

absence of 
 ind vidual Lenur, syst ens, harvust ing rights are 
,sta ]iIy based on arrival time at the fishing spo i The first 
vv s s P I L re de ploys its gear and continues to f i s h un t i IeniigIh has bee- captured. In situations such as these, there 
is a ;reat deal of competition between vessels and a need for 
independence in decisions concerning where and when to fish.
 
This type of situation 
is inimical to establishment of 
cooperatives based on cooperative fishi sraties, such as 
using a cooperatively owned tow vessel to take 
independent
b)oats out to the fishin grounds. An example of a low vessel 
system that failed 
should s-rve to uindrline the i i'i1portance of 
this observat ion. The flo lowin; aescript-ion is based on a 
study conducted by Fraser (1966) among Malay fishermen in South 
Thailand. 

Tradi tional !y, the Malay fishermien of Rusembilan relied 
on oars and sail to take them to their fishing grounds. I 
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1956 groups of boat owners and steruus (t adit ionally a high 
status position in the boat crew) dominated del iberations 
concerning the best way to motorize the fleet. They decided to 
introduce tow boats to take fishing ves;e ls to fisi ing areas 
and bring them: back. Groups of boats would lorit tow-guoups 
assoc iated with a particular tow boat. This new Luchnology 
ilailediately placed con siderable strat n oitn t t i o i atna] 
eoci2,- sysLeiw. 

First, lmli;b l elhip inu tow- noup m tit that ifidividual
 
boat crtws and stuertrs, lost their \'rvios itil iint0 wit Ih
 
e;ard to locat in.', f ishl a nd t in.llug retuiri I o Parke t . Second, 

af ii a per iad of poor f i hilg,, wives o f t h ih.hvs of the more 
ski Iliill koa t crtwe ieal ized that they ui,., subsidizing less 
sice 5s f-I r , slac i'ict' it s wer e based oi thie tow-group 's 
taL a cat ch . 1lahaer note; t hat t hi s s i tuaL ion had broa d 
rtapc lcnis sC ls i, olher ae s () ceiliihr I L iiftt. It resu Ited in 

l t It' Wat'lloVe t hO i I be wolitn, ailo Sei aliens oi,,becamebe tweei n 

rLiuii.i. T'i! col fee s;hops , wh ich 
we t.,tlie ocu for Coilnmun i ty
 

d e Ic ii n1 ,Uak i1 , teu0 U S a ld as soc i at td 
 wit h n at cre ws,
 
ka n i feus ,d a h sop a ttendance, rt, lect ing the social
tei ui .d d in 

strains. ALlt udance at coffee shops nevtr 
fli ly recovered.
 
Further, I it itjal vi lla e authority i;giures, i. osran balk
 
(aiaII
v o d itn), wt lie involved ill ownersiip of Lows and
 
thelir optI hi; chiefi
at iol; l the source ol autLhority aiid leals
 
of u int uing vi l lage cont r,] we rC und m-iined. Final y,
litaii 

1tca c-i tsLta 
 I iigilu 'lenders of the vi 1lage remained aloof
 
I I ll thea Chall .s , [t ai I ittus iilCr(ase(i.
 

Betoa I Ot L ilt t i a ins becaile too grtat ino the 
tow
 
)OaI s W l iitill at d. T hIleleindividual izat itln of fishing 
did
 
miuch to r:,,tod 
itPlot ions, but the degree of cOnlui ity

organiza t i V Ich w s 
 ii inal ly based oii boat crew i.ieibership
 
aniii( t lit t ra tii t i o ia I Lailito 0 LI_! r : bai ( w ho se
11 Iity t L k 

traditional statila d:pendeCi oa boat grout affil iation) 
 was 
inevur t e2 a!llekd.
 

It therefore sCS thiit colpetiLion betweln \essels alid
 
th e neeCd for inidepolld ilce cohcer ninig wihere and whel to tish ares
 
ilportanlt factors to lht taken into cotnsideraLion with respect.
 
to fisherit.,i's oiganizaLion deve lpment. ll situations1 uch ias 
tit one described above, cooperative ownership and use of tow 
vessels would probably be doomed to failure. Perhaps some form 
of training could prepare the fishermen fo: the consequences, 
but that is beyond tLe scope o1 this tpaptr. 

FISHERMEN AS INDEPENI)ENT TYPES AND ORGANIZATION DEVELOPMENT
 

tost people who have worked in fishing comiunities remark 
on the independent nature of fishermen. They take pride in 
their self-reliance asand fQr tile mlolistpart, view themselves 
having a great deal of freedom to come and go as they please.
This relative independence on the part of fishermen is related 
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to both technological and env iit ,untal cia ..t s (A LtAir 
occupation. 
 In part, the osycho logical ata, ,rr istc
 
independence is useful in 
 carrying out variouL tasks involu
in fishing. For exanple, the decisions hcy are forced to iake 
in the face of U(llt 0 inQ have ivied Ite effect s with resp;ert
to safety of the wcb- and its crew as wt 1] as t nwicce.
 
th-. hunt. These d, cens must be made with lit Z.
 
because of Lhe r : ) changming i,.1 ri the , :fthdc 
othec aquati , '. ',_ ts. The cha ac" . ist (1 .p l ,,nr ii
is al so re a,A V.o th tact that ost I-ishe ,enrare phys i .. y
removed frON tit help :.nd support of land-h-,,,d society. W~hile 
at sea, fi s ht utitri Irry out co ii .:at L ci s Indepeedulet ly
wi t ii virtua 1]y c20]no veihal omm',un icit IOll i . (,,,11Iihei E7ach 
crewm~ian works and :rd. 'lepend IIt Ocisioili.d 


Paradoxi , how'ver, 
a gre]z(;t dezl ) lilte ur(U cisod i , c u s eU a n Lu rd pu u d en t an d c oo ,,,r a ti v c t ofLiLu 
-isheni..II . ..I e,(il) Ile, Noir ard Nurr (1974) iavt uggcsted
that the ed I- natiton ,it IM fjsling crew, and the
p! 'sica] risks a, c ,t.. th, line,tith v envirol''inL increase 
both the nced , intt ldepeldeiICt and the import nc, of each 
worker. This, in c.mbination with the rapid depro, iation of 
equipmi Lt and lh ! ,ssibility of equipment loss, creases the 
soc ma I and econ, c distance between ow ers a I laborers.
He0n1eu , thy r.u. t 'at wMrk relatilonships 5 fishing crews 
should be 17:or t.. it Larian than amlong farmers. 

Neveit ! Poggify.e emplas1ze that "egalita1 iani.1m is
the only noncot I IV wayL that individuals with high n,,:1 for
independence can b organized into a crt.." (1 M I:21). thus
 
suggests that need for independence is one of the causal 
factors 
influencing onboar-d egalitarianism and further argues
that th s psychological trait of independunce is a factor 
involved in the lack of success of fishermen's cooperatives.
It is impjortant to note, however, that Poggie did not say that
need for independence is the only factor that influences
 
success of fishermen's cooperatives, lie suggested that it was
 
a factor but left open the Iossibility that other factors arealso inpottant. It is also important to note that the

egalitarianislm and interdependence 
 betcween fishermen which is
discussed above -efers to within crews, not between crews.
Cooperative organizations often require some form of 
cooperation between crews. Lawson and Kwei (1974) provide a very clear example of how a certain degree of within crew
cooperation deceived development workers into thinking that
between crew cooperation was possible. Proposed cooperatives
failed wilen the expected cooperation did not materialize. 

So as to not end this subsection on a negative note, it 
is noteworthy that Pollnac and Caro (1980) found no difference
 
between Azorian 
farmers and fishrrmen with respect to attitudes
 
towards cooperation. They suggested, however, that this
probably 

was 
due to the fact that the degree of perceived pressure 
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on resources, interpersonal d is trust , and percaived risks is 
similar for both sectors of the population .savyled. Clearly, 
this question concerning the psy'chIolg ical ue ed for 
independence aiimon fisherren auid itb rel attionsh ip to the 
formation of fishermen 's organiztions requires additional 
research before any f iri a oeieralizations can be o flld. 

NEED FOR HARMONY WITHIN FISHING CREWS AND ORGANIZATION 
DEVELOPMENT 

The section bove discusses uluierous fisheries with in 
which safe an-l plof itable operation of a fislijna vessel depends 
upon an i nterleend .nt Lnul coo eIat iva cryw. I t has been 
suggested that tie us ,o I k i ii;:, aii in a clew I-u CtnL oi s to 
enhance cUoPt, at i veIn ss W It I t ho work roj.p. The use of 
kilnsmien in fi ishe rLI.;V S work g;iou s is fou1nd iin mainy I isheries 
all around the wo-ld. 

It s isi"portaLt to iiotet h1at 1kv' i ini societies where 
kinship is reported !o play a signit icant role in crew 
corp5ositiol, other nc tors way iind uce the proportiou of kinsmen 
in individual crws. Foi eampl I e , in both Pan amia and Cost a 
Rica (Pollnac 1977, 1 9 8 1c), the role of kinsiiien in crew 
membership difers signif icantly between rural and urban 
areas. In rural areas, over one-hal ! the fisherhion interviUwed 
(66 percent in Costi Rica and 52 percent, in Panama) fish with 
k inslmen in conLtiast to only 36 and 12 percent in urban Costa 
Rica and Panama respectively. The lower frequency of kin 
involvenent in crews in urban areas could be tile result of 
either weakei ties between kinsmen or mole nhleulOlus alternative
 
employmuent opportunities.
 

Among som fishing people, however, we find that kinship 
plays little or no role in crew coiposition. Glacken (1955) 
votes that family members fish fiom different vessels on 
Okinawa. This is done to minimize loss to idividual fanilies 
if a fatal accident occurs. Further, Ta iwanese (Diamond 1969), 
Malay (Firth 1966) and East Anglian (Lulm iis 1985) fising rews 
are not kin based. Norr (1972) reports a similar situation in 
South India and suggests that the skilled nature of the 
occupation of fishing results in worker recruitment on the 
basis of skill and interpersonal abiI ity rather than social 
ties. McGoodwin (1976) reports that kinship does not play an 
important role in the crew structure of shark fishermen of the 
northwest Mexican coast. He suggests that this results from 
the fact that closely related kin are anlikely to take orders 
without complaint and that they would probably resent retention 
through debt peonage, a technique commonly used to retain crew 
nembers among these shark fisher en. Finally, VanMannan et al. 
(1982) indicate that although kinship ties can still be found 
in modern fishing crews, other criteria take precedence. 
Hence, the need for a highly coordinated, interdependent crew 
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can be satisfied with several 
crew selection techniques.
 
It is significant to note that in some areas where 

kinship plays little or no role in crew composition, crew 
turnover is reported to be relatively high. For example,
Bailey (1980) indicates that in Mangkok, Malaysia, crew 
composition is constantly cnanging in res:o:nse to disagreements
;moIvg crew members or with the captai. Narkswasd i (3967 a)
makes similar comments about Malay fishing crews. Gladwin 
(1970) notes that Ghanaian vessel s with kin based crews 
manifest less turnover in crew membership. Finally, Lumis 
(1985) notes that in East Anglia, where crew were traditionally 
not kinsmen, the casualization of fishin, crew labor functioned 
to reduce onboard stresses--crewmen who did not get along with 
the others could solve the problem by shifting to another 
vessel. 

Underlying all of this variation, however, there is the 
need to pcomote harmony on the vessel. It fol lows that if an 
individual or individuals create discord on a vessel, there 
would either be crew changes or the vessel would become 
inefficient. Thus, the need or harmony creates situations 
where changes in crews are to be expected in the fishery. 
These changes, however, are inimwical to form!, of ownership
proroted by some fishermen's organiz-ations. For exanple, among
Malaysian fishermen, quarrels frequently lead to changes in 
crew membership. The Kuala Linggi Fish ermen' Cooperative
Credit and Marketing Society established a system whereby crew 
mrembers would jointly sign a hire-purchase contract,
Subsequent crew changes made it difficult to settle loans, thus 
contributing to the decline of the association (Narkswasdi 
1967a).
 

PERIODICITY OF INCOME, POSTIARVEST LOSS, AND ORGANIZATION 
DEVELOPMENT
 

As noted above, catches vary extensively from day to day

in many fisheries. Further, fish generally deteriorate rapidly
 
after being removed from the water. It is suggested that this
 
periodicity in catch in combination with the general absence of 
sea tenure systems (marine fish are usually a common property

resource) and the perishability of fresh fish results 
 in a 
tendency for fishermen to want to rapidly sell their catch to 
the highest bidder who can pay them in cash. Fishermen are 
used to relatively unpredictable variability, and claims that, 
overall, cooperative prices will be higher, although on a given
day, tha:y might be less, are greeted with skepticism by
fishermen accustomed to capturing as much fish as possible 
today because those left behind will only be caught by someone 
else tomorrow (the basis of the "tragedy of the commons").

At present, this interpretation is speculative, but 
numerous cooperatives in many parts of the world suffer from 
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the fact that fishermen often sell their catches outside the
 
cooperative. Perhaps fishermen's organizations can counter 
this problem initially by competing with the other buyers until 
they gain the confidence of the fishermen to the point where 
they can begin to provide some stability with respect to 
prices.
 

PERISHABILITY OF FISH AND ORGANIZATION DEVELOPMENT
 

In comparison with a farmer's product, fish is highly 
perishable and is not easily stored for further distribution 
without complex technologies such as cold storage, ice waking, 
freezing, or drying technologies. This places an initially 
higher demand for capital in the development of multiparpose 
fishermen's organi zations. It is often difficult to meet this 
demand because in regions where organizations are most needed, 
fishermen are commonly among the poorest of the poor, living 
from day to day with little or no slack capital for investment 
in the organization; this, fishermen's organizations often run 
into difficulties because of lack of funds (cf. Castillo Obispo
1980; Ho Toh 1980; Fishery Development Authority, Malaysia 
1980). This need fUr capital is further intensified in 
organizations which have production and supply functions due to 
the relatively high price of boats, motors, and other supplies, 
and their higher rate of depreciation in contrast with the 
major investment in ap agricultural cooperative, land. This 
greater need for capital in combination with the relative 
poverty of fishermen nust be met with careful planning, a 
general aspect of fishermen's organization financing which will 
be discussed in the next section of this paper. 

SUMIRY 

Although it is tempting to make the claim that there ale 
some intrinsic aspects of the occupation of fishing which 
result in fishenen being less likely than agriculturalists to 
cooperate in organizations, it must be remembered that there 
are successful fishermen's cooperatives as well as unsuccessful 
agricultural cooperatives. Some of the explanations provided 
to account for the failure of fishermen's organizations could 
apply equally well to farmer's organizations as will be 
discussed in the next chapter. Nevertheless, as we have 
stressed in the above discussion, some fishermen's 
organizations have had problems due to the fact that the model 
used was that of an agricultural cooperative, and aspects of 
the occupation of fishing conflicted with some of its 
structural features. It is these features, unique to fishing, 
that must be stressed in the appraisal of projorts involving 
development of fishermen's organizations. This is especially 
important when the plan involves agencies (e.g, , government 
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cooperative depirtments) which are not accustoiaed to working
with fishermen. Aspect,; of the marine environment and the 
occupation of fishing discussed above, which influence the 
deve lopment of fishermen's cooperatives are sul.marized in 
Figure 1 
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Fisheimen's cooperative in El Salvador
 
(Photo by R. Pollnac) 
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CHAPTER THREE. GENERAL FACTORS INFLUENCING SUCCESS OF
 

FISHERMEN'S ORGANIZATIONS
 

INTRODUCTION
 

In Chapter Two, social and culturaI characteristics of 
fishing communities and the occupation of fishing were 
described. 
 It was noted that some of the character isticc
 
juherent to fishing people influence the relative Success 
or 
failure of fisheren's organizations. This chapter focuses on 
other factors which have been found to have some effect on tihe 
relative success of fisherr:en's organizations. Most of these 
factors also inI lue nce the development of non-f ishermen's 
organizations and are discussed elsewhere (e.g. , Esiian and 
Uphoff 1984; Dlulfer 1974; Eorda and Inayatuilah 1969). They 
are discussed here, along with specif i ' exaiples drawn f rots 
fishery deve Iopme tt proj cc t , as a means of i rd icat ing thei r 
importance With respect to lie deve Iopen t of ti she rmenin ' s 
organizations as well as providing justification for 
iuformiation needs to ie discussed in following secLions. 

As a means of organizing tie nut:eicus variables found to 
influence the relative success of fishermen's organizations, 
variables are grouped into categories in an attempt to provide 
some o der in tie seemingly chaotic net;ork of variable.; 
involved. Tlie i is, of corrse, some overlap between various
 
categories, and tne groupings are not immutable. What is
 
,iportant , however, is that factors influencing the success of 
I sherisen's organizat ions be identified so that they c.a be 
accounLted for in the assessment of development programs. 

ORIGINS AND BACKGROUND
 

The factors grouped under this category provide
 
information concerning 
the questions why is an organization

being formed, what is its basis, and 
what is the context within 
which it is formed. They deal with information concerning 
source of initiative, past exper ience, tradi t ional 
underpinnings, and te context. In addition, several factors 
form the wider context within which a fishernen's organization 
is formed. Some of these are governmental, e.g. , support 
programs, laws governing organization,;, etc. Others are vested 
interests with whom the organization will compete. All these 
contextual factors can influence 
the ultimate success or
 
failure of a fishermen's organization.
 

Local Initiative. A point frequently raised in
 
discussions concerning success and failure of fishermen's 
organizations is the original motivation behind formation of 
the organization and the preexisting relations between 
individuals and subgroups within the fishing community. Many
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observers have noted that f ishermen 's or ,an izat ions formed on
the basis of :ocal init it ive--needs felt by the fishermen
t.hemselves--arEt nore likely to succeed than tjose inposed from 
outside the community. Successful 
coopeiat i ve, venerated bythe fishermen themiselves can be found in Belize (Gibson 1978;FAO 1971), Italy (Cattarinussi 1973; Bonetti 1976), among a
Chinese rinori ty in Ma laysia (Narkswasli I967b), in the
Philiptpines (GasLi 1o Obispo 1980), G;lenada (Epp e 1979),

Canadla ( FAO) 1971 ) , )enmark and France ( BonLt ti 1976 ) , Panama
(Po lnac 1977), and the UnAitUOO States (Poggie and Gersuny
1974). F'ishiirmen's c tpera tives in he,1 ize are sio successful.
 
Lhat Gibson (14'78) rt1po1t that FAO chose leli:.e 
a,; a potential

site :,ir tr.iinii. oth,
b l in th e ciiyanijzat iOn of I isheries 
co(pp a't iVO 5-. 

n-l I le 

01 CO()pe1rot JVe Vt -ittile i 


1oc a I liltiat:vt, U t jli l dove],.itlit1 ol SOniCe type
is , uaI i y theil esult of tlie recog;nition

bv is Irlteli that tLhvy have a to: ouit iobl er (c,.g. , prices paid
i,or ish, ikted ifo trod it in the lice of opposition, etc.). Ifthis p rob let: is victw d by the 1 isherltoei as pitting then against
oimt, rival 
grou (e. , he. iddl ie, or fa nrts wiho are

obtainin, I oa n thaL thtv thei;.s elves cannot receive) , the 
I V Wtt It'C t ,i-'t'.i c loop at t Iol beCoiCS ( Uii Le saI i eint , alid 

I j hclitlnoi' itc if,fldtya c r L r g4an ized effort. Borda (1971 )sugte , t , iat Iilin ild of coinfi t withi a cOimon eleli y was a 
pottlt fo:k c ii t, i'vo uti on and growt h of the cooperatives he 
-dtu d jt'd. 

Ne', i lhe,' a;, tli r" a1 i 
Sa:I i n i t i 0Lv,i, v,- .i liig her p] obab i I it y of succe.n s than 

t lii's does 

I :c t. tli r 'lza t L011 fo U ded on 

not e-x; ] a i Ihie h eo ela.liliIt appears 5t at ill 
s i ttuation; li,'it, ii,U v, I i-lit:n a" I f i sht i-i.TIen ' a r;ain jza t ion

procet-cds iroi: be Iow , 
 it is ,mcir c likely that its specific forit
 
w a s U e C t e d becaus,,e it wa n viewed as 
coipatible with the

society, cultiL re and net-ccls of tislher itie en. Further, as it
 
evol ved frt,:: lie low, its s;pecil i c polerat ing procedures probably

tvo I ved in a foIl coipatible with iie l: nllhership. Thus, with
 
t l rgetg L roup i lo vemiient at the ealrl y stages of developnient,

the st rcitlrs lre mort l ikely to be coi:qiatible and hence more

likely 
to he accepted b, the part icipaiits (Pol Ilnac 1981). This

is reIated to the conicept of p,opiar articipation in
p u 
devel Ipm-ent . A ret'ent coiparative analysis of a number of 
f'ishel-nit it, organizatiol froma arotiunds the world has indicatedthat deree of fi she risen's participation in organizational
decision making' is positively correlated with the success ofLtLes organizations (PolIlnac 1997). Several authors have

specifically attributed ti e failure of some fishermen's 
organizations 
to the fact that they werL imposed by outside 

19 6 7 forces (Na rkswasdi a; FAO 1979). 

Early Investment by Fshernie. A factor associated 
local initiative is early investment 

with 
of time, labor, or capital 
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in the cooperative venture by the fishermen themselves. There 
is ample evidence from many types of organizational venturos 
that a vested interest on the part of the participants gives 
them more of an initiative to work at naking their cooperative 
venture operate efficiently. This initial investment need not 
be in money. This is especially important since small scale 
fishermen often lack necessary resources. Contributed labor 
has worked both to reduce the anount of initial capital needed 
and provide the fishernwen involved with a vested interyst, both 
economic and psychological, in project success. 

For example, it has frequently been observed that items 
easily obtained :i± not cared for as well as those which are 
difficult to obLain. Many production cooperatives have 
encountered probl eis when i ishemen fai led to perform required 
preventative maintenance on mot ors and gear. This failure was 
not due to lack of knowledge in a] I ca ses. The f ishermen were 
t rai ned in the techniques, bu t hey simply kept delaying 
maiAntenance, figuring that someone else would do it or that the 
government would just replace Lhe item. A good example of this 
belavior occurred in a fishery cooperative development program 
in Uruguay "heie coopeit ive equipment loaned free of charge 
was not properly maintained (FAO 1978b). In the Uruguay case 
this was overcome by sel 1 ing gear to the fishermen with 
controcts regnrding maintenance and use. Narkswasd i (1967a) 
indicates that one of the factors contributing to early 
problems in the Kuala1 Li ;gi .Fishermen'sa Cooperative w,,as the 
fact that membei s had all costs advanced. Engval I, et al. 
(1978) suggest that lack of ownership interest in Sri Lanka 
f i shermen's cooperative equipment led to problems due to 
failure ro perlform timely maintenance. 

Early investment in the organization is perhaps one 
technique that can be used to develop a vested interest in the 
fishermen. In Uruguay (FAD) 1978b) fishermen labored for two 
months at les, than one-half their normal income to help build 
cooper tive structures. This investment of both time and 
income demonstrated their interest and provided them with more 
of an investment in the success of the cooperative. Gibson 
(1978) partial ly attributes the success of the Belize 
fishermen's cooperatives to the relatively large amount of 
share purchases required for membership. Further, success of 
the Prince Rupert Fishermen 's Cooperative ini Canada can be 
partly attributed to the fact that it had no outside financial 
assistance. Final ly, tie concI-sion of an FAO workshop 
included economic support of the organization by the membership 
as one of the factors contributing to cooperative success (FAO 
1979).
 

Foundation in Traditional Organizations. Fishermen's
 
organizations which have their roots in some form of
 
preexisting social organization in the community are also more
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likely to succeed. The preexisting social groups can be of 
a limost any type; e.g., kinship, religious, credit association, 
etc. For example, the very successful Japanese fishermen's 
cooperatives were founded on the basis of traditional fishing
village guilds (Holazo 1980). Bonctti (1976) notes that the 
fishermen's cooperative movement in Europe was grafted onto 
pre-existing inshore fishing associations, such as mutual aid
societies, family loan associations, etc. The Henghw-
Cooperative Credit and Marketing Society in Malaysia, which is 
reported as being quite successful, was hased on two mutual 
benefit societies which, were founded by melibers ol the same 
clan (family group) (Narkswaski 1967b). Davenport (1956) notes 
that a successful fishermen's association i-n Jamaica was simply 
a perpetuation of the district's basic 3ocial organization.
Finally, Epp le writes that the successful Saint Andrew's 
Fishermen's Cooperat ie Society was based on what he refers to 
as a "crew" (i479:5). Epple's "crew" is a frequently 
interacting, naed g rouping ol fishermen who usually anchor 
their boats in the same are-, are cicerned with one another's
welfare, and congregae in the ante general location for social 

act viL ies.
 
It is imp-rLnnL to note th:nt the se t r ad i t i onal
 

organiz-at ions wer irobably formed or gained their identity on
 
the basis of local itiative, thus relating this variable to
 
the previous one. Further, Epple 
 notes that the Grenada
 
"crews" were chiaracterized by long-standing 
 rivalries and
 
intense corpetition, hence increasing the need 
 for within group
cooperation and likelihood successfultLne of cooperative 
formIt ion. 

Several social scientists (e.g., Epple 1973, Ede] 1967)
have elc vLt-d this social structural variable to one of primary
importance. Fpple, for example (1973:476), relegates most of 
the items considered in this papti to "specific causes of 
failure" and contrasts them with "more general conditions'' 
affecting either success or failure such as features of the 
local social structure. Epple presents the following three 
postulates concerning success failurethe and of fishermen's 
cooperativeb: 

'Postulate I : Acceptance is most likely when the
 
membership of the cooperative coincides with the
 
membership of an interesting unit in the social
 
structure of the comimunity, such as an inferial
 
neighborhood grouping.
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Postulate 1I: The presence of inIL a-coiDINInnity 
fact ions, or mnu tiple informal groupings,, associated 
with traditional rivalries, will genelal ly be 
beneficial to the acceptance of a cooperative whose 
meiubershi tp coinc Oideswi th t blL tofoe a oi l _egwentLs.he. s 

PostIaLe Ill: Co 'lulnce bet ween the pat Iern of 
leadershi p roles in a coope,vatiVi and similar positions 
of authority and g rolip rcspOllsibi lity in the social 
unit upon which the cooperative is based, will 
facilitate the acceptance Lan1doperation of the 
cooperative." (Epp le 1973:479). 

1IC t t 11 (- S C p0 ! L 11 a t L'S con, paring relativet s , ) by tile 
success of attemptt, to form fishermen' s cooperatives ill 

fourteen coimunities in tile Caribbean. The results 
impressivel) s;uppolt h is postuL t eS. Nevertheless, there is 
extensive evidence thaL other social variables have influenced 
tile re]ative s.uccess of I i sher:.en's organizations. 

Even t Ie occurrence oi successful preexist ing groups 
auon the f i sherllel does not. guarantee successful establ ishiment 
of a in r ishernlI's organization. it is pas sib Ie that the 
infornal leadcirship of tie existing group wlay oppose the new 
orFani:aituLHa fovi,;, olten because they perceive it as 
I e. asa n il L h u i r d ; ree of coil Lro . further, tile preexisting 
grcup ray he eploitative, and thus in direct contrad'ction to 
the i a1 or fin.herien', organizations aimed at assisting 
sm all-scale fisheu en. 

PaSt lExperiences. Past failures with respect to the 
o rgai izt ion of f isherlen can have negative effects on feture 
effort:;. For example, lo Toh (1980) writes L at one serious 
obstace to the development of f isherien's cooperatives il the 
C area r ii s N o r t P a r e i. Pii p j W sn a t h e I i in e a t h e 
anti-cooperative atit ude resulting froa bad experiences with 
them in the past. Miya-ts de I VaIl Ie ( 1974 ) notes that the 
coopte rat i ve movemient has iti led so of Len allolilg Latin American 
fishermen that in so;ie countries, it is largely discredited 

amn i.e peo pe it is suppos ed to benef it. He goes on to 
,uggest that it is therefore iilport ant to select groups of 
fi she -mel; nolost I ikeuy L succeed in the effort to serve as a 
m odel to counter negative impressions gained from past 
fai lures. 

LOlan i ,at ion St rc ture. Errors are often made in 
detennininj the exact form of a f ishermen's organization by 

trying to design it along the lines of either successful 
fariiers' or panizaLtions or classical European cooperative 
system. without trying to adapt them to local requirements. 
This problem is often made worse by the existence of detailed 
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legislation concerning the establishment and operation of 
various types of organizations such as cooperatives. Tihe 
legislation can sometimes force an unworkable structure on the 
organization. For example some f ishermen' s cooperatives were 
known to suffer difficulties because legislation assigned fixed 
parcels of lagoonal areas to each society, and subsequent
shi ft ing, of shoreline and santd bars resulted i n a 
redistribution of resources that left some o1 the areas without 
any of the preferred species. In other instances, legislation
required that fishermen's organizations have a structure and 
opeiatiug bylaws based on foreign (often European) models, and 
thus effectively prohibited the use of organizational 
structures based an successful, preexisting local patterns of 
work organization. 

Sometimes the structures proposed for fi hermen's 
organizations ignore established patterns of r at ionshiips 
between individuals which are set by the requirements of the 
occupation. Organizations formed on this faulty basis are 
bound to develop problems or be rejected out of hand. For 
example, in most f ishing communities around the world, men 
conduct deep sea and deep lake fishing from boats while women 
are conf ined to activities in the near shore region or on the 
land. This has resulted in a division of labor where men fish 
and their wives process and/or distribute the product. 
Organizations formed to handle marketing which do not take this
 
division of 
 labor into account will either fail outright or 
result in unelployment among the fisi hermen's wives. Women 
frequently perform other shorebound activities in the fishery
sector, and should be included in plans to develop fishenen's 
organi zat ons. 

The demands of fishing often create a situation which 
demands a high degree of cood iation and cooperation between 
crew members. This need for harmnn in the work group is so 
strong that all attempts are made to form crews that get along
well together. When arguments erupt in a crew, changes in crew 
composition are made to restore harmony. Some f ishermen ' s 
organizations, however, were formed o the basis of joint crew 
hire-purchase contracts. This meant that crew members were 
jointly responsible for loan repayment. Subsequent crew 
changes resulted in defaults and strains on the organizations. 

Finally, variability in the availability of fishery 
resources; has resulted in a relatively common occurrence of 
periodic migration among small scale fishermen. Sometimes the 
fishermen move from coastal to inland locations, shifting from 
fishing to farming; sometimes they migrate from one fishery 
resource to another. In one region where attempts were being
made to develop fishermen's organizations, one of the 
requirements for membership was that fishermen had to live in 
the region of the organization. This requirement effectivel.y 
prevented many fishermen from belonging to the society, thus 
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weakening the overall effectiveness of the program. 

Laws Concerr, g Fishermen's Organizations. One summary 
paper (FAO 1979) notes that the cause of failure of some 
f is he men 's cooper ai ve o rga n i z at ion s is t h e c omp 1ex and 
confus ing legislation regarding their establishment and use. 
Sometimes these laws prevent ef f ective f ishermen ' s 
organ iat ions f row rogia ei ing a; a cooperative, hence denying 
the: benefits such as flavorable loan Ier rs and decreased taxes 
on supplies that are give to cooperatives in some parts of tLhe 
developing world. Epple ([979) provides excel lent exami,les of 
hou local laws inhibited cooperative developm:;ent in Grenada. 
First, the requieimtet that lebLership he selected early in the 
Mciuat pv weit to the fishermen's traditionaljeocess cotilitir 
vo iut!;. Secc nd, the leigt.h of time necessary for the training 
am1 1 j - ., i 5.1J v stages was considered excessive by the 
f i sh Me i,'lu h Me by the delay.ihc ar disi I Iu+ioiied 

Althouglh it it; necessary that soe Iegisl ation exist wit.li 
rs.p ct to fisher ,e 's orgacizationi, it. should probably be 
fNex ibin to allow for regional and occu pational needs. Some 
countries (e.g., Japan) have developed separate legislation to 
cov r fis 'zuh en', coolei atives. Dibgy (1973) suggests that a 
,ing 1 , gene ia I lasw woloId be sipe r ior because it would pool 
expert ise and funct ions. Un IesF this Iaw is very general, 
howe'ver, it- c uI d not he ad aped to d ifterences in needs 
betwceu tlie fishery and other sectors Ls diiscussed in the 
)reviouS sect ion of this report. What is needed is legislation 

which reflects the spiiit of the cooperative movement while not 
stifling the various manifestations made necessary by differing 
si tiotions. 

Traiom' Nieds. In iany instances, fishermen's 
organizat ions have had problems attracting members due to a 
mi.sunderstanding of what a specific fishermen's organization 
could do Ioi them. Po lInac (1977) notes that a significant 
nuMber of f i shermen could not respond to simple questions 
concern in g t ie fiun c t ion; of a coope rat ive iina reg ion where tie 
goveiunme nL was act ively Piomot ing the development of 
f Iisher:en's cooperatives. Davenport (1956) partially 
attributes fai lure of a fisherrmen' s cooperative in Jamaica to a 
Iack of common icat ion witlh fishermen concern ing, objectives of 
such an organization. 

The comp lexity of the training issue is indicated by the 
fact that an FAO publication on cooperatives (FAO 1977) notes 
that a minimm of five to tn years is needed to adequately 
develop the 1uman resources neceasary for the expansion of 
cooperatives. Only local governments can be expected to 
undertake such Iong-trm training. In areas where cooperatives 
have been successful (e.g. , Bel ize) the government has had a 
consistent program of providing suppert when needed (Gibson 
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1978). 

L!oisIative Stupprt. Another flctor involved in success 
of fishermen's organizations is legislative support provided by
the goveoier t. For exanhlmple, in Japan cooperatives are given
the legal basi.s for acquiring property rights over the coastal 
fishery (Holza o 198i0). A Malaysia u Jav goranti g trawler 
licenses only to coupeirativ i .ber, to iovidud g,eat stilUirus to 
the growrh ti the coo,' it iv e m:;oviolut . The IaCt that the
I i:;herisen's coope <atives in Beli e were ,,riven the ext'ort 
mcnopoy with rugaid to rhb.teLr and conch tea LIy a ided thiir 
developu lit (Di gbY 1971 ). Finally, IHi ] oi.<,tved t (cited in
Jentof 1985) at.t i[,Utt:; tlie success of No owet' ian I i shermen' s 
sales coope raivu; to a nLtional law giving them a monopoly on 
i- 1ll ry S l0 i... 

Vested IntL ersts. Sorieti ies r, iddeii antd ioney lenders 
who a i e d isp Ia ce d by a Li sheren's organizaLtion use a1t mens 
at their d i spo.s:al to C a use fa i Ilure of t.he society. For 
o:x:lipIe , )iay writes t a t in Ine i a "blackmal il , I i e f r ud , 
coerc ion were II used aga ins t the f i Aerei o Marin;ad in 
attuu;pto to i,event thu ir coupe rat ve succeed n'g" (1981 :35).
I hibbs (1964) fuind that a cooperative failure in Tanizania was 
due to a i.iddleoian who "...iu.:tigated schei ie, Jn an attenpt to 
aiI t ratde . . . N roiado, a businessnian-boat own uor , Iook in' 
' i I h -i;i il to ett oe,, L dis satided fi sherie Lif row o in ing a 
(Iove tIo i rig co te ra t ive ( Ep-p Ie 1979). Firna 1y, in stn;tue cases,
(- lit' I g roi il ps o f f i a ie I 1: li may haV , a ve, tLed iinte res t i n 
io ini a ili ing tie stat us quo. For e anip 1e , I il inc ant Iot tamA 
(1980) rep1 ott that (hana ian I i sirite in Si 2rra lelne opposed 
formi.o!ten to ' a coo,(vl-Live by Sierr-a Leone i ier-loi 

\everLhelersa, vested interests do riot 1lways su;icceced ill 
Lneir r attemup ts t defeat the deveJop1:Ient o ' h,u rae n si ii 
orgatri~~iir io. Kurian (1980) jarLialiy attributes the su-cess
 
of tie Marriainld fi oherivs cooperative (Inrdia) to the fact that
 
ita stru, gle, nlygiiiat vast id interests resul ted in cohesion 
 of 
tie g roJ) r;ather thin disunity. Th i s factor i.s related to 
Epple 's ( 1973 , discussed above) hypotihesis relating cooper itive 
succes;s to Lie presence of intra-corimnity factiOlls whore one 
or nore of fi s rw1 coope rat eiVthe ctoL 1il 


In soile cases, llldd~lee:'Jtn 
 do not need to sckhemli to attr.-sct 
fishermen away tlom cooperative rocieties. Poltnac (1981 a)
notes that the inoependent middlem,eltonil o.mt; Rica provided 
necessary services not provided by the fishe"ren's cooper.tike 
planned to replace them. The Fisheries Development Authority,Malaysia (1980), notes that their middlemen also provide
servives not provided by the cooperatives, thus attracting
Li sherrmen away irori the societies. Lainging and Hlotta (1980)
write that the t.rni establishment of the middlemen in the 
Garibia has been a constraint to cooperative development. 
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Finally, FAO (1958), noting the complexity of the fish trade, 
suggests that the competence of the middlemen is greater than 
the government or fishermen and that the middlemen also perform 
functions that we know little about. The present author 
concurs with this position and suggests that those establishing 
fishermen's societies could learn a great deal from traditional 
middlemen. Perhaps with the proper incentive, their services 

could be used. 

MEMBERSIIP 

How many and who should be members of a fishermen's 
organization ate two factors which have been found to affect 
its relative success or failure.
 

Group Size. When new fishermen's organizations are based 
on existing organizations, care must be taken not to develop an 
organization much larger than the existing one since 
traditional interaction patterns in a community influence the 
optimal number of individuals that can form an effective 

organization. There are cases where fishermen's organizations 
failed because they were made so large that members no longer 
felt that the group was their own. Plans for development of 
fishermen's organizations that ame not compatible with this 
optimal size factor could run into difficulties. A scheme in 
Sri Lanka to reorganize 292 smal I cooperatives into 45 larger 
ones resulted in a loss of ident ity between fishermen and 
subsequent deterioration in. cooperation (FAO 1978a). Digby 
(1973) has attributed this to the fact that it is difficult to 
retain the interest of fishermen in an organization that is no 
longer "their own." Noting that the overall trend in 
cooperative organization is towards larger societies, Digby 
(1973) indicates that it is becoming increasingly difficult to 
reconcile differences between the ports and groups of fishermen
 
brought together. Pollnac (1981a) provides data which
 
indicates the need to adapt fishermen's cooperatives to
 
regional needs, a process that becomes evermore difficult as
 
cooperatives grow larger and larger in response to needs for
 

administrative efficiency.
 

Members. In the final analysis, success or failure of a
 

fishermen's organization depends upon the behavior of its
 
members. If the members are either unable or unwilling to
 
perform duties required for effective operation, then the
 

organization will. not succeed.
 

What are the characteristics of members of successful
 
fishermen's organizations? One important characteristic is
 
that the members should be fishermen or participants in the
 
fishery who are somehow involved with the fishermen, such as
 
mechanics, boat builders, and fish processors. Some
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organizations, in attc;pts to meet minimum legal membership 
requirements or those set by the development project, have 
admitted non-fishermen, thus greatly weakening the community of 
self-interest among members of the organization. n other 
cases, corrupt individuals have set up organizations with 
fictitious members as a means of profiting from some 
development scheme. 

Among the many prob] ems facing the Kua la Linggi 
Iishermen's Cooperative, Narkswasdi (1 9 6 7 a) notes that the 
society faced difficulties from the start due to improper 
selection of zembers--desired qualities were not made clear in 
the by-laws. Many were not even fishermen. FAD (1978a) notes 
that in Bangladesh many cooperatives have undesirable members 
who use the society to gain their own ends. Engvall, et al. 
(1978) found that the lack of experience on the part of 
cocperative members in Sri Lanka resulted in equipment 
breakdown. In a workshop summary, FAD (1979) concluded that 
among factors contributing to cooperative success is membership 
homogeneity--consisting entirely of fishermen 
and those
 
committed to fisherwen's causes. 

Soc ial categories of members may also affect 
orgaliza tiona I effectiveness . For example, Davenport (1956) 
argues that it was a mistake to allow women to become members 
of the fishermen's cooperative at Farquhar Beach in Jamaica. 
He notes that in the traditional social organization of the 
comnnity , men and women do not participate in group activities 
together except within the household. The only exception is at 
church meetings, and although there was no church in the 
community, most community members had at some time gone to 
church. Davenpoyt suggests that the mixed sex membership, 
along with tie fact that the organizer instructed the fishermen 
to begin the meeting with prayer and hymns, resulted in 
meetings conducted with tile high moral tone of a church 
meet ing . This contributed to failure of the organization. 

Lack of experience in entrepreneurial activities is a 
factor cited as creating problems in cooperative development in 
several countries, such as Malaysia (Fisheries Development 
Authority, Malaysia 1980) and the Philippines (Ho Tob 1980). 
Doubtless the problem exists in other small-scale fisheries, 
and its importance is underscored by the fact that Narkswasdi 
(1967b) partially attributes the success of the Henghwa 
Fishermen's Cooperative to the entrepreneurship of its members.
 

As a means of ensuring :ualified members, Miyares del 
Valle (1974) suggests that fishermen's organizations such as 
cooperatives must exclude non-vessel owners. He indicates that 
what a cooperative needs is membership with the 
•...perseverance, willingness to work, and thrifty
 

disposition..." necessary to obtain a vessel. Digby (1973) 
disagrees with this position, suggesting that all fishermen 
should be allowed to become members due to the fact that in 
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contrast to farm laborers, fishermen are more interested in tile 
success of the venture due to the system of distributing the 
catch. Additionally, fishermen are likely to become vessel 
Owners thermselves one day in contrast to the unlikeliiood of a 
farm laborer becoming a land owner. 

lteteroeneity of Membership. Internal conflicts of 
interest have also been cited as a factor influencing the 
relative success of fishermen's cooperatives. Internal 
conflicts of interest can be generated in several ways. First, 
the one-man-one-vote principle leads toward the expectation 
that the cooperative will provide functions deemed necessary by 
its membership. If the cooperative is composed of different 
types of fishermen (e.g. exploiting different stocks that 
require different times and methods) the number of functions or 
temporal duration of the functions may result in 
inefficiencies. For example, a cooperative in the North East
 
of the United States failed because fishermen who finished at
 
different times dem:landed that the supply store be open at hours
 
convenient to all fishermen, This resulted in a final expense
 
that pushed the organization into bankruptcy. Hence,
 
het erogeneity of membership can resul t in conf l ic ting demands
 
that can reduce the efficiency of operation.
 

Jentoft (1985) indicates that conflicts of interest can
 
also develop as a cooperative adds functions, for example, when
 
harvesting cooperatives move into processing and marketing.
 
This not only increases the number of participants, but also 
introduces a further element of heterogeneity regarding the
 
type of participant. Processors wil1 be the employees of the
 
fishermen, which can result in conflicts 
of interest when it 
comes to the use of profits for salaries, improvement of
 
workplace, etc. The employers (the fishermen) will naturally
 
want the benefits, potentially resulting in antagonism between
 
the various participants in the cooperative (Jentoft 1985).
 

ADMINISTRATION
 

A large number of interrelated factors have been grouped
 
under the category "administration," including variables such
 
as record keeping, meeting attendance, management expertise,
 
and inter-agency cooperation. Many of these variables are
 
frequently cited as influencing the relative success of
 
fishermen's organizations in various parts of the developing
 
worJ.
 

Mananement Expertise. Turning first to management
 
expertise, which is perhaps the most widely cited cause of the
 
failure of fishermen's organizations, Rao (1980) attributes the
 
poor performance of a large number of Indian fishermen's
 
cooperatives to inefficient management. lo Toh suggests that
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management is the mo ,;t serious problem facing the aamar ines 
Norte Area Fishing Cooperative in tie Philippines (1980). 
Castil1o Obispo notes that management was also a problem with 
the Madridejos Fishermen's CooeraLive in the Philippin,-s 
(1980). 
 Many of the problems of the Kuala Linggi Fishermen's 
Cooperative have been attributed to inadequate managerment
(Narkswasdi 19 6 7 a). Conve Ye ly, successes have been 
attributed, at least in 1)art, to efiective management in 
numerous areas (e.g., Grenada, lEpple 
 1979; Malaysia, Narkswasdi 
1967b ; Bel ize, Gibson 1978). Some of the management problems 
cited include factors such as a lack of record keeping. For 
example, lack of adequLte record keeping has been noted as an 
impediment to cooperative performance in the Philippines 
(Castillo Obispo 1980), Malaysia (Narkswasdi 1967a) and is 
undoubtedly a flactor subsumed under "poor management" in many
 
other parts of the developing world. 

The importance of comipetvnt management is widely 
recognized in the Iiterature, ned one can find many general
iecormendations concerning the need to staff fishermen's 
cooperatives with trained nanagers (e.g. , FAO 1975). ie Toll 
(1980) notes that good management is expensive in the 
Philippines and that failure to pay salarieE comparable to the 
lrivat. sector will lead to inadequate staffing. Thi.s is tilue 
throughout both the developing and the developed world. One 
encounters problems when attempting to pay relatively high
 
wages, however. Foi example, during the early stages of
 
fishermen ' s cooer at i e deve Iopwent 
 in Denmark, fishermen
 
resisted paying high wages for management. As a consequence,
 
the cooperatives weie net properly managed nnd had to be
 
abandoned (lourier and Sorensen 1976).
 

Another problem frequently encountered with respect to 
management is that it is frequently difficult to find competent 
management personnel among fishermen. Nevertheless, some 
fisher.en have reacted negatively to being managed by
non-f ishermen. A cooperative development project in Colombia 
ran into problems when the fishermen would not cooperate with 
government-appointed "outsiders" who knew I tt l about 
fishing. Non-fShing member. and ofilco wrkers in the Kuala 
Linggi Fishermen's Cooperative contributed to its problems 
(Narkswasdi 19 6 7 a). It is reported that fishermen in the 
Satpati Fishermen's Sarvodaya Society became more supportive 
when fishermen joined the board of directors (FAD 1971). This 
is not to say that non-fishermen wi I never be accepted in a 
leadership role. Epple (1979) notes that in the Saint Andrew's 
Fishermen Cooperative Marketing Society, a retired teacher who 
was also a respecLed community leader provided leadership. The 
manager must be respected, and it is doubtful that a 
government-appointed outsider will gain the respect of the 
fishermen soon enough to guarantee success of a fishermen's 
organization during its vulnerable early stages. In support of 
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these generalizations, a recent corparative analysis of a 
number of fishermen's organizat ions f ror ai-ound the wor Id 
indicated that while 83 percent of the successful organizations 
had a board of di. rectors elected by the organi sation's members, 
over one-half (55%) of the failures had non-.ecl.er input to the 
selection process (Pollnac 1987). 

Bonetti. (1976) has outl ined a tli:r-c-sLage process in the 
developmeit of the directorship of fishermen's cooperatives: 
First, the fourdei is often a fishliiian, the head of some local 
assoc ia tion or the top f i .;hecrman in thi ; p o r t . Second , 
leadership is often sh i !Ltd to tLe hands of omeone connected 
to the fishing industry ei ther throu h bi rLh , ca reer, or 
communi ty position but who is sor;ewhat detached because of 
level of training. Fin] i y , the giowi ng complexity of 
managerent r equi res a trained adi in is Lra Lor. By this stage, 
the f isheren , Lhrough trusted adu inisratictor, are made aware 
of this fact and are willing Lto accept suc, a pci son. This 
development equence wi l l probably be ha id to (Iupi icate in 
small-scale fisheries in the developing world because of thb 
low level of education in many fishin6 communities. 
Nevertheless. a I I attemptsa should be made to appoint managers 
who have the resp.ct and support oi the f i;hermien. 

GQ'anIzOIL 1oal Comp lexity. it I has been noted that 
fishe rien ' iorgaiiizat ions exhiibit a tendency to become 
increasingly inclusive through time, to assume more and more 
economic and social functions. This vesults in cooperatives 
evolving into multipurpose organization;. This is especially 
true in developing aiea; where services are lacking. For 
example, Poggie (19h1) notes that fisheri,.ei ir, iure 'rural Costa 
Rican comrluni t ies expected more servic es f rom " cooperative 
than those in tie moe urban areas. J.enk.oft (19 85) suiggests 
that this internalization of functions also internalizes 
conflicts in addition to becoming so complex that participants 
feel out of touch with daily operations, alienating them from 
the leadership and potentially leading to failure. 

MectitjjnAttendance. Since the fisherien are supposed to 
have input into the running of thei r organization, attendance 
at meetings is an important facet of administration. 
Nevertheless, as was noted in the pievious section, demands of 
the occupation make it impossible to attend al l meetings. 
Digby cites this as a general problem with respect to the 
development and maintenance of fishermen's cooperatives. 
Techniques used in conducting organization meetings may also 
reduce attendance. For example, Davenport (1956) partially 
attributes failure of a cooperative in Jamaica to the fact that 
the church-meeting-like tone of cooperative meetings inhibited 
the development of interesting activities, thus lowering 
attendance and the opportunity for stable group formation. 
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High attendance at cooperative meet i, In Bel ize Aa attributeu 
to the fact that a feast a(ccou.lor. ie.; t i! mueting. Perhaps 
similar li.u l i Ur :Ch1p Ud i.,1 of! meetinasy duiing n n-t ish-Ing
periods; will wo.-A . :ewhvru. 

I11_ L c' y ~i; • I'n u a u)I; L D C si fi {:c L ive 
dovoiI t ;:.{(' I l a I i :;Vi'u .I,' a o i:: i :; :I Co Lj1; Cii d '[)y eh­
fiCt thit I 0Sbde 11 CIt, ' . iii i IIpaliraAo 1 :eouoll in a number 
',) Ltr l ,1t i L0 CL 1 e2 il a 110iLjo Ii 11 i1 elint-

C o ih i H,: t. I thei ;h0'li h'r 


1 

t 1 1 i .. U Il .iz t 1Oh devel I .i nt an d 
1 Cf UI. a i i t "iii .CL' I ,, , . ill L! . hei v dUvojl pUiMUot proj e Ct i 

h,' I.v iUrh1 t a v I I. I ia U 1 C !_,, tdV0 ; * I I }i' L U hI il, 
c.o -d in'it I . i1 i:,vI L ,, ! aL: At 112 el,.ay whiCh hai d 

e l v, e f l v t u r t , uh .:oia] a: cuop>rativ =.:bL:L (FAO 
1978b) . 

Hermn:asey (14 1) Iaw; ar ued that an l1;0ilt t 1 I (iue i1l 
dtl c' IL,2tI,:It pI ann i u, 1r the iittii inati 1 of the admin strat W e 
fl it'-l.l i t . Il ra1 ii )I'lr ai e iiple, i: aU W Clt it ion. For 


. iie,ry ,iu-lelolirt ilo"Ct in CoUeLa Rica, 1" I Pas 
 than nil e 
11.;t Ui ut w - inval ved whiCIh lequired courdi atiun (n. .,Wv;, I 
L,alO', V' relritI>; it -ll a, a i:hermen'.; cooperative, etc. c . 
ou 1. ,Y l);. y 9h a 2 l t i pi e agency involveteient was 

nec_.!;i t t i 1,y I le comprehensiive nature of tlie proj ec t wh clh 
at es2d ut: i c lul:l i c aid inl1 LutLti al I aictors as well i 
t chil ,'lwry :t arafe . The lpioblin, was that adequate authority 
W1 I0 a nt Ohii l1 ia;hed to c (o1 di iat e the va iou; agencies.
 
Furrt i r, t h I ict t hat reptril iIl i ty for the proj ect was at
 
differentt i' i n 
 : he vari ous agencie,; led to status
 
conflicts, delays, and . Pealouaies between 
 individual s and
 
i8rout. invulved. Ali : thi; of course, 
 led to grave problems
 
with respect to pr jOCL :iSjI: entatiu}n.
 

SOCIOECONOMIC FACTORS
 

This guide will Inot incltude considerations of
 
cost-benefit analysis 
 or financial analysis of cooperatives 
which are covered in {other publlications. The socioeconomic 
variables considered are basic, more social in nature, and 
relatively simple to evaluate. Nevertheless, they play an 
important role in cooperative Success or failure. 

Avaiab ilit:y of CapiLal. Since fishertren are among the 
poorest of the poor in the developing world, it is frequently 
impossible to raille sufficient capital to begin effective 
operati:n of a I ishermen's organization. Difficulties iu 
obtaining suff icient initial capital have been noted in many 
parts ol the world, e. _., the Philippines (Castillo Obispo
1980; Ho Toh 1980). Africa (Lamming and Hotta 1980), and Latin 
America .A.iyares; del Valle 1974). Availability of capital is a 
factor norod as contributing to success of fishermen's 
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cooperatives in J3pan and Beji ze kDigoy 1072). Frequently 

fishermen view cooperatives as credit sources rather than 
investment opportunii.ies. They fuot.cti.ion socially as a s ource 
of assiostance for fi shetme , an tLhei c t OegoiZatioll aS 
"Inon0-plof i t iti ti e heIhav l ; hich I nitit gatee st " nfo 

agann01 t aC UIIII ion W caijtal i 111s, 1 Jentoft (1985) 
no toc, IC IC.a;.; S vulotl ci i of the Co tiAtiV tiist;e. I l ty Uoj iln 

of I. nanci a I hardsh, rres ting, utvo ai onS catch, badit in 

weather, or price flutuations. Alt ig Jack of Capital is a
 

(A n i L,P n th i,
fr eq It rPu d t c C t U I 11:herment s, 

Coope aOtiV0', it 1Iuli.:t 1,e tIoitd that d1i t i'detIC o(1 Love nment 
subs id es ihas Ken:n ci ted as a C't orr e 1t rcribut. nL to 
c(ouprotivetvt,fai11C (A() 1979). 

EVASION OF RULES 

It Wa: diiI.icUit to include thi; factor under any of the 
aohgoh ca'sin i us, ce it iit nre an indicator of aln 

or ayl 'iti i0' 101i l 'oubl than a facto r outside the crganization 
cu'lt' 1 i A n t w I : s;ct c- on a il tit U. IeveI tIhele so , evasiol 

a ,c tlb1]-l l io 1 1 ( . .cIC t , be w i JIead e .ct i nit development 
I:s ai, at in Iarts the in
 

sc0'V l, outiin in ( It ial Am c ai(, the aut hot woo told by
 

A I r:h . i.ns many of world, 

1 hir inylo0-cou0, iAaAt II i hat I i ye, l itml]y Attete-ted 
1t, " C 1 , i; T Qu !. h ' 1' 1 1 1 V e, bUttli i 1 0 d ishones t 
" I , '.' it L ,L 50 II i t'G(r a ivo staff and ci hut i''t'tllh _l 

,7. . 1 t t, h 1 C j . ll it i ;st.s .h I 'il v i ci ll tili E 

cci[ A ''ilinyedt Dot: z k:,- t uala((1 1o wrCI ndI o disoom cu d '1 iit~iI;,} h Wor) ': Cou nethet andN~ d lhidI r y tanrt, 

!'C'tiui Ico 0l,1100' II hC b~i * L.i.t11 ,g i O( OtitVt' ftoti I he tart, 

' ' '1ii uitilOIJt ei(duOs;, thet f t (" cqli'l , illegal 

'n( ,.L. (1978) Lanka,i] ' tw , EL,v,'it , et al. nite that Sri 

, ' ,I s il ly
C'oopu al ivP. 10;ornlet0e0 j I Ie a 0;C'] 1 coop1erat ive 

eq tuic; t . >.,KL; .rite that Atterril o rcvlrupti on I0.(w] ( 1987 ) 
onc ot :1,o! , it problei fam.aci ng shi mp tt-iei'sI he t f i 
coeIi a t iiul!; , ,; t h( Pac i f ic roas of M.,xxico. One of thie 
cit u!;i on ,I an FiAO workshop Slllity w s t hat co r t111lOll and 
e'x1 I i a , ' 1l ad i i t arc: mt I.hi imlort nt cause; ofi 0 

Cu L'e i4c!iv jlr It I ji , It (c 79). 
j j tAlC I i isa tside the comperati ve j. anut her ev as oi 

of :ml Ls t hat 1 un i i Ia c'oulrat lve dcevelt.pment. 'T'his practice 
i c:o w deo;t th at i it sai0 to prudi ci that it probabl y 
affects all coopi .,tits to one degree oi another. It ha'; been 
ret: t d a; a fdctL ,r a fecting cooperative performance in the 
Phil ipt.]ie:: ("'astilt' UOt''po 1980), Ireland (Doyle 1976). India 
(Day 1981 ), Bel ize (Gibson 1978), Malaysia (Narkwasdi 1967a) 
and Sri Lanka (Eingvali et- al. 1978). The only way to counter 
this piroblem .is through effective pric.ii: and control. 
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SUMMARY
 

We have examined numerous factors; found to be associated 
with the succS: and fL I-rC of i i1-ITn ', cooperat-ives in 
various parts of t:he woulc. It: .:importarit to b( flexible in 
the appli cator of this lf('rihtdtioll. For ex;ait. it was noted 
that coop ,ut ive,: foIc tcd 0i a oft.h bi.';Js .i ,col. iini.tiative are 
f rI(q e Itt I\ I:cn I'LUC (Ie f. tidII t1 L C wh1ich I e i ttIo ed fro01m1 
out2ide r Tii.j l(mc.d I)ttcIuL Ill n ta t ilI coopelatives 
I ciAl(2cd 0Io I ht- t : .!U ! I t I L 0 A I iL I IC UIctILO Iiilil2t)'I 1 Ore 

i)oUILi t I v I (i I. Ic t'I ('cI f- , Ct orsI-Icf U.cc 

.i..H lic ' Ill!to1 i -Ii t ( i cL.,cupe tiiv' ( ; .ri token into 
1 1ccl iidLiV F 

t IcI c1 t i y vl vi , IId dti I I on adapt in to 
ti, cI, dL. tic ' I ltic ,ill t .tc,II w ith thtcii I a Ily ilput. 

o C Cc lII t L l i il1 it 1 C plVc(2L ) uccci iL0 C 

Th( n x t c It:I- It d . 1:(' tIhc 'I! c[ (. Ii A tiLLt Leat hunt 
, a iC cc ~Itct d t, ; I i L' 1 0,I1i 11 e C i ' t . t 0 Ii ~ 1:.Ull C, Fj'l .6 t OISk L, ) JI 0 

0
 

-ti 

Beach-Ing ka ttumiaram ii. Tanil Nadu 
(Graphic by R. Poilnac) 
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CHAPTER FOUR. 	 TYPES OF INFORMATION NEEDED TO EVALUATE FACTORS
 
INFLUENCING THE POTENTIAL OF FISHERMEN'S
 
ORGANIZATIONS IN DEVELOPING COUNTRIES
 

In Chapters Two and Three, a numiber of factors affecting 
relative success and failure of fisherien's organizations were 
ptesLnted. The purp-use of this chapter is to outline the types 
of information needed to evaluate tie potent ial of actual or 
pI oposei fisherien's orbani:zations foi achieving the goals 
associted wtit spec ific deveopment W-ojoct S. In this 
chaptL.ur, the 	 factors affecting fisierieien's organizations will 
1 ;c, t ethrized on the basis of their appilcabil ity to the 
typots of organization. discussed in Chapter One. A matrix 
.located at the end of this chapter (Figure 2) cross--tabulates 
o iffot onlTorganizational f unction; discussed in Chapter One 
with the specific ut needed to evaluate their potential 

0±iLina and 1 acj urnd. Among the information required 
c, . ri g origins Pnd bac.giund of proposed organizations is 
w'he t. or not the ishermIen themselves have already perceived 
that through group act ion they car. nore readily obtain some 
goa1 and if, acting on this perception, they have already begun 
to form groups. Thl piece of information will be referred to 
as 1 ocal initiative (1 .1). The numbers in parenthees 
foil(ing descriptions uf information types are for reference 
jurpos:. in the following Chapters and Figures Two and Three 

Information concerning other groups wit hin the fishing 
cw;muinity must also be compiled. This should include 
identification and description of all groups existing now and 
in the recent past in the community. The description should 
include numbers of members, functions of the organization, its 
stracture (what kinds of positions are there in the group, how 
are they ftill.ed, and how do they relate to one another?), 
operations (how do they do what they do?), relationships with 
other groups, re:lationship tu proposed organization (will the 
new organization :ompere with the existing group?), arid 
fi shermen 's attitudes towards the various existing groups 
(1. . 

Some of these groups that already e::ist in the fishing 
community may be composed of fishermen; hence, will provide 
valuable insights into traditional forms of ceoperation among 
the fishermen. In some cases, the fishermen's groups will be 
informal associations related to some aspect of fishing, such 
as groups of men who store their boats and gear together in a 
commn enclosure or who work on nets together. In other cases, 
the groups may have non-fishing functons. No matter what 
their present function, such groups provide valuable 
information concerning patterns of organization and cooperation 
among the fishermen. It is therefore important to obtain 

42
 

http:ftill.ed
http:chaptL.ur


information concerning all facets of their o rganization and 
opera Lion. For exaipl]e, does the group have a leader? If so,
what is his role, and how did he obtain this icn? How are
decisionr made in th Luo;? if tier are meetings, when are 
they held and for what purpose? HOw ion, haS' the grout been in 
2XistliCe, and h(w w s it iored? Pow Lwaig 11'bei ; are there,
and what are their re.tionship; to ono eri(.ioter e.. kinilmen, 
frit.nds, fellow crew rep r , -t . )9 (1.2).
 

if 
 it has; al r dv beer decided to include fishermen',,,
organizations a part 1! t project de';gu, the e:wuice of this 
decision a1d project d ol-: 1t the fishermen's orgaiiinatilon ill 
the il (ject should be detmined. T should be Odoe whether 
the organizt Lion 1-s ill ci :, t nce01 100, 3102,1012 t , o abou1? to b0 
introduced to rho comunillen ty by a governmenti agency or some 
other body (1.3). 

F i r t heo r , a N a : KiU, 5 W1 I1 1LI s! t b e IN0 d e o i a I 1 1 a w 0 
c onicUIer'll Il i,e 1 f ' tt, 1) a111, o,1a tion oif or)ailiz ato i en1. Laws 
af iecthqll acess to reusource; sntoul d al.so be described (1.4). 

Soc.ial O Z _ ta ion e F h 1 . Needod i non ,,atio trl 
CUNCe0l:in; t ho sO( ' i0ll or jan1 Z: tilon of fishin, includes a 
de-SCIription of 'rw SrUntture including who ows the vessel and 
gea I and dc these owners :fi h, the ltlilber of ind.ividualt5 
operating equipment and their positLoni; (e.g. captain,
 
mechanic), 
rel at i onsh p1 between crow l:!.ibers thelislves and
between crI 0(ws ownersand (e.; . are they kinsmen, friends coming
from the sam:e vili age, or (oMlethjil el so), and i1ethods used to 
distribute income from bot la and tne101bor 
 use of capital. 
eqth plient (2.1). 

informatlon ;0 al so requi red concerning all occupations
closely associated with fishine. For example, one must
 
determine 
 if there are individuals who s;pecializ'e in certain
 
types of ishing,, in buying 
 and sul-iino fish, -in processing, in 
boat building, etc. Th.I iinformation will help identify
potential vested inl_-cru'sts who iay oppose the new 
orga ' a(n.i zati Inf1orm01at ion conc-erling the full range of 
finctonhs of those special .t with regard to the fishel7lerm 
should be compiled. For exampl e. do fish buyers also lend
 
fisheru1e01 money and transport supplies for them (2.2)?
 

Finally, i t w u s t be det e r mined if the seasonal 
availability of fish requires the fisherman to change his place
of residence during the year. If it does, it will be important
to determine if the entire family or just the men migrate and 
for how long (2.3). 

Membership. Important characteristics of members hip
include whether or not membership is open aod/or voluntary,
whether non-fishermen will be or are allowed to join, and what 
types of fishing are conducted by potential members (3.1).
Certain individual characteristics of tile fishermen themselves 
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will also be neoded . For example, what is their 
entrepreneurial orientation (3.2), level of education (3.3), 
social class (3.4), attitude towards cooperation in an 
organization (3.5), need for freedom to come and go as they 
please (3.6), attitudes towards outsiders (3.7), potential for 
selling outside the organization if it is a marketing 
organization (3.8), and knowledge about functions of 
fishermen's organizations (3.9). 

Economic Factors. Espec i.lly important is information on 
the availability of capital for group foimation and/or 
maintenance. This should include amount of initial investment 
Qy fishermen in either time or money. Sources, amounts, and 
terms should be aescribed (4.1) . Information about actual 
procedures concerning, acquisition and repayment of loans should 
also be compiled (4.2). Finally, it is essential to collect 
information on procedures used tW pay fishermen for their 
catches (1k.]) and on the l ongevity of vessels and other 
productive equipment, both lproe0et aol proposed 0.4). 

GovernmenIt Support. Several. lactuis ale important 
concerning government sup port. Firwt, what are the 
relationships between the goals of the proposed organization 
and government development goals (5.1)? If organizational 
training facilities such as schools or extension services 
exist, will the governnment provide the organization with access 
to them (5.2)? If these training facilities do not exist, is 
the government willing to establish them (5.3)? Finally, does 
the government already have legislation or are they willing to 
make legislation, which will facilitate formation of 
fishermen's organizations (5.4)? 

Administration. Of primary c, isideration is the 
availability of management expertise for the fishermen's 
organization. Information needed here includes the type of 
expertise needed as related to complexity of proposed 
organization. the relwrionship of the management needs 
perceived by the fishermen to the management needs perceived by 
the government development agencies, and the determination of 
whether management expertise acceptable to the development 
agency is available (6.1). If possible, a history of meeting 
attendance in former or currently existing community 
organizations should be determined (6.3) as well as the best 
potential times (6.2) and structure for meetings (6.4). 
Finally, the various agencies to be involved must be determined 
(6.5) along with a history of past cooperation (or the lack of 
it) between these agencies (6.6), as well as the structure of 
the techniques to be employed to coordinate activities amongst 
these agencies (6.7). 
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CHAPTER FIVE. HOW TO OBTAIN INFORMATION NEEDED TO EVALUATE
 
THE POTENTIAL OF iISIIERMEN'S ORGANIZATIONS IN 
DEVELOPIDKG COUNTRIES 

INTRODUCTION 

Al tliauih the description of information ceeds in the 
previous chapter seeus to be rather extensive, obtainig this 
information need not in actual fact be overly tilie cOnii Ulil il, 
and wil.1more than pay for tie required investment in terims 0f 
its Crt Yibution to project ,UcceS0. Th_ purpose of thij 
chaptr is to tiovi., g td [in-d oln techlitziue: to be used in 
acquiring thi ilnftolii: t i0n. 

I'u cj s 2 d d it t 1,( ci! a i l La cl:; i., t III eu biasic 
techniques: (1) c arch oi ;fa Ivaildh ., a cords, published 
sources, or ether recorded niat iaj conce:ning tha region; (2) 
ktey pi 01-f_,iaritl interv vt- ; anl (3) ;ac .i ur*eyl. }uc: ow-itIg a 
brief da scrit i on cf each of the( , to hniques, the specif:ic 
ddtd ;ibc tleicri i :e (as idn"tWl i ed in Chiqnter Four) appropi iiat, 
toa a cc' P ' i a r a; 1.(1 iiiaong w i th detail s. conceriin 
Itja- ific dat i- jc',tsi ii t.,(h i,j.uus, where needud. A matrix 
rela ting d lta c I( , ,;0ll1Citre caii be found at the end 
or thi; chiaptI. 

USE OF AVAilIABI , WRITITIEN RE(;O1US 

Whore 10s :ib , a! I ,v iiale written records concerning 
the t a i c t fi shint piopdi atlion should he rev cewed prior to 
bc;ii ni f ieldwork :i the t ,jcr region. For exmaIlle, it the 
ishermien's an' .a il wJ..l J b( avsocicited with a planned or 

onpoi p rptJ uct, all ava iaic l nte ia] cor -rninE the proj ect 
a1d1 Ill, pi oject si te should be I eviewed fo i :infor atiJon 
elevait to the formatim) or evaluatiul of orlanizationi . If 

project appraial 1 eports itl cude SococuL tura or economic 
analysis, the., include some of the intormation rqUjti ccd. 

Frequently, rlaev nIItWI ittaii Iiat eI i a xist lint are not 

available outside the ai-,ot ,oul try and cali be found only 
through 'Inducting intcrvi w': with key iniftcll lltsa in the region 
(see section on key ii ortailts be.ow) Existing written 
material.s are likely to include repoit comle)].ated by other 
ageici es (including donors), stud:ies done by local university 
staflf Or students, and stat.istJ.cs cotilled by the fi shery 
office in the target region. In addition to data collected by 
previous researchers or devel opieuit agencies, one may also 
find needed informnation in church oi ,overrnillent censuses, local 
histories, newspaper files, etc. 

One should use caution when relying on written material. 
In today ' s rapidly changing world, materials are rapidly 
outdated, and checks should be iade to deteri ie if the 
materials are obsolete. Further, attempts should be made to 
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determine the reliability of all sources. Scmetimes inadecquate
data collection methods we e use. somet:nmes stitistic; Lre 
inflated for political purposes, and somet imoe,; observers 
at tribute the ir own att itudCs and vaIues to tie peroons 
observed. Only through actual if i ) d research cal. the 
reli ab il ity of written o 0ecke Final ly,atrel !(, i. reliable 
writte, materi a.s can 1e tSd at; a crocs-cheek :n the Validity 

act L;tc.[e t:; 1', ce bv e Ii2 CtorI iI t 

' L s i i l ' p1 eol I I Irt lot i oi l -albe ob : , .ined I romll e x I Ltt eUILI i t i t tlt ' tiil , iJoW eve r , toL i n L I a 

.Iuat ! oa l o u1.0-Iu1 i I ,ot-at i on. -et ailed and accurate 
stud i e of thu tar6et populat ion ;.Ire the e Lt:ion ratI.r than 

paYs ;eat andthe rtl (:, but iI Sotis e ox st, it tL, Hclh Ctesl, uI ls;e 
them, especiaIIy if caret:ru1 check i determine; they(Ig t liat a re 
re I able. Mote ott eli, the i f)Ilat iel t]hat ca'l beLfound 1 
W rt t Ot1 (1C Ci Ui t ) t S io ] i i tel 'dQ, I e j a t ie c eC e 1"Ii , p], 
O)1L'illli 2 it oti cIlc JI/. oCe at ires (1.4 anld 5. 4 ft,Iu e, of 

1say t. I GId t 

Can be used t 0 t t 1:1 t1 it detie p t- . ,lt, of Ii t ertien (2.3)
 

ItlI at 1en wh ich aiude nc Li eCCc Lc on ati c 011 iland whilch 

clitd dttiw t tOe tt i Vt(t siltlpI,] e cSI. ;UlLv(y work, geveliliment
 
developirltt. 
 lalot; wil ch C n1111) used to 'Valutite whether the 
propeo:d ergtiiati i it,: wit h I h slated go als (5.1), arid theiTilni, c I- te .t tuttie'tor of the govict t ivelved which cuay 

provUV ei sI:e i i L lit iIt o w i chI I -e 111:1en t agetic ie; wil I b e 
itiv elvcd in a dove Iopiett plan which itic Ilides the Io nlation oflishertl'ell 5 !: i cat jels (1).5) The census can ofi en be found 

Sn tIhe record.; o,l t l1i ioi'-; otaniza t ons or local iovurinntItL 
Iax otr Li te11s(1t iles . Th 0 CIt) %w'r inforilata.ot suc I aser ittel 

egislationi, ad tIi st at ve 
 St:;1 tutre, and dev1 Olotir)nt plans
 

a t. LI 1y b by go'iernimiett printi g offj c2. . Acces;
SUa 1.u publis ed o 

to t hliee dcctimtuotit is uc.t il y open1 o those involved w it 
offic1ial projects. 

it Lciet-, - Ipeatli-, at. this point that all written Iecords 
mius t ne carefully eva luated. ior exampl e although a ficheries 
officer tllay telA_ yOu that all ishermen ;ire requi red ', obtain 
1 c cises, a0111 t hat no one tray fish wi thout ne. i t I.; st:i l l 
itiportant to chuck tile r.l i.b i Iity oi. the I iCen s records. The
 
fishery c ffcer e 
 ta y I,ul you that all fisiermen obtain 1icenses 
because ie walts you to think that hiis of ice is doing a good 
job or that all the fishermen in his district comply with the 
law. The fact is that frequenitly in small-scale fisheries iln 
tIeveloping (louttries many censedthere are 111n.i f ishermen due to 
probletlis il i liforcemen t; t hus , the file:; on ].icensed fishermen 
woul. d net be a good source of eithet information concerning 
residence or as a "universe of fishermen" from which to draw a 
representativro samFie for survey purposes. Once again, care 
must be taken with all written material to determine its 
accuracy.
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KEY INFORMANT INTERVIEWS
 

This type cf data collection technique involves
 
intensive, in-depth interviews with individuals selected
 
because of their knowledge of the subject matter. For example, 
a great deal of important information concerning fishing 
activities can be obtained from a few well informed local 
fishermen, shopkeepers, and fish merchants. Data concerning 
important non-fishing factors can often be obtained from 
officials, either religious or secular, who keep records on 
births, deaths, commercial establishments, etc. As noted 
above, key informants can also be useful in identifying sources 
of written records. Finally, key informants can aid in 
developing questions that should be posed to a larger sample in 
the forn of a structured interview. This use of the key 
informant will be more carefully examined below when we discuss 
sample surves. 

Identificat ion of key informants is an important task 
which way require several weeks of preliminary research in the 
target community by a competent social scientist, but improved 
accuracy in obtained data will more than make up for the costs 
involved. It is suggested that several key informants be used 
for each data type as a means of quality contio'l and 
cross-checking on the information gathered. 

A great deal of the information needed to evaluate the 
potential for fishermen's organizations can be obtained from 
well selected key informants. For example, a well-informed 
local fisherman could tell you whether or not fishermen have 
been considering forming an organization on their own (1.1) or 
if there had been one in the past (1.3). He could also give 
information on social groups, or factions, that exist in the 
corimunity and the types of relationships between them (1.2). 

In communities where traditional groups contain
 
fishermen, and information must be gathered concerning 
traditional forms of organization and cooperation, one of the 
important key informants selected would be the leader (either 
formal or informal) of the existing group. This person could 
provide information concerning the history of the group's 
development, its membership, organization, and functions as 
outlined in the previous chapter. In addition to the group 
leader, at least one key informant drawn from the group's 
membership and one from outside the group should be interviewed 
concerning attitudes towards the group by both outsiders and 
insiders (1.2).
 

Key informants drawn from local fishermen caii also 
provide a great deal of pertinent information concerning the 
social organization of fishing (2.1, 2.2, and 2.3). This would 
include a determination of ownership patterns (2.1.1), the 
distribution of labor (2.1.2), the composition and social 
structure of fishing crews (2.1.3), techniques for distributing 
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proceeds of the catch (2.1.4), a description, including
 
functions, of other occupations associated with the fishing 
sector (2.2), and residential and/or migratory patterns of 
local nishermen (2.3). Local fishermen key informants can also 
provide relatively accurate information on traditional loan and 
payment procedures (4.2 and 4.3), as well as general 
information concerning life expectancy of present vessels and 
gear (4.4), whether or not fishermun traditionally attend 
meetings and information concerning these meetings (6.3 and 
6.4), and the times when fishermen are usually fishing, so as 
to hell in scheduling meetings fo,- fishermen (6.2). Fishermen 
key informants might also be able to provide some preliminary 
information concerning the availability of a person who they 
would trust to run the olganiization (6.1). but their
 
suggestions should be tempered with a personal evaluation of 
the individual suggested and some survey results to be 
discussed below. 

In cases where fishermen's organizations already exist, 
knowledgeable members can be used as key informants to obtain 
information concerning its history and problems (1.3, 3.1, 4.1, 
5.2, 6.1, 6.2, 6.3 and 6.4). Preliminary information 
concerning fishermen's attitudes toward the organization (3.5 
and 3.9) can be obtained from key informants prior to 
administering a survey. As described later, responses in the 
preliminary work with the key informants can be used to 
structure questions; for the subsequent surey. 

Finally, government officials associated with the fishery 
can be used to obtain information concerning existence of and 
access to omjganizational (or cooperative) training facilities, 
as well as the goveinment's attitude concerning the 
establishment of such facilities (5.2 and 5.3). Attitudes 
concerning the government's willingness to enact legislation 
favorable to the establishment of cooperatives or other 
fishermen's organizations can also be determined by 
interviewing key government officials (5.4). These same 
officials can be a source of information concerning the 
potential identification of those agencies which would be 
involved in the program (6.5), as well as the potential for 
cooperation or noncooperation between these agencies (6.6), and
 
suggestions concerning the techniques that could be used to 
coordinate the activities of the involved agencies (6.7). 

SAMPLE SURVEYS 

Certain types of information need to be collected by a 
sample survey of the community involved. Key informants base 
their responses on their own experiences, which may or may not 
be representative of the community as a whole. Since most
 

fishermen's organizations require the cooperation of a
 
relatively large number of fishermen, it is necessary to ensure 
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that information on which the organization is to be based is 
really representative of the client group of fishermen. The 
only way that this representativeness can be assured is through 
a sample survey. 

Questionnaires used in sample surveys should be

constructed so that they are locally appropriate, brief, and 
easily administered. A relatively small pre-test of the 
questionnaire with 5 or 10 individuals from the local 
population will usually allow one to judge the ease and length
of administration, as well as appropriateness. Often, key
informants can be quite valuable in both construction and 
preliminary evaluation of the 
research questionnaire.
 

Experience in numerous small-scale fishing communities 
has indicated that interviews lasting more than one-half hour 
are not well received by fishermen, and thus decrease the 
reliability of data 
collected. If the questionnaire takes more
 
than one-half hour to administer, it is preferable to break it 
into two parts and conduct two sample surveys. The reliability
of the data obtained and the good will of the fishermen will 
more than compensate for the extra effort involved.
 

Efforts should 
 be made to obtain a representative sample
of the clien population. If possible, fishermen should be 
enumerated, a random sample selected, and these people
interviewed. This will be possible if the researcher has 
access to a census of the type referred to previously. For 
example, in some catholic countries, the local parish keeps a 
list of all church members along with their occupation. A 
strictly random sample of fishermen can be drawn from such a 
list if almost everyone belongs to the church. This technique
has been used successfully in the Atlantic islands of the 
Azores. In other regions, lists of households compiled by
local government for taxaticn or other purposes might be 
useful. The researcher must, however, check the accuracy of 
the lists before using them for sampling purposes. 

In most cases, however, it will be impossible to develop
lists of fishermen without considerable effort; hence, a quota
sampling procedure may be preferable. In obtaining such a 
quota sample, all 
landing sites in the areas selected should be
 
visited, and all small-scale fishermen (captains and crew)
landing fish, working on their boats, or simply visiting the 
landing site should be interviewed. The interviewer should 
travel from point to point during each day, starting at a
different landing site each morning; thus, the times of 
interviewing at the various sites will be distributed 
throughout the day. This system of visiting landing sites at 
various times throughout the day eliminates possible systematic

bias due to landing time (Stevenson, Pollnac, and Logan 1982).
 

Keeping in mind the necessity of limiting the length of 
a
 
survey questionnaire (interview form), it is still possible to 
obtain a great deal of 
useful, quantifiable data for the
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evaluation of fishermen's organizations. For example, really 
reliable information on individual characteristics of fishermen 
can usually be obtained only through the use of a sample survey 
(3.2 through 3..9). Perceptions of the individual attitudes, 
beliefs, and values of others are often influenced by the 
informant's own thoughts concernin6 these issues; thus, key
informant statements can be quite unreliable. Statements made 
by key informants, however, can be used to construct 
questions. For eximpi.e, if key informants note that fishermen 
would obj ect to having a non--fisherman manage their 
orrganization, a questi on concerning this issue could be made a 
part of the survey. 

Turning to specific questions that could be asked in a 
relatively brief survey, some of the most basic, quick, and 
easy to ask can provide quantitative support to statements made 
by key informants. For example, fishermen could be asked if 
they own the vessel they fish from (2.1.1); how many people are 
in the crew and what are their relationships to one another 
(2.1.3) ; wheiu do they live, and do they migrate seasonally 
(2.3); why do they use one middleman as opposed to another 
(2.2) ; and what is the temporal distribution of their fishinb 
effort (6.3).
 

Practict:ily all of the information coricernin , individual 
member characteristics must be obtained with the use of survey 
questions. For example, the education level of potential 
members (3.3) can be determined with a relatively
 
straightforward question concerning the number of years of
 
formal education. If there is some reason to believe that
 
fishermen may not respond accurately to this question, or if
 
there is some 
 reason to suspect that years of formal education 
will not be related to functional literacy, a simple test of 
functional l iteracy should be devised. A fisherman could be 
handed a two or tree sentence statement and asked questions 
about it which would evaluate his ability to read. Due to the 
fact that in some areas fishermen may be sensitive concerning 
t1heir education, it is important that such questions be 
structured so that they are not an obvious test of literacy. 

An evaluation of relative socioeconomic status (3.4) also 
forms an important part of the survey. Usually this can be 
determined by constructing a list of questions concerning 
household possessions. The household items on the checklist 
will vary from region to region, but usually include items such 
as electricity, indoor plumbing, radio, television, sewing 
machine, number of rooms in the house, whether or not the 
individual owns the house, etc. Background in formation 
collected from key informants will help in the construction of 
such a scale. For example, the key infozmant may be asked to 
indicate the kinds of items rich men, poor men, and average men 
have in their houses. A scale can then be constructed from the 
items which seem to distinguish these categories. This 
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information may also be useful to social planners for other 
purposes.
 

The other questions about individual characteristics
 
dealing with attitudes are quite difficult to construct so that
 
good, quantitative results can be obtained. Nevertheless, such
 
questions are extremely important since an individual's 
attitude often determ:ines his or her behavior. A greac deal of 
research has been directed at the construction of attitude 
scales which can be used in surveys, and many such scales have 
been tested and publ ished (see Robinson and Shaver, 1973). 
Most development programs, however, do not have sufficient time 
or funds to construct and test locally appropriate attitude 
scales. Thus, althouglh the suggestions provided here will 
provide only approximate measures of the attitudes in question, 
they are betteit than nothing at all. For projects that have 
sufficient funds, i t is suqgorted that a good social 
psychologist be contracted to const ruct tile survey 
questionnaire and especialiy the attitude scales. The expense 
would be r.o re than compensated by the increased probability of 
project success. 

Tu 	mIg to suggestiens concerning the consti uction of 
specific attitude scales, several questions which could be used 
to 	 judge an individual's alttitude toward outsiders (3.7) would 
be 	 the following: 

a. 	 Some people s:ay that most outs iders can be trusted. 

b. 	 If you are not careful., those who come into your 
community promising to help you will just end up 
taking things from you in the long run. 

c. People from outside your community do not really 
understand you or care about you. They just come 
around to find out what they can take from you. for 
their own benefit. 

The individual fisherman could be asked whether he: 

- agrees fully
 
- agrees somewhat
 
- disagrees, but not totally
 
- disagrees totally
 

with each of the above questions. The responses to each of
 
these questions would receive scores ranging frcm zero to
 
three, with responses most favorable to outsiders rated as
 
three, most negative as zero, and intermediate valies as one or
 
two. These scores can ;.hen be summed for the three item scale
 
concerning trust of outsiders. The scale values would range
 
from zero to nine, with a scale value of nine indicating the
 

52 



most positive attitude toward outsiders, and zero the most 
negative.
 

A similar technique can be used to constr uct another 
scale aimed at measuring att itudes toward cooperating in an 
organization (3.5) . Statemercs used in the scale could be the 
following:
 

a. 	 Organized fishermen will succeed where the fisherman 
alone fails. 

b. 	 Fishermen's ortanis at i on ; (cooperatives) work for the 
good of the :ana4, ament, not the f i sheri:on 

c. 	 A fisheriian si bt-tt - u sellin?, his catch to 
whomever he wis;, roth ci thin only to the 
f ishelii an' oIgan 2 at ion. 

Here again, the response wou d rPnLe f roi: "agree fully" to 
"disagree tota 1ly, " t h rspuni e must posit ve to fi hermen 's 
organizations being 'ivol a vE tie C.A thrve anid the most 
negative response given a value of zero. 

t u; ofIt t t e o ha ;zed that the content the quest ionis 
should be app roplriate to the Situation . For exampl e, if the 

ion iye,organizattio nlt q05 Ji 0 ai fishermen's cooper t the 
statolui.ht s hot, id la for to c oo e latives, If the organization 
is aimed at proviJig ,l oup-owned equi pment. then statements 
tapping atti tudes toward j1 n't-uWlnership s;hould be included. 
The question; can be i t,:;ed and scored in a manner similar to 
these with rcspect to attitudes toward outsiders which was 
described above. A scale measuring need for independence (3.6) 
can be colnstrueted uii,1g s ilatar techniques. 

Finally, some att tude questions can be formulated as 
open-ended questions. For example, a fisherman's attitude 
toward sel1ing outside the proposed o1ganization (3.8) can be 
assessed by simply asking the fisherman under what conditions 
does he think it wculd be appropriate for a fisherman to sell 
outside rho organizat ion (if it is to be a marketing 
organization) . The i e;pon;es to this question can be used to 
both assess potential loyalty to the organization and to 
predict circumstances which would result in outside selling. 
The organization can then be structured to minimize this 
potentially destructive behavior. Another item which can be 
appropriately posed as an open-ended question concerns beliefs 
about the functions of a fishermen's organization (3.9). This 
question can be simply posed as "what do yc' think a 
fishermen's organization is supposed to do for the fishermen?" 
The responses to this question can be particularly revealing 

with respect to providing reasons why fishermen are rejecting 
an existing or proposed organization, as well as providing 
items which can be used to ensure the local acceptance of the 
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proposed organization or in developing training programs to 
correct faulty perception,, and educate the fishermen concerning 
potential benefits of mlbership i: an organization. 

FINDI.'.T INTERVIEWERS 

On. pUiIt at MUrt be emlha.sized is t he fact that not 
everyono can Iuncti on as an effective interviewer. This
 
cautiunaiy note huidn; fol those "unumctinE both survey 

interviews and key ilifozrnant interviews. The selection, 
trainiidng and ,.up. sioni of int.erviewers ir;a crucial aspect of 
any data collection ji orai. Dec is ions based upon information 
genel ated iio incidequate, i,.irpoul y coliected data can have 
bad effects an ail a rleCts o the I ishery. It is therefore 
illjpurttant that careful aat t ion bc paid to all aspects of the 
i0terview i - rr 

The h .t at C . iocted by mat ure, poised, and 
wt. -- oti,.,t. intervi;cwe. r ra who 1 an i ab] ishl he degree of 

rlt 'Utt W tih those teLpi e bW ir luttuviewed. it is therefore 
nece s.ary I r. 1ti deeeIsu; t a nd ; a n d i s able toIitr rt o 

ctnv y tiht, it pi sn i Itat e. iordi)otrcI p-l-rsons areI; I he who 


vn: i h if ' l " I " tn.. 
Tro) i I ti{l-t: ly III el v i ewei I; ate hired ioistly on the basis 

o f their ability to et:tabl ish loatipi t with in official in the 
fi hery office, and when :hey begin interviewing fi shermen, 
they project an iWage of 'ulorl aity which makes it: difficult, 
if 	 not impossibe, to estabii h good rapport with t he person 
eing interviewed. tirs dcrea;ii g the probability of obtaining 

reliable data. perlon et;ponding must be motivated toThe s 

provide accurat,, an tiftely data, but if he feels that the 
interviewer is talking down to him, or that the interviewer, 
himsl f, thlinks that the data being collected has very little 
value, he will not make an effort to provide good responses, 
and in sow- cases, will miblead the interviewer. 

A vey) itiportanit step in interviewer training is to 
,rovide a good description of the nature and importance of the 
data to be collected. The interviewer must be convinced that 
the data being collected will be critical in a decision-making 
process which will influence the well being of many people. 
The interviewer, in turn, must be able to communicate the 
importance of the interview to his informants if he is to gain 
their cooperation. Interviewers should be trained to identify 
inappropriate responses (e.g., responses which are obviously 
wrong or inappropriate) and know how to probe for better 
answers without influencing the results. They should be 
trained to not ask leading questions, to obtain responses for 
all questions, and record all responses fully. 

Many of the problems encountered by interviewers occur 
during the first few interviews; hence, it is necessary to 
continue the training sessions into the first stages of the 
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interviewing process. Supervisors should examine initialinterviews for inconsistencies 
or inadequate data. 
 Problems
encountered in interviewing should be discussed with theinterviewers, who should be made to realize that conductinggood interviews is a difficult process which must be learned,and that a good interviewer is a valuable person. If theinterviewers are previously advised that it is quite common for
some informants to either mislead or refuse to talk to them.they will be more likely to bring these problems up in reviewsessions, and the supervisor can then help develop strategies
to minimize or eliminate these problems.

Interviewers neea to he supervised. An additional
advantage of the early analysis of interviews suggested aboveiK that iL indicates to interviewers that their work will bereviewed 
and helps discourage falsification 
of data.
Interviewers shoulu also be advised that their work will bechecko01, either through unannounced visits at interviewing
sites or by follow-Up visits to informants. 

Figure 3 on the next page is a matrix relating data typeto data source using the categories defined in this chapter. 
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DATA SOURCE 
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DATA CATEGORIES 
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:, or Xy.a i-f ; ,,d,,;, [ 

6 - n C--4 -----­

.1 
I 

.) i . ctur X 

6.7 Acncy Coordinaion X
 

Figure 3 M~airlx rcitng data typo to suggested data
 

collection technlquos.
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CHAPTER SIX. 	DESIGNING AND USING AN INFORMATION PROGRAM FOR
 
DEVELOPING FISHERMEN'S ORGANIZATIONS
 

DESIGNING THE 	PROGRAM TO GENERATE INFORMATION
 

Previous chapters have reviewed the usefulness of 
fishermen's organizations, surveyed factors contributing to the 
success or failure of fishimen's organizations, and described 
techniques which can be used to obtain the information needed 
to evaluate such an organization's chances for success. The 
present chapter deals with how to desig.n an appropriate 
information gathering program using the techniques described in 
the previons chapter. The chaptei begins with a discussion of 
priorities in inforwat ion gathering and then exanines 
strategies to be us,,d in situations with different previous 
exueriences i;ith ti she r.ll'S organijzations. 

Assessingi tPiurit ie;. A recent pubI ic ation concerning 
data col lect ion iQ developing Countries suggests that a key
question to be asked is "Why are we col lecting these data?" 
(Casley and Lury 1981 ). Our Chapters Two and Three provide 
generally sound answers to this question for the information 
needs outlined in Chapter Four, but their applicability should 
be individually assessed for each project. For example, if it 
has already 	 been determined that the organization being 
considered is not a marketing organization, then there will be 
less need to 	 carefully assess the functions of iiddlemen since 
they are not to be replaced by the organization, and other 
factors will 	 receive greater emphasis in the data gathering.
Likewise, if it is certain that the organization is not to be a 
producer's organization which will hold equipment in common, 
then there wi.ll be little reason to obtain data concerning 
attitudes towards common ownership. Figure Two at the end of 
Chapter Four iudicates data types necessary for specific types 
of organizations. These considerations should be obvious, but 
a person using Chapters Foar and Five to construct a plan of 
investigation may simply assume that all the information needs 
listed therein are always nece'sary. One could waste valuable 
and limited time gathering data that wil1 never be used, time 
which could have been devoted to gathering data on factors with 
higher priority. Prior to including any questions in a data 
acquisition 	scheme, always ask, "Why are we collecting 
these
 
data?"
 

Information gathering is expensive; it costs money which 
could be used for other necessary expenses associated with a 
fishery development project. It is thus important to allocate 
appropriate levels of funding to the information gathering
 
program. In circumstances where a government has already
 
established a policy of dealing only with fishermen's
 
organizations in development projects, 
then a full-scale
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investigation of the success potent ial of the organizations to 
be involved in the project under consideratiou would be 
essential and should receive priority fundi ,. If the idea for 
the formation of the fishermen's organizations is coming from 
the govelrumerit or aIot her outside agency, then the type of 
full-scale investigation described previously is what is called 
for. On the other hand, ii the idea fo r the fisherments 
organ izat ion or igin:.ted Wi th the fI shermen themselves , the much 
higher success rat c of such -ndeavotrs isip] iues that much less 
information is required in order to go ahead with 
this aspect 
of the project, and the r equired iLvestigation expenses are 
consequently much less. It should, tenethelss, be carefully 
v e r i f i vd th a t it is i lly a sizeable p o rOrtion of the 
fishermen who are interested, and not just a few highly verbal 
ind iv id a Is. 

Al though Chapter Four gives tle in.pression that a lot of 
information needs to he collected, the discu.s;sion of data 
galthering techniques in Chapter Five shows that much of the 
intoiiiation needed can be obtained from written material ard 
the use of properly selected key informants. Many of the 
problems which have been encountered in tAie past whn using 
I ish irmen's organizations could have been foreseen and avoided 
usi , only this level of information. When one considers that 
an initial information gathering phase based on written records 
and key , i.lf 0 relhi oriI!10 1a r Iau ion ay qe r oil, isan-ionth 
! eIss , (depending on the number of conmiun t os involved in the 
project) , iL i s a shame that so ,many II- cois ide red an(I
bound-to-fail fishermen's orgAnizat ion development projects
 
have been a I I owed to go forward.
 

Lxpenses involved in the second level of iavestigation,
 
the survey phase, a lso need not be great. It must be
 
remeibred that f isheruen are only a sma Il propo rt ion of the
 
popu at ion in many count ries so that samples need not be 
extremely large, and if only the data which is really needed is 
collected, each individual interview can be relatively short. 
Miethods for determiining adequate survey sample sizes for the 
required degree of accuracy o.re given in most text books on 
statistics or sociological suivevs (see for example Casley and 
Lu ry 1981 ). If the financial resources available are not 
adequate for interviewing enough fishermen, the certainty of 
conclusions and recomiendat ions based on the data gathered will 
be reduced. If the fishermen's irganizatLion being proposed is 
a central and critical element of the overall development 
program, as discussed above, the funding agency must be made to 
understand tlie fundamental iport ance of needed information, 
and persuaded to allocate enough money for the really essential 
investigations. The history of the use of fishermen's 
organizations is filled with failures which could have been 
avoided had the information gathering and evaluation techniques 
recommended here been put to use.
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Informlation Gathering and Evaluat ion of Pr -ex i st inj 
Fishermen's Organizations . When it has been decided that a 
fishermen's or:anization would perform a useful function in a 
fishery developuet pro ect o: if the host country gover ment 
encourages use of such organizations, it will be necessary to 
determine if th. re it any f ihserne' s organizations in the 
target area at the present timte. ]1 such oganlizations exist, 
one must find out (a) if they are irusetly effective; (b) what 
are rhe attitudesa and perceptionhs of the fishermen for whom the 
project is i ntended toward the existing tish irm, en' s 
organization; and (c) whether the existing organizaLions are 
compati;-le with I he new deve lopumllt plans. The techniques of 
iiformaLion 'aLhtLin1 ; shoi uld be used to obtain the categories 
a n d t y pe s o f nforMilation at, diSusstd in the preceding 
chapt er. I t iS i, portant t o st ress that when exist ig 
organizalions are being evaluated, oil i eMUS and soi members of 
tlhe organization ia' have a personal interest in presenting the 
txl Sting organization in it - most favoiable light. Experience 
has shown that intutrvicws conducted with coope rative officials 
and meIl e -s who "happlen" t o t( cunvenently present when an 
outsider vi sits a ru often vely unielliable sources of 
information. Tri s is especially true with the least effective 
f shehi r m n ' s o ri a n i z a t io n s . Mlembe r s o f i n e f f e c t i v e 
( anizatbons are often the least &tficient fishermen in the 
rep ion and have the mest to gain from out side aid. interviews 
co inducted wi Lh I i sht rmen who have d ro ped out of the 
organiiizatioI, or have r fausddlo to n are often much maiore 
informi ative and reveal ilag. 

If tLiii Lx:i st ilng orgaul zaL ion is lound to u presaently 
tlfect rye and fi u I y compatiblV wiLh the proposed project, use 
iL. If, however, Lhere are problems with resp ect to 
incompat ibility with the ptoject, the membership, and/or with 
fishernmen's at ti ides towards the e.isting organization, the 
possibil ity of mainlg ;cceptable changes should be examined. 
If tlhe eva luat ion has been conducted using the procedures of 
the previous chapters, the necessary changes in the 
organization should be obvious. A potential problem is 
deteri:jiining if the needed changes are cemtpatible wi t h 
regulations goverunAg fishermn' s organizations. This is 
especially a problem with respect to fishermen's cooperatives 
where the cooprative must conform Lot laws establ ished by the 
government. As noted above, these laws are somet imes not 
adapted to the needs of fi she rmen , and can result in an 
ineffective organization. If this is the case, either the 
project must obtain government permission for an exemption from 
existing laws, the laws must be changed, or the organization 
must accept losing its cooperatLive status and become some other 
type of society.
 

If none of these options are possible, attempts to 
develop the fishery with the use of a fishermen's organization 
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should be abandoned. It is better to use no organization at 
all, rather than waste precious development funds by funneling 
them through a corrupt or ineffective organization. 

Where Previous Oryanizations|Have Failed. The situation 
where cne is trying to establish a fishermen's organization in 
an area where previous organizations have failed is perhaps the 
most difficult. Fisherven will remember that something called 
a "society" or "cooperative" performed miserably in the past, 
perhaps actually hurting some of the., and they will want 
nothing to do with oie. 

The most logical approach when deal ing with such a 
situation is to first obtaini all written material on the failed 
organization, including the defunct organization's records, if 
possible. This written material may provide leads to be 
followed up in key informant intorvie , s. Key informant 
interviews should be conducted with ex-officers of the 
organization, government or other external agency personnel who 
were associated with the organization, as well as with 
fishermen, both those who belonged and those who did not 
belong. These interviews and the examination of records should 
be aimed at discovering reasons ior the previous failure. The 
investigation may be structured to obtain the kinds of 
information, outlned in previous chapters, but the investigator 
must always be on the outlook for unique causes of failure. It 
should be remembered that an organization's failure is often 
caused by a combination of factors, not just one factor. The 
investigator must search for additional contributing factors 
even after the one or two major factors contributing to the 
failure have been aucovered. 

After a review of written material and key informant 
interviews have been carried out, a survey of a small sample of 
the fishermen should he conductea to determine the extent of 
bad feelings about the proposed new organization. This survey 
could also be used to find out what the fishermen would expect 
to get out of such an organization as well as providing an 
opportunity to contact individual fishermen and give the 
message that the proposed new organization will not make the 
same mistakes as the previous one. By this time, the project's 
investigators will have already discovered most of the previous 
organization's problems, and disclosure to the fishermen of 
this knowledge will probably enhance the fishermen's feelingi, 
that the personnel responsible for the new project are 
competent. This knowledge of previous problems, as well as 
information gained from the survey of fishermen, can then be 
used to design programs to inform the fishermen of the nw 
organization, stressing those aspects that differ from the 
previous one's failures. In some cases, a change of name, 
e.g., from "cooperative" to "society" will also help improve 
the new organization's image. 
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Once again, however, it is important to note that 
government restrictions may prohibit some necessary changef, 

fron the previous organization. In these cases, the previously 
outlined procedure for revising existing organizations should 
be followod. 

Where There is No 1Iistory of Fishermen's Oranizatiois. 
Where initial investigations show that there are none now and 
never have been any type of fishtrmen's organizations, the data 
collection procedure should follow that outlined in the 
previous chapters. All relevant and necessary information 
should be collected anZ transformed into recommendations for 
developing the structure and operations of the proposed 
fishermen's organization. Information which is particularly 
relevant in this case is the structure and function of 

traditional forms u! cooperat ion in the fishermen's community 
(see Chapters Four and Five, data type 1.2). lere the emphasis 
will not be on us-ung or improving an existing organization or 
one that has failed. The problem is developing an appropriate 
organi zat ion. 

As a me:iis of maxiwi z ing the fit of the proposed 
organization to the society and culture of the fisher-men, it 
will be nucessary to determine aspects of traditional forms of 
cooperation and try to build teem1 into the new organization. 
For examiple, if in traditional forns of cooperation decisions 
are made by an eider after individeal/ private consultations 
with group menbers, it might - difficult or impossible to 
introduce a process where the membets vote on decisions either 
by ballot or voice votes at a group meeting. If traditional 
cooperating groups are relatively small in number (e.g., 10 to 
15 kinsmen or friends', organizations based on larger 
membership may prove unworkable. In this case, it might be 
better to have a number of smaller groups organized under an 
umbrella or apex organization. All of the data concerning 
traditional forms of cooperation detailed in Chapters Four and 
Five should be collected and used in this manner to develop an 
organizaion form which is appropriate for the fishermen to be 
organized.
 

Part of the information collected, of course, will deal 
with government regulations concerning organizations, If the 

projected form of organization which is most compatible with 
the evaluation of the information coll-cted does not fit 

government requirements, then attempts must be made to either 
obtain exemptions or fit the organization to the laws while 
still maintaining its usefulness to the target population. If 
neither of these options is possible, it would be better to 
proceed without an organization than to try to use an 
inappropriate form which could do harm to both the fishing 
industry and relations between fishermen and planners. 

Figure 4 provides a diagram outlining the procedures to 
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Figir 4 	 Diagram outlining suggested proc.edures to be used under the three 
cases of fishermen's organization devclopment discusscd in tho text. 
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be used under the three ca.,s of fishermen's organization 
development discussed above.
 

CONVERTING DATA INTO INFORMATION FOR DECISION MAKERS
 

A stack of key informant interviews or survey data sheets 
are of no use whatsoever unless this raw data is converted into 
information which can be used in making decisions concerning 
the development of fishermen's organizations. The purpose of 
this section is to pcovide some guidelines and examples which 
will illustrate hot,' one moves from data to operationally 
relevant recommendations. The examples are drawn from projects
which include a; onp component the establishimuent of fishermen's 
cooperatives. 

The first exam ple will focus on a common component of 
many programs aimed at developing some form of fishermen's 
organization. One of the most common complaints made by
fishernen and some of those who wish to help them is that they 
are being exploited by middlemen. They claim that the 
middlemen pay a very low price for their product and then sell 
it at a high price, This frequently expressed complaint has 
led to a wide spread view of the middleman as an exploiter of 
the fishermen and a barrier to developmcnt. Hence, many view a 
fishermen's organization with a marketing function as the ideal 
solution to the problem. It would put marketing in the hands 
of the producer Lnd get rid of the exploiter. Nevertheless, as 
noted elsewhere in this paper, fishermen's organizations often 
find that they cannot compcte with the widdlemen. This failure 
is frequently due to the fact that middlemen provide not only
marketing, but also some additional services to the fishermen 
(see Chapter Two). 
 These other functions of middlemen are
 
often not discovered until the new organization has either 
failed or is in the process of failing. If an organization 
aimed a'- replacing, the middlemen is to succeed, it must be able 
to compete successfully in the provision of all those services 
which the :nidd]emen traditionally provide. It is thus 
necessary, as discussed above, to determine the fishermen's 
evaluation of the real services provided by the middlemen. 
Once these services are determined, they can be worked into the 
design of the proposed fishermen's organization. Then a 
cvst/benefit analysis of the fishermen's organization versus 
the middlemen could be used to determine if the organization is 
a realistic alternative.
 

A study conducted in Costa Rica (Pollnac 1981a) can be
 
used to illustrate the techniques used to gather information
 
concerning this problem and the methods used to 
convert this
 
data into information of use in making decisions concerning the
 
development of a fishermen's 
marketing organization. In an
 
attempt to gain a more complete understanding of the middleman
 
in Costa Rica, 80 small-scale fishermen in the Gulf of Nicoya
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were interviewed. Fifty of these fishermen were from an urban 
area (Puntarenas) and 30 from a rural community (Costa de 
Pajaros).
 

In the Gulf of Nicoya, the middleman, or fish buyer, is 
an important individual in the structure of the sMall-scale
fishing industry. On the short strip of coastline where
interviews were conducted in Puntarenas, there were seven 
active widdlemen, while 17 middlemen were registered for the
entire town. At Costa de Pajaros five were active. 
 Other

middlemen existed in both areas, but they were either outside 
the particular sub-area samipled or not active during the
research period. Obviously, the midoleman performs the 
important function of purchasing fish from the fisherman for
resale to other middleien or retailers. HIe also, however, 
appears to provide other services for fishermen. Since the 
number of active middlemen in the region and statements made by
fishermen suggest that competition exists between the various 
middliemen, f ishermen were asked a very simple, open-ended
question as part of zi larger interview (cf. Pollnac 19 8 1a):
"Why do you sell to one middlean iather than another?" The 
answers to this question were examined, and it was found that
they could be classified into the eight categories listed in 
Table 1. 

Table I

Distribution of rationales for selection of middleman. 

Percent of
 
Rationale fishermen giving rationale 

Better prices 
 48
 
Provides help (loans, otc.) 45 
Fair treatment 
 31
 
In debt to middleman 9 
Friendship 8 
Always buys fish 
 6
 
Closer to residence 4 
Other 10 

N = 80 

aotal exceeds 100 percent because each fisherman could,
 

and often did, give more then 
one rationale. Only the
 
first three rationales given by each fisherman were
 
counted.
 

The most frequent rationale for selecting one buyer over
 
another is the price paid for fish. The second most frequent
rationale is that a fisherman would rather deal with a buyer 
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who helps him in some way 3 such as providingparts, loans, picking upetc. Fishermen also select a buyer on the basisthey perceive as of whatfair treatment. This category includesattributes theof honesty, immediate paymentdiscarding marginally spoiled 
for product, not

fish, etc. Ninefishermen report percent of thethat they sell to a specificthey buyer becauseare in debt to him, while S percent claim theydecision on make theirthe basis of friendship. A small proportionfishermen of thechoose middlemen who never refuseSome middlemen refuse to buy 
their product.

when the market is glutted, andthe fishermen are forced to let thei, productfishermen noted that they deal 
rot. Several

with a specific buyeris located because hecloser to their home. The "other" categoryresponses which do includesnot easily fi t anycategories, such 
of the previousand includes things as "character of buyer,""landing facilities," and "more responsible."Due to the fact that Lhe rural and urban regionsGulf of Nicoya of theare quite different, the first andpresumably thereforemost important responses from each fishermanexamined we'rein terms of where 
the fisherman
expectation lived. Thethat urban fishermen wouldrural fishermen be more likely thanto select buyers on the basissupported by of price wasthe data (44% for urban versusfishermen, respectively; 23% for ruralChi Square = 3.47, p < .05; one-tailedtest). Urban fishermen are most involved so in the cash economy,we would expect that the prices paid by middlementhe most important attribute would bein the urban area.the rural In contrast,fishermen are in themore interested

Iniddleman provides in the 
help that theform of loans, picking upequipment, parts foretc. (37% for rural versus 14%Chi Square = 5.52, 

for urban fishermen;
p < .02). Finally the relationshiparea of betweenresidence and the "fair treatment" category was notstatistically significant (Chi Square 
= 0.02, p>.lD).The information 

represents analysis 
from the exa.mple presented abovethe of the dat, obtained fromopen-ended one simplequestion. NeverL"'eless, it providesinformation importantwhich can be used to make significantconcerning decisionsthe establishment of marketing cooperativesthese amongfishermen. First, a farther analysisimportant to of what isfishermen in the "provides help" category wouldindicate services that a marketiag cooperativeto effectively compete with 

should provide
existing middlemen.rural-u-ban Second, thedifferences discovered indicate that cooperativeswill be required to provide different patterns of servicesdifferent regions of the 

in 
country.
For the purpose of this guide, one finalconversion example of theof raw data into useful informationdecisions for makingconcerning 
the development of 
fishermen's


organizations should be sufficient.

Fishermen in four distinct areas of the Pacific coast of 
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Costa Rica were interviewed as part of a larger fisheries 
development project (Poggie 1981 ). The Costa Rican Government, 
as part of a fisheries development project, was in the process 
of trying to establish a single fishermen's cooperative 
throughout the area of ti;o survey. Many of the regional 
fishermen had been contacted concerning t is project. The 
regions included in the survey included PuntaLmas and Costa de 
Pajaros, described above, as we_] I as Playa el Coco and four 
sma 1 ler fishing communitie . in the northern section of 
Guan.caste Province. Playa el Coco had previously had a 
cooperative for a very brief period of tiie, but it was 
inactive when the interviews were conducted. A relatively 
unsuccessful cooperative which included Pumtarenas and Costa de 
Pajaros was struggling to keep its Lead above water in the 
severa years preceding this survey. Playa el Coco and the 
other focr small fishing communities differed from Puntarenas 
and Co st dce Pajaros mainly in terms of distance from tLe 
capital (San Jose) and the major port facilities available at 
Puntarenas, as wel I as in terms of the smal I number of active 
middlemen in their region. Playa el Coco was served by only 
one middleman, while the four smaller communities farther north 
were together served by only three middlemen: one community 
had two middlemen aud the other three communities shared one 
middleman. 

As a means of discovering the be] icfs concerning 
fishermen's cooperatives in these four regions, fishermen were 
requested to answer a simple, open-ended question: "What are 
the benefits of belonging to a fishermen's cooperative?" 
Responses were examined, as in the previous example, and it was 
found that the responses could be classified into the nine 
categories listed in Table 2. 

The first striking aspect of this data is the high 
frequency of fishermen who claim that they do not know the 
benefits of cooperative membership in a region where the 
government is actively promoting cooperative development. The 
second is the large proportion of fishermen in the two southern 
regions (Puntarenas and Costa de Pajaros) who assert that there 
are no benefits to cooperative membership. The greater 
proportion of the fishermen in ttme southern region either do 
not know or deny that cooperative membership has any benefits. 
Finally the highest frequency of positive responses (provision 
of equipment and supplies) are found in the northern, more 
isolated areas (Playa el Coco and the four northern 
communities). 
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Table 2 
Perceived benefits of belonging to a fisherm1an's cooperative 
Percent distribution.
 

Four
 
Response category Puntarenas 	 Costa de Playa northern
 

Pajaros el Coco communities
 

Do not know 16 52 28 52
 
No benefits 48 20 10 06
 
Equipment/supplies 01 00 31 32 
Mutual help 16 08 05 06 
Bette'r .income, 09 04 08 00 
Other positive 04 08 08 00 
Savings plan 03 06 00 03 
Loans 	 01 02 03 00
 
Marketing 	 00 00 08 00 

Sample si7re 67 50 39 31 

Adapted from Poggie (1981). 

This information can be 	 converted into severe l 
operationally significant recommendations concerning the 
establishment of fishermen's cooperatives in the region: 
first, it is clear that well designed educational programs 
concerning the benefits of cooperative membership need to be 
used in the entire region if a cooperative development program 
is to have any chance for success. The program will have to 
take into account what it is that fisherr.ien object to with 
respect to the operation of the cooperatives that exist or have 
existed in the region. Second, variation in fishermen's 
perceptions o- benefits of- a fishermen's cooperotive indicate 
that cooperatives should perform different functions in 
different areas of the region. For example, it appears that 
the cooperatives in the north would be more successful if they 
focussed On supply functions. 

The above, two examples, although limited, should make it 
clear that data collected as suggested in previous chapters of 
this manual can be converted into information of use in 
designing programs for the development of fishermen's 
organizations. The examples focussed on data generated by 
open-ended questions since some practitioners have suggested 
that this type of question is both particularly informative and 
particularly difficult to analyze. It is hoped that this brief 
section will illustrate the value of open-ended questions, as 
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well as the conversion of the raw data into useful information. 

SUMMARY AND CHECKLIST 

Application of previous sections of this guide should 
result in a set of information which will facilitate decision 
making concerning the implementation of fishermen's 
organizations as part of a fishery development program. The 
information should allow one to design organizations 
appropriate for the targeted fishing comrunities. As a summary 
and conclusion to the guide, a checklist of questions is 
provided which should be answerable with information gathere-i 
as a result of the information gathering strategy described in 
previous sections of the guide. 

1. CHECKLIST CONCERNING ORIGINS AND BACKGROUND 

A. 	 WERE THE FISHERMEN THEMSELVES THE SOURCE OF THE IDEA 
FOR THE ORGANIZATION? 

Although a yes answer to this question indicates the 
most favorable circumstance, it is possible for 
organizations introduced from the outside to succeed if 
the fishermen are convinced of the usefulness of the 
society and involved in its development from the 
beginning. 

B. 	 WILL IdE ORGANIZATION HAVE ITS ROOTS IN A SOCIAL GROUP 
THAT ALRFADY EXISTS IN THE COMMUNITY? 

If yes, the situation is favorable for the development 
of a fishenen's organization, especially if the group 
was successful and composed of members who cooperate to 
achieve a common goal. If no, organization development 
can still proceed, but it will not be as rapid. 

C. WILL THE FISHERMEN HAVE A ROLE IN DECISION MAKING DURING 
THE FORMATIVE PHASES OF THE ORGANIZATION AS WELl. AS IN 
LATER PHASES? 

If yes, the fishermen's input should help to structure 
the organization in a manner compatible with their 
needs. If not, research has shown that the failure rate 
is much highler for organizations which have little or no 
input from the fishermen with respect to decision 
making. 
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D. WILL MEMBERS OF TIHE OLD GROUP COOPERATE IN 'THE FORMATION 
OF 	 THE NE, ORGANIZATION? 

If not, the new organization should be formed 
separately, and it shon ld be made clear that the new 
group is not o tLhrat to the old. 

E. 	 IS THE PROIOSED SIZE 1' THE ORGANIZATION COMPATIBLE 
WITH THAT OF TRADITIONAL GROUPS? 

If not, number-s may be so large that traditional forms 
of group intraction way not be able to cope, and the 
organiz;It*(1 inay not bt a le to function effectively. 

F. 	 IS THE PROPOSED ORGAN]IZATION FORM PASEI ON AGRICULTURAL 
ORCANIZATIONS, AN OUTLINE PROVIDE) IN A COOPERATIVE 
DEVELOPMENT MANUAL, OR LEGAL REQUIREMENITS? 

If yes, the organization may not be adapted to local 
need s. The organizational form mst f it the needs of 
the local fishermen, which are often different from 
farmers or fisherv;e1 froil other reogJons. 

,. 	DOES TlHE PROPOSE D ORGANIZATION FIT LOCAL LEGAL 
REQU I RI"ENTS? 

If 	 an organization designed to fit local needs cannot be 
adapted to local legal requirements, then either the 
organization must anobtain exemption or abandon 
development plans. Some t ios, however, the organization 
can adapt to the laws by changing its name from
"cooperative" to 	 "society." 

2. CHECKLIST CONCERNING THE SOCIAL ORGANIZATION OF FISHING 

A. 	 DOES THE PROPOSED ORGANIZATION CONFLICT WITH THE 
TRADITIONAL DISTRIBUTION OF LABOR? 

If 	 yes, there are bound to be developmental problems
unless the conflicts are somehow settled in advance. 
Those with vested interests who will be displaced will 
work against the new organization unless acceptable 
alternatives are found for them. 
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B. IF JOINT HIRE-FURCHASE CONTRACTS FOR VESSELS OR FISHING 
GEAR ARE PART OF THE NEW ORGANIZATION'S OPERATIONAL 
STRATEGY, WILL THE GR0IMPS WHO HAki.I THIE CONTRACTS BE 
SUFFICIENTLY STABLE TO AVOID SPLITTING APAR.T BEFORE THE 
CONTRACTS ARE FULFIILLED? 

If not, other Lypes oL contracting schemes must be used. 

C. DO THE ORGANIZATION'S RESI DENCY REQUIREMENTS TAKE INTO 
ACCOUNT THE hOVEMENT OR MIGRATION OF POTENTIAL MEMBER 
FISHERMEN?
 

If not, the requ iresent wi. 1 have to be changed. 

3. CHECKLIST CONCERNING MEMBERSHIIP 

A. IS MEMBERSHIP RESTRICTED TO ACTIVE FISHERMEN AND 
PARTICIPANTS IN THE FISHERY WHO ARE INVOLVED WITH 
FI SltERIEN ? 

If not , it nust be noted that several studies have 
indicated that fishermen object to having individuals in 
the associ-atiov who have nothing to do with fishing. 

B. DO 'lE FISIt'IBMEN HAVE SUFFIC IENT EDUCATION TO UNIERSTAND 
THE ROUTINF OPERATION OF THlE OR;ANIZATION?
 

If not, they 
 may be suspicious of some procedures. It 
is suggested that the organization develop no funcLions 
that are beyond the abili.ty of its members Lo understand 
(at least superficially). The organization can develop
information programs which will allow it to grow along 
with its me:.ibers.
 

C. WILL THE ORGANIZAT1OHAL REQUIREMENTS CONFLICT WI.Ti 
TRADITIONAL FREEDOMS PRACTICED BY FISHERMEN?
 

If yes, chances for success are minimaI 
 unless the 
fishermen are truly convinced that the conflicts will 
lead to greater freedom in the long run. 

D. WILL THE ORGANIZATION FULFILL IMPORTANT FUNCTIONS SEEN 
AS NECESSARY BY POTENTIAL MEMBERS?
 

If not, the organization should be restricted to meet 
those needo which are 
capable of fulfillment.
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E. 	 IS PROPOSED HIEMBERSHIP COMPOSEI) OF DIFFERENT TYPES OF 
FISHERMEN WHO EXPLO]T DIFFERENT STOCKS THAT REQUIRE 
DIFFERENT GEARS METIhODS AND FISHING TIMES? 

1 , yes, the differt:nt types of fishermen may require 

different ty'peS of .S;ervices and operaLing times, 
potentially restultiini in inte'rnal conflicts of interest 
and/or i neffI ci in~ci , in operation. 

4. CHECHKLIST CONCEENNGICEONOM.IC FACTORS 

A. 	 I S THtERE SUFFIClENT CAP ITAL AVAILABLE TO MEET THE NEEDS 
OF THE ORUANIZATI)N'! 

If not, can furLthr sources be identified? Under 
capitalization has r,sulted in numerous cooperative 
fai lures. It is ;a very serious problem which must be 
dealt with realistically. loderate loan,; on realistic 
terms (not ,;subs idieS) are sojetimes available and 
useful 

B. 	 ARE POTENTIAL l'ARTICI PANTS REQUIRED TO MAKE A 
SUB STANI I AL (ONTRI BUTI ON TO THE FORMATION OF THE 
ORGANIZATI(iN IN EITHlER LABOR OR MONEY? 

' 	 re I s aim, It cv'idtnc t, that te dto ree of personal 
econol i c col:s1, i timit I Itln part l oumbenI-s IS po s it Ive I y 
correl a ted w itI,I I an I Za Li ll I .tuccess. 

C. 	 IF IT IS A HARKETIN(G ORGANIZATION, IS THERE SUFFICIENT 
WORK1NG CAPITAL SO THIAT FISHERMEN CAN BE PAID FOR FISH 
UPON DELIVERY? 

If nfo t , III %v C a 1 i t a 111sstL ) e a r ra n g e d. o 1 , 0 1- k i 11 ,-

Market ing or;anizat ions have been known to fail when 
they could not compete with middlemen with respect to 
immedi-ate paylent for J ish. 

D. 	 IF TIlE ORGANIZATION WIL1L PROVIDE LOANS TO FISHERINEN, ARE 
REPAYMENT PROCEDURES COMPATI BLE WITH TRADITIONAL 
REPAYMENT TECHNIQUES? 

If not, many defaults may occur, resulting in failure of 
the organizatLion. 

E. IF THE ORGANIZATION IIAS SUPPLY AND CREDIT FUNCTIONS, 
WILL CREDIT BE AVAILABLE FOR MAINTENANCE, REPAIR, AND
 
REPLACEMENT?
 

If 	not, initial investnient may in some cases be lost. 
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5. CHECKLIST CONCERNING GOVERNMENT SUPPORT
 

A. 	 DO THE GOALS OF THE PROPOSED ORGANIZATION FIT GOVERNMENT 
DEVELOPMENT GOALS? 

If not, government opposition, rather than support, may 
develop. 

B. 	 DOES THE GOVERNMENT RUN TRAINING PROGRAMS FOR THIS TYPE 
OF 	ORGANIZATION?
 

If not, it is possible that arrangements will have to be 
made to tra in management and members with either 
government or other funds. 

C. 	 DOES LEGISLATION EXIST, OR WOULD THE GOVERNMENT BE 
WILLING TO MAKE LEGISLATION, WHICH WOULD FACILITATE THE 
FORMATION OF FISHERMEN'S ORGANIZATIONS? 

If yes, it will make the organization much easier to 
fo r •m. 

6. CHECKLIST CONCERNING ADMINISTRATION OF THE ORGANIZATION 

A. CAN ADEQUATE MANAGEMENT AND LEADERSHIP BE FOUND WITHIN 
THE FlStiNG COMMU IlTY? 

If not, there may be problems due to the fishermen's 
lack of trust in outsiders. Bonetti (1976) has noted 
three stages in the development of leadership in 
successfu I fisheurmen' cooperat iv es. First, the founder 
is often a fisherman who is recognized as a leader. 
Second, a director is appointed who has some connection 
with fishing (family, past experience) or holds a 
position in a fishing community, but who is somewhat 
detached, often because of education level. Third, the 
complexities of management force the fishermen to 
concede that they need outside expertise. 

B. WILL THE BOARD OF DIRECTORS BE ELECTED BY THE FISHERMEN 
OR APPOINTED BY TIlE GOVERNMENT OR SOME OUTSIDE AGENCY? 

Research has indicated that fishermen's organizations 
are more likely to succeed if the fishermen play a role 
in appointing the board of directors. When board 

members are selected by an outside agency the failure 
rate is relatively high. 
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C. DOES THE PROPOSED MEETING SCHEDULE OF THE ORGANIZATION
 
CONFLICT WITH FISHING TINES?
 

If yes, meeting schedules must be coordinated with 
fishermen's schedules or they will be unable to provide 
needed input.
 

D. WILL THERE BE ADEQUATE MONITORING TO PREVENT CORRUPTION?
 

If not, experience has shown that cheating and other 
illegal activities can develop which will destroy the 
organization. 

E. WILL THERE BE MORE THAN ONE GOVERNMENT AGENCY 
RESPONSIBLE FOR ASPECTS OF THE ORGANIZATION? 

If yes, there must he adequate means of coordinating the 
various agencies' activities. This will be especially 
important if there has been a history of lack of 
cooperation between them. 

F. 	 IS THE LOCATION AND STRUCTURE OF THE PROPOSED 
ORGANIZATION'S MEETINGS COMPATIBLE WITH MEMBER'S NEEDS? 

If not, the meetings will be ill-attended and desired 
input and feedback will not occur. 

If the investigation allows one to answer each of the 
above questions in an adequately positive fashion, then 
development can proceed. If some of the quest ions cannot be 
favorably answered to the satisfaction of the investigator, it 
is probably best to delay organizational development until the 
problems can be resolved. This delay would be preferable to a 
failure which may not only harm the fishermen, but turn 
fishermen against future attempts at development. 
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