CAT B gy 3
rE VIR A I

Bl ST,




EVALUATING THE POTENTIAL OF FISHERMEN'S
ORGANIZATIONS IN DEVELOPING COUNTRIES

By

Richard B. Polinac
The University of Rhede island

L
International Center for Marine Resource Development
The University of Rhode ¥sland, Kingston, RI

1988



ACKNOWLEDGZMENTS

The author would like to thank Jan P. Johnson, UNFAO Fishery
Industry Officer, whose efforts stimulated preparation of this
document. He would also like to thank Uwe Tietze and Steve
Drew of the UNFAO Fishery Industries Division whose
encouragement and cowments helped in preparation of the final
draft. The study was initiated and sponsored for the most part
by the Food and Agriculture Organization of the United
Nations. Final editing and publication of the document was
supported by the USAID Cooperative Agreement DAN 4024 A-00-2072
"Fisheries Development Support Services" S&T/ACR/RNR.



TABLE OF CONTENTS

List Of FigUIeS teeveverrnonsnussasonsocsaacoasasssnarnas
List Nf Tables wueveereeerarotososoooensnsaccsnnssasnsasss
InNt1rOdUCLION wuvssveersnasosocassososeesosnssonassnssssen

Chapter 1: Fishermen's Organizations and Fishery
Development e e ieratenasoeenannsrsonnossossosenanses

The Role of Fishermen's Organizations in Fishery
DevelOopmeNnt sieesesseseernassrsassssosannes
Types of Fishermen's Organizations .ueeeeeeeesvecoeases
Cooperatives and ASS0CIALIONS vivewwrevvnsooansansnans
Supply cooperatives or associations cevessecsesass
Marketing associalions Or COOPEratives sevenesese.
Credit cooperatives Or a4850CIiALIONS veseoonnsansas
Production cooperatives or associations .eeesessss
Service associations or coOperatives seesesveseens
Multipurpose cooperatives Or assoCLlaliONS eeseasos
Umbrella or apex associations or cooperatives.....
Fishermen's Unioms ..evusveeneenrononensnontonnenanna
Fishery Related Organizations veeesvsevesserooeeansss

SUMMATY + e vt eeenoreesenessanrossssssssscoancananenans

Chapter Z: Fishing Communities and Organization
Development v oteeiineiiiiieerereeorosssonnatranansns

IntroduCtion cuveveeeseetensseeeasossosesosnsssosansasas
Resource Variability, Migration and Organization
Development «eseeeressnssossossossssarsssasassssonnnnse
Resource Variability, Loan Repayment anc¢ Organization
L o o) = I
Fishing Cycles, Meeting Attendance and Organization
Development ..vveeeeiiinneneeseensentanssssansarosens
Equipment Depreciation and Organization Development ...
Role of Women and Organization Development ....veeesses
Isolation of Fishing Communities and Organization
Development cieeiererirraritionnrcasestsinnrsanssnnas
Isolation, Education and Organization Development .....
Isolation, Deception and Organization Development .....
Sea Tenure and Organization Development +..vesivseranss
Fishermen as Independent Types and Organization
Development «iveiuieeeeeennenorocanonnnsssstossonnsnsns
Need for Harmony Within Fishing Crews and Organization
Development «eveieeeeeeiesessosnoosencanscoasoceanansses

Periodicity of Income, Postharvest Loss and Organization

Development +ivieverereceerivsnoseeensonssnssansssssnans

(=R e LN IR e A=A N> N O, B T SN SN

—

11
11
11
12
13
13
14
15
16
16
X7
19
21

22



Perishability of Fish and Organization Development ..
SHMBALY vv ettt entnentnnnrennernoeaooeassonasonnsss

Chapter 3:

General Factors Influenciug Success of

Fishermen's Organizations seeeeersesecnscacaesas

Introduction

Origins and Background ...........

Local initiative

Early investment by fishermen ..

Foundation in traditional organizations

Past experiences ........
Organization structure ..

Laws concerning fishermen

Training necds ..........

Legislative Support
Vested interests ..
Membership ..o.vvvunas
Group size ..oevvus
Hembers

Heterogeniety of membership

Administration

.

.

L A N )

Management expertise .....

Organizational complexity

Meeting attendsnce .....

Interagency cooperation

Socioceconomic factors

Availability of capital

Evasion of Rules
Summary ....

Chapter 4:

Organizations in Developing Countries .

B I R N R R

s organizations

e 0 0 00

Origins and Background ........

Social Organization of Fishing

Membership ..oveevunn.
Economic Factors
Government Support ..
Administration

ce e

.

c s s e

Types of Information Meeded to

Evaluate
Factors Influencing the Potential of Fishermen's

DR A A )

23
23

26

26
26
26
27
28
30
30
32
32
33
33
34
34
34
36
36
36
38
38
39
39
39
40
41

42

42
43
43
44
44
44



Chaptexr 5:
Developing Countries «.veeseevans

INEroduction «evvvenssnannanonnses
Use of Available Written Records .
Key Informant Interviews ....ovss.
Sample SUIVEYS tvviivrnnerinnavnas
Finding INCCIVIewers «.oeveseesons

Chapter

How to Obtain Information Needed
the Potential of Fishermen's Organizations

.

6: Designing and Using an Information Program

for Developing Fishermen's Organizatlons .eeveeecess
I g

Deslgning the Program to Generate Information .....e.

Assessing priorilles ceeveeeeaess
Information gathering and evaluation of pre-existing
fishertien's organizalions «uieeeeeeeeerennnsaseaass

Where previous organizations have railed ........
Where there it no history of fishermen's
OTEaNIZALI0NS weeeeerasasaosooassonsssananssess
Converting Data Into Information for Decision Makers
Summiary and Checklisl oovveenevneeeeosersessssrtosens

References ClEed +evessesosanssssossessasesvseosssssns

[
[
[

.

to Evaluate
in

46

46
46
48
49
54

57

57
57

59
60

61
63
68

14



LIST OF FIGURES

Figure 1. Aspects of man's adaptation to the marine
environment that conflict with aspects of
fishermen's Organizations ....eeeeeseeveeneeenes 24

Figure 2. Matrix relating organization functions to
suggested data Lype cuveeiiiinerennerrennnnannee 45

Figure 3. Matrix relating data type to suggested data
collection techniqUeS vivveeveesrueensnensnsneees 56

Figure 4. Diagram outlining suggested procedures

to be used under the three cases of fishermen's
organization development discussed in the text . 62

LIST OF TABLES

Table l. Distribution of rationales for selection of
Middleman 4 ve ettt rnreriiensenneraoesonnonsnasns 64

Table 2. Perceived benefits of belonging to a fishermen's
COOPETALIVE tiveiinnennnsnrosanoneneesrsenncanese 67

iv



INTRODUCTION

Over the last several decades, there has been a growing
awareness of the important role fishcermen's organizations,
especially cooperatives, can play in the development process.
Nevertheless, the development and use of these orgauizations
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 informacion which can be used for
evaluating a fishery concerning the potential for establishing
organizations as well as providing guicdelines for using the
information in decision making during the implementarion of
fichermen'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
userul for obtaining information to be used in both planning
and implementation. Members of cooperative departments in
governuent winistries who have had little or disappointing
experience with implementing organizations among fishermen can
use the guilde to adapt their procedures to the needs of
fishernien. Finally, cooperative training institutes and
extension agents will find a great deal of infcrmation which
can form part of their tralning programs.

The first chapter of the guide examines the role of
fishermen's organizations in fishery developmert 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 whicih =are
related to problems in developing f{ishermen's organizations.
General social and cultural factors which 1influence the success
of organizations are also examined. The chapters are based on
a review of project reports, rescarch 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 mors detailed information if nceded. The final three
chapters of the gu.de outline the kinds of informatioan needed
for the development of fishermen's organizations, 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 ORGANIZATIONS AND FISHERY
DEVELOPMENT

THE ROLE OF FISHERMEN'S ORGANIZATIONS IN FISHERY DEVELOPMENT

Small-scale fishermen, who are frequently among the
poorest of the rural poor in developing countiies, are faced
with seewingly iwpossitle obstacles in their attempts to better
themselves. Meynell (1984) writes that swall-scale {ishermen,
a marginal and exploited group of producers, are 1lmpeded by
existing economic and social power structures and suggests that
fishernen's cooperatives are the ideal organizational form to
oviycone these obstacles despite their limited success rate in
development projects.

Meynell (1984:27) suwmarizes the ad vantages of
cooperatives as follows:

"l. Greater control by wembers over Lhe business
and benefits of dheir organization.

2. Comwbined action can be more effoctive than
individual action whether it is in reduced
costs of inputs bouypht In bulk or in negotiation
with buyers or governuent.

3. Support of sccond and thitd tier federations of
cooperatives providing adviece and nore
speclalized scrvices which a pramary society
could not organize.

4. Group commitment to actions undertaken by the

cooperative."

Jentoft (1985, 1986) expands discussion of these
advantages by noting thal 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 managemenl purposcs. They
thus play a role in the political process, helping to implemrat
government policies through provision of information for
decision making and formal training activities.

The use of cooperatives as a tool in development has been
advocated by major development ageuncies and goveruments at
various times during the past four decades (Pollnac 1985). The
United Nations Food and Agriculture Organization (UNFAO) began
to argue for cooperatives as ecarly 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, reduecing the price of consumer goods to
all people, and develcping crop insurance and other forms of
mutual aid which will enable rural pcpulations to improve
production and conditions of life'" (Miller 1964:102). The



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 iInputs and techniques (Laidlaw 1962; Dulfer
1971). Hence, in the 1960s the UNFAO's governing body began to
cncourage the development of cooperatives in various sectors
(Dulfer 1971), including fisheries (FAO 1971).  Mauny UNFAO
fishery projects in the 1960s and 1970s reflected this
encouragenent by wmaking fishermen's cooperatives the key
institutions for developing small-scale fisheries. The UNFAO
was not alone i1n this ewmphasis as evidenced by the fact that
cooperatives f{igure in 533 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 delilver services to small-scale
producers, it became evident that the fallure rate was
unacceptable. An expert who held the post of FAO Regional
Fisheries Officer in Latiu America for 10 years wrote 1in the
mid-seventies that cooperatives have failed so often and with
such notoriety that there was widespread skepticism among
fishermen concerning thelir uselfulness (Miyares del Valle
1974). A 1975 FAO fishery report detailed many of the
shortcomings of cooperatives along with snuggested causes (FAOQ
1975).  Nevertheiess, the report concluded that "cooperatives
appear to offer the best weans for assisting fishermen ..."
(FAO 1975:7).

Although there are a fair number of reports concerning
the f{allure of fishermen's cooperatives, it is clear that there
are also successes. Pollnac (1981) notes that there is a
tendency to write more about fallures than successes. Allsopp
(1985) suggests that this 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 1in
isolation from other fishery firms. For example, 1is the
failure rate of fishermen's cooperatives any greater than that
for comparable firms in the 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
rerformance 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.y. changes in
the economy, fishery environment, etc.). The Norwegian
experience may not be applicable in other contests, but until
further information is made available and analyzed, it will be
difficult to claim that the failure rate of cooperatives 1is any
greater than that for other firws 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 bepin to rethink
the process of cooperative development. A 1977 FAO report
concluded that classical European cuooperative systems will fail
in developing countries unless they arve adapted to local
realities, and that a minimum of five to ten years preparation
Is needed (FAO 1977).  Also, in the late 1970s an alternative
concept for small-scale fishery development including an
optional cooperative clement was being claborated--the
community ftishery center (ef. Ben-Yawmi 1980). The community
fishery center concept does not insist ou ready-made solutions
like the covoperative but stres<es that solutions must be
adapted to local needs. For exawple, as long as all scctors of
the fishery and cheir infrastructures are adequately considered
(harvcsting,, marketing, processing, supplies, ete.), the
various sectors can manifest any combination of appropriate
ownership patterns; e¢.p., private enterprise, cooperative,
povernment, or comwunity enterprise. Additionally, and related
to the community fishery center, is the concept of "grass root
sgrouns and associations," for both small farmers and
fishermen. The ccencept emphasizes 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, 1t provides a means for avoiding both
the stigma of the term "cooperaltive" and the rigid rules and
regulations surrounding the formation of cooperatives 1in the
developing world.,

Despite the above noted problems with fishermen's
cooperatives and the suggested alternatives, many international
aid programs continue to promote their use to one degree or
another. In addition, development agencies often have little
cholce 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 theoretically at
least cooperatives appear to be organizations which can be
quite effective in fishery development programs (Pollnac 1985,
1981; Meynell 1984) as well as function to facilitate the
communication process between plauners and the fishery sector
(Pollnac and Littlefield 1983; Jentoft 1985), clearly indicates
that developwent decision makers will frequently be in
positions wherce they will have to make decisions concerning the
use of fisherwen's cooperatives in development programs. These
decisions wust be made on the basis of adequate information,
the identification and acquisition of which 1Is the subject of
the remainder of this guide.

TYPES OF FISHERMEN'S ORGANIZATIONS

The purpose of this subscction 1is to briefly describe the
types of fishcrmen's organizations that are comwmonly found
around the world. Since this manual is supposed to have
international applications, it is lmportant to clearly define
the terms used to avoid possible misunderstandings that may
arise duc to varying uses of sowe of the terminology in
different regions of the world.

For our purposes here, we will use the term
"organization” to refer to all of the various types. An
organization is o group ol people who have come together for
some purpose. They are working together because the purpose
can be morce easily achieved with a group of people than by
isolated individuals. The major types of organizations used by
fishermen are cooperatives, assoclatious, and unions. In the
remainder of this chapter, we will lock at each of these major
types as well as the functional subtypes (e.g., marketing
association, supply cooperatives, etc.). Finally, at the end
of this chapter, there is a discussion of a selection of
non-fishermen's organizations which can play an important role
in the fishery and fishing community.

Cooperatives and Associations

The main distinction between cooperatives and
assocliations 1s 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 Lo 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 cooperative status in some
countries.

Fisherwen's associations are organizations that are wore
loosely defined than cooperatives. In some cases, they are
quite informal, based entirely oun the consensus of members with
no external legal foundation. Tn other cases, they may be wore
like businesses, incovporated within the legal systen as any
other busincss.,  Frequently associations sre not “ilyivie for
the same type of govermment benefits as cooperatives, but they
have more freedom in terms of their organizational structure
and function.

Both types of organization can be subcatcegorized inco
subgroups on the basis of the services they perforw for the
fishermen. In wmost cases, cither a cooperative or an
association can carry out the sawe functions, hence in the
discussion that follows, both types of organlzation will be
considered together with regpect to specific functions.

Supply Cooperatives or Assoclations. This type of
organization has the function of supplying ftishermen with
necessary inputs at g reasonaLble cost. Many times fishermen
are located in areas remote from large trade centers. They

must either travel to the trade center for supplies or depend
on middlemen who will add cests of transportation and profit to
the selling price.  This can result in a loss of fishing time
and/or an expense far above what the fishermen need pay for the
supply. A supuly cooperative or association located in the
fishing community can reduce both time lost from fishing and
the cost of supplies to fishermen. I1f the organization stocks
needed supplies such as spare parts, gear, gasoline, and oil,
the fishermen nced not lose Lime going to the trade center or
waiting for the middleman to make an order and deliver the
goods. Additionally, by buying in bulk, the organization can
negotiate wuere favorable prices for the fishermen. In some
cases, 1f local laws permit, the organization can obtain the
material without the addition of local or import taxes; hence,
providing additional savings for {isherwen.

Marketing Associations or Cooperdtives. Fishermen nced
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 fishermen and fish dealers. The
fishermen, together in the organization, will be in a stronger
position 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 condit.ons. In many developing countries, this type
of organization attempts to perform functions originally
carried out by traditional middlemen such as buying, selling,
storaze, and initial processing (e.g., cleaning, filleting,
cooling, freezing, smoking, etc..).

I{ {ishermen in such an organization find that it 1is
impossivle to obtain a fair price from existing fish dealers,
the organization may be further developed to take over the
functions of delivering fish to wholesale or retall markets or
retailing the fish.

Credit Cooperatives or Associcstions. Small scale
fishermen frequently find it iwpossible to obtain credit from
formal finmancial institutions. This 1is due to the fact that
they are relatively poor and usvally lack adequate collateral
for loans, By forming a group, the members can act as
guarantors for each others' loans, and 1n some countries,
obtain subsidized credit. In the most basic case, this type of
organization obtains 1its capital from members' deposits. This
type of credit organization 1s usually only found in small,
clese~knit communities that have a tradition of circulating
credit schenes. In the most cowmon case, the organization
obtains capital from outside sources, usually government
development banks.

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, 1t 1s more economical
for groups of fisherien to pool their gear and divide expenses
and profits. For evample, 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
repalrs, maintenance, replacement, and loan repayment as
needed.

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

Multinuipose Ceceperatives or Associations, Frequently
aftes a single purpo.. organization has been in operation for
while, members begirn to see the value of working together as
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 or
all of the abave types. Such an organization is frequently
quite complex and difficult to manage. especlally as the number
of functions become quite large.

R

Unbrella or Aper Associations or Coopeatives. Umbrella
Or apex organizations atre organizations made up of smaller
organizarions. An important function perforwed by these higher
level organizations is that they are ofion centers with
resources taat neced not be duplicated at each of the lower
level associations or cooperatives. For exumple, in fisheries
where the fishermen are strung-out along the coast in
relatively small communities, each community may form some sort
of organization. Each vurganization will be relatively small,
drawing members from an area with limited resources. These
smaller organizations may neced a skilled resource person such
as an accountant, Since the organizations are relatively
small, they may ouly need an accountant on g part-time basis;
hence, one accountant could reside in the apex organization and
be shared by all nembers. This could also apply to other
resources that would be redundant if duplicated in each small
organization. Tor example, one large refrigerated truck may be
sufficient to distribute the fish from all organizations in a
certaln 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
crganizational operation. This person travels from
organization to organ.zation giving classes and passing on
information pertinent to fishery operations.

Distinct organizatious 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




organizations increase their power by joining into an umbrella
organization. These can be organizations of the same or
different types. I{f the organizatijons are of different types
(e.p. fishermen's, processors', and/or dealers'), the
association would also function to increase communication
between the various sectors of the fishery.

Fishermen's Unjons

Fishermen's unions are trade unions for hired or share
fishermen. As with other trade unions, the organization
represents its members in negotiations with vessecl 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 1iasurance,
credit, social security, education, and cultural programs.
Sometimes these urnions are lormed o2n a nation-wide basis with
relatively large menbership, providing them with the lobbying
power Lo influence government actions on their behalf.

Fishermen's unions almost always stimulate the
development of another organizaticn .- the boat owners
association. Although this association type is not a union, it
is considercd in this section because 1l arises in response to
the unicn of employecs as a means of bargaining with the
fishermen. I1ts original, and frequently sole purpose is to
organize the numerous individual entrepreneurs who are boat
owners and sowetimes f[ishermen 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 associatlons 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 can benefit the
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 organizatious have been
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 the
fishermen since, depending on their type, they can introduce
cfficiencies into the postharvest distribution of fish,
potentially affeciing both the prices paid te fishermen and the
amount of catch that can be effectively handled.

Although all these types of nonfishermen's organizations
can potentially impact the well being of the fishermen, the
type that has the most {inmediatec wmwpact on the fishermen is the
fisherwomen's organization. In wany fishing cowuunities around
the world, women have i: portant roles in the postharvest
handling and distribution of fish. They are most frequently
involved in the vrocessing and marketing sectors. Cften, these
women are fishermen's wives and/or daughters; hence, their
labors keep wmore of the profit in the family fira resulting in
a greater overall quality of jife accruing to the small-scale
producer as a result of improvements in the fishery. In many
artisanal fishing communities, the numcrous individual
fishermen's wives and daughters who are jnvolved in the
processing and wmarketing of f{ish can becowe organized into
associations or cooperatives and receive some of the same
benefits of organization that fishermen receive from their
organizations such as tax free or subsidized inputs, credit,
and greater bargaining power. In some swall scale fisheries,
especially West Africa, South and Southeast Asia, and the
Pacific, "fisherwomen's" Organizations are becomling quite
important in the fishery.

Another type of fisherwomen's organization is composed
only of fishermen's wives. This type of organization is
usually referred to as a fishermen's wives association. It is
usually found in communities where the fishermen are at sea for
more than once day at a time. Fishcermen's wives associations
frequently function as support groups for the women while their
husbands are away at cea. They provide companionship for women
who have to cope with similar problems resulting from the
absence of their husbands. In some cases, the fishermen's
wives assoclations take on the additional funetion of
representing their husbands to government and other authorities
while they are away at sea. The men, who are at home for only
short periods of time, usually when government offices and such
are closed, find it both inconvenient and uncomfortable to deal
with land-based officials. Their wives, not subject to the
same stringent work-hours away from land can fulfill some of
these obligations, and if they are organized into a group, they
have more power in bargaining with and iobbying officials whose
actions impacc their husbands' livelilood. For example, in one
fishery, it was wmembers of the fishermen's wives association
who represented their husbands at official meetings concerned
with developing plans to regulate the fishery. The same
Iishermen's wives association lobbied the government concerning
fish 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. Hence, the focus will be on the six
major types of cooperatives and associations discussed above:
suvply, marketing, credit, production, service, and
multipurpose organizations. Fishermen's trade unions are
usually found only in relatively large industrialized
fisheries, which are not characteristic of developing
countries; hence, they will not be exawnined any further.
Nonfishermen's fishery related organizations can have a
significant impact on fishermen, but they are not the topic of
this work. Nevertheless, many of the factors discussed will
also be applicable to these organizations.

/) Smokiny
”0/‘.
Naked .l.{})’/l fs

Fishermen's coiperative in Saint Vincent
(Photo by Dennis Dixon)



CHAPTER TWO. FISHING COMMUNITIES AND ORGANIZATION
DEVELOPMENT

INTRODUCTION

Fishing communities pose special problems with respect to
the development of fishermen's organizations. Most developuent
specialists who have worked in both fisling and farwing
communities have noticed that there are ditfcerences in the
life-style and behavior of the cwo types of producers.  Sowme of
these variations are the result of differences buetween the two
occupations which place ditfferent kinds of demaunds on the
workers and their famnilies. I'n some Instances, the
characterivtics of 1ishing communitics which contrast with
other occupations can have an twpact on the development of

organizations. The organizations and Lhe techniques used to
introduce Lhem inte the communilies must be adapted to the
Ife-style of fishing peoples., I'f not, numerous problems could
develop resultaing In project failure. The purpose of this

chapter s to look at aspects of the occupation of fishing
which influcnce the comsunity of tfishermen in such 2 way that
they wmust be taken inte account in projects involving
fishermen's organizetions.

RESOURCE VARIABILITY, MIGRATION AND ORGANI1ZATION DEVELOPMENT

Fishery resources arce highly variable. They vary from
day-to-day and scason-to-scason.  Some fishermen in all regions
of the world, from the tropics to the polar zones, respond to
this variation by annval movements between the scashore and
tnland  settlements.  Among peoples who are farmers as well as
fishermen, we frequently fine that they nove to inland gardens
during the planting secason. Others, like the boat dwelling
Bajau of the Sulu Archipelago, live on their boats and follow
the fish. Finally, many shift resideuce to different parts of
the coast, following the miyratery fish. Hence, wuany fishing
communities are characterized Ly shitting residence.

Shitting vesidence has several mplications with respect
to development of fishermen’s orpanizations. First, althcugh
farmers' organizations can have residency requirements for
membership, such rules would not work tor the organtzation of
migratory fishermen. For exauple, in a fishery development
project in West Bengal, f{ishermen were required to live in the
arca ol a ccoperative in order to become a member. Many of the
Lishceruwen were migratory:; hence, they could not join the

organization. Second, movement of fishermen affects one's
access to them as well as the development of adequate data
gathering systems. For example, awony wmigratory fishermen, it
Is ditficult to determine a statistiec as basic as the number of
active fisheruwen. This makes it extremely difficult to either
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obtain data necessary for planning organization development or
to contact fishermen for organlizational purposes. Finally,
shifting residence makes it difficult for fishermen to attend
meetings essential to the proper operation of a4 cooperative.

RESOURCE VARTABILITY, LOAN REPAYMENT AND ORGANIZATION
DEVELOPMENT

Most fisheries have a great deal of day-to-day
variability in the amount orf fish caught. This results 1n a
highly variable and unpredictable income among f{ishermen.
Middlemen in most fishing communities have had & long
relationship with fishermen and understand the problewms they
face with irregular incoues. The middlemen frequently loan
money to the tishermen in times of need such as when catches
are light or productive cquipment has been damaped or lost at
sea. Knowing, the tfishermen's incomes are unpredictable, they
permit a preat deal of flexibility in repayment of  loans. 1{
fishermen's orgarizations are Lo succeed, Luey must also
provide the same type of flexible services,

Im one arca in the 19705, government loans to Sri Lanka
fishermen through cocperatives di1d not take this precaution.
The required payvwents were inflexible, appcaring monthly
irrespective of cateh size, resulting 1o numerous defaults and
weakening the cooperative eifort (Alexander 1975). Another
author sugpests that Madras fishermen 1n India were reluctant
to usc cooperative marketing schewmes because unlike traditional
niddlemen, the wmarket ing cooperative did not make loans for
weddings, funerals, holidays, and expenses incurred during
unproductive periods (Blake 1977).  McGoodwin (1980) also
points out that problewms with meeting loan repayment schedulces
was once of the factors contributing to the decline of Mexico's
inshore Pacific fishiry cooperatives.  The couperatives, being
based on the nation's agrarian collectives (ejidos), did not
take into account the highly varitable nature of wmarine
production. As yet another exawmple, a recently formed
fishermen's organization in Sierra Leone failed due to defaults
on loans resulting from fishermen's itnability or unwillingness
to pay regular wonthly installmente.  Jentoft (1985) also cites
cascs {rom Yemen and Norway where ceoperatives failed to take
hold because they could not compete with private dealers with
respect to etther prices or services., Finally, Lawson and Kwel
(1974) note that oue of the factors iecading to fatlure among
fishermen's cooperatives in Ghana was the fact that herring
fishermen found it ditiitcult to meet monthly loan payments
during the months of herring scarcity. Jt scems that to be
successful, fishermen's organizations will have to adapt to
this vaviability with flexible lean repayment schedules similar
to those used by existing middlemen.

12



FISHING CYCLES, MEETING ATTENDANCE AND ORGANIZAT1ON DEVELOPMENT

Variability in good fishing times, which is a
characteristic of almost all fisheries, can have an impact on
the way fishermen's organizations are developed and run. When
the weather is good and fish arc available, f{ishermen fish.
Scheduled mectings, such as cooperative planning or training
“osodoes, will be missed by those out fishing. It 1s the

sthor's experience that better fishermen Lok advantage of
~vod tishing conditions, thus leaving the less successful
Pishoosen behind to attend meetings,  Hence, 1t is the less
ecesstul fisherwen who way become wmost active in agency
Fponsored meetings alned at forwing fishermen's organizatious.,
Perhaps this 1z one of the reasons that good fishermen in some
veplons view cooporatives as havens tor the incowpetent.  These
obscrvations suggest that planncrs (e.p., govelrnnent agency
sepresentatives, ¢ L) should be flexible in Corms of
scheduling meetings with fisherwen. Mecetings should be
schedelod during traditional days off (if such exist), slack
fisbing periods, or bad weather if planners want to have

maxinune pao ticlpation. I mectings have to be scheduled during
fishing periods, they should not be scheduled during
traditional fishing or rvestiug timos. Currents, winds, and

telative vislbility of gear often resclt in nighttine or very
carly morning fishing activity; hence, tisherwen wight be
sleepim, or out sisting when poverniment workers would like to
scheduic training aetivities or meetings., These tines must be
determited for cacii fishery and season sinco they vary widely.

EQUIPHENT DEPRECIATION AND ORGANIZATION DEVELOPMENT

Another aspect ¢! the warine cnvironment that has
twplications with respect to designing fishermen's
organtzations iy the destructive nature of rough water,
espectally the sea with repard to cquilpment . Salt water is
quite corresive, and stiesses plazed on gear In bad wcather
result norelatively rapid depreciation.  These factors are not
always token into account by planners. For example, Alexander
(1975) notes that iu Sri Lanka now fishing gear was Introduced,
sometimes through cooperative organizations, which was of
relatively hiph cost and subject to rapid deterioration in
contrast to the traditional pear, which lasted longer and conld
be replaced out of current carnings and small loans. The new
gear thus required making provision for replacement.
Nevertheless, no provisions lor replacement were made, even in
cooperalave organizailons. The form of the fishermen's
cooperative orpanizations was transferred directly from farming
where the wajor resource, land, appreciates threugh time; thus,
farlurce to take basic differences between farming and fishing
into account resulted in difficulties.

13
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ROLE OF WOHEN AND ORGANIZATION DEVELOPMENT

In subsistence level and peasant socicties, women perform
subsistence {unctions, but they are also expected to bear and

care for cnildren. Fishing, especially deep sea or lake
fishing from beats, is of such a natuve that i1t 1s difficult to
include less than fully active mwenbers in g crew.  The size of

most small-scale [ishing vessels and the degree of coordinated
activity requited in relatively craaped work areas siuply will
nnt allow 1t. Therefore, wowen are usually conflined to
shoreline activitics (including fishiug and shell ilshing iu

the shallows) where the work will not contlict with child care

dutics. The cthnographic sawple supports these gencralizatious
concerning the division of labor by sex 1o [1shing
communitics.  Of the 330 sceicties for which deta concerning

the division of labor by sex are available, vorh sexcs
participate equally 1n ooly 10 percent of the fishing societies
(Pollunc 1974).

Further, division of Jabor by sex is olften associated

with the ailstribution aond marketing systeme  Fish is a highly
perishable product which is sot casily stored without complex
technigques such as dryving or frecwing techonologies. Firth

(1966) notes that a f{isherwan's catch, in comparison with a
farmer's preduct, needs more outlay in equipment and labor if
it is to be storod. This, he suggests, results In a tendency
for a greater development of middlemen among fishermen.
Further, a fisherman's work 1s physically exhausting, and when
he arrvives at shore, he asually does not have the time or
cnergy to process or o aistribute his highly pevishable product;
thus, the distribution of surplus cateh is usually performed by
a specialist who is often referied to in the literature as a
widdleman or fish decler.

In wmany tishing communities, women take over the function
o buving and selling fish.  Sometiues, they are only involved
at the priwary level, the Ipitial buving from the fishermen.
In wome areas they deal with the fish at all levels including
retailing and processing.  These female "middlewen" are found
throughont the world in regions as widely spread as the
Caribbean, West Africa, India, Asia, the Pacific, and Latin
Anerica, This division ot labor can function to keep more of
the profit withnn the family —-- the men f{ish and their female
relatives sell the product.,

Some  authors sugpest that the female role of fish trader
results in their being the primary element of ecounomic
stability in sowe fishin, soecicties (e.g., Ghans, Christensen
1982). The males fish dntermittently while females work
year-round.  The organization of fishermen 1s often viewed as a
technique for eliwminating cxploitation by middlemen. Sut inen,
Pollnac, and Josserand (1981) note that if this becomes the
goal of the cooperative movement in areas like West Africa,
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female fish processors and vendors would be displaced. In
areas where fishermen are related to the widdlemen, the
cooperative movement would probably be resisted; but in other
areas, the effests on a relatively larye, cconomically
productive sector of the population would be disastrous.

It should be further noted that women arc frequently at a
disadvantaye with rvespeet to decision making  powers in [ ishing

communitices; hence, cfforts directed at individuals face nany

constraints. Organization of wowmen into associations or
covperatives wiil thus facilitate their partiecipation in the
developuent process. The role of women must be 1ncluded in

organizat ion developaent plans.,
LSGLATION OF FISHING COMMUNITIES AND ORGANIZATION DEVELOPMENT

Numerous characteristics of the occupation of fishing
serve Lo o asolate pasliing peoples, both seographically and
soctally, frow the laryer societices within which they are
foung. For exawpic, shert-terw variations in the availability
of fish intfluence the hours and days that rishermen work.
Carreuts, winds, and relative visipility of gear trequently
result in nighttive or very carly worning, fisning activity,
These work patterns ditfer frowm the more tepular hours kept by
people in most other occupations, hence, they serve as a factor
soctally 1solat:iuy fisherwen from non-tishing people. This
relative dsolation is enhanced by their separation from
Fand-based society while at sea. Additionally, migratory
fishermen are viewed as oulsiders as they follow migrating fish
through cstablished communities along the coast. Fishceruen
also tend to live alouy the narrow maryin of the sca, and in
many  parts ooi o ile world, wespecially in developing countrics,
this results in residential isolation from the larger sucivry,

Fishing cowmunities are usually characterized by
relatively cpalitarian work groups among wen and increascd
social siatus Tor women as a result of the important roles they
play 1n the cconony. These characteristics frequently
distinguish them from other occupational subgroups within their
soctety.  When vishting people form part of a society that has a
strong system of socral stratification as in traditional Japan,
India, troditional China, and Korea, ocean fishing is
Lrequently organized as the occupation of a low status,
caste-like proup.  Norr and Norr (1974) suggest that this
caste~like separatiou of Sishermen functions to insulate the
Targer society from the potentially threatening egalitarian
relationships that are characteristic of fishing communities.
Digby (1973) supgests that the relatively low social standing
of fishermen makes bem unreceptive to the cooperative movement
a8 & consequence of their necessarily suspicious attitude
towards outsiders and their advice. Another report suggests
that their long history of beiny an oppressed lower clasr
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conditions them to accept exploitation as a way of 1life, thus,
in thelrv view, organizatiouns =uch as cooperatives are not seen
as a mechaniswm for achleving their aspiraticns (FAO 1978%a).

ISOLATION, EDUCATION, AND ORGANIZATION DEVELOPMENT

It 1y also suggested that the residential isolation and
social distance firow nor-fishcermen lias o strong influence on
another faclor assoclated with deveiopuwent of fishermen's
orpanizations--level of formal education. Both the soclal and
geographic lsolation of tisheroen probsabiy coatributes to the
relatively low level of edvcation found among wany {ishermen in
the developing world, The arthor has visited many tishiing
villages which are so isolated thao children desiring to attend
school must live with velatives in other vitlages (cop., as in
some foishing comaunitics In Sicerra Leoune). In regions where
the residential isolation is not so great, the relative social
tsolatior ot Pishemen and their familtics results in negative
gtiltudes Lowerds the forwal education of non-tishing society.
Children of tne frequently poor fishermen are ridiculed for
therr poer dress and tisherfolk family. Thirs contributes to
varly school Teaving. The lewer level of formal education
resulting from whese jacturs has a negative offect or success
of tishermen's organizations in many areas of the developing
wortd.  For example, Ho Toh (1970) writes that the low level of
vducation awony fishernen in one cooperative in the Philippines
resulted in wanagewent problems. Digby (1973) notes that
fisnermen arce often illiterate, thus making it difficult to
cither Lrain them or to find gualified wanagoers awong them.
Gevhavdsen (1977) olso attributes problems in cooperative
developmwent to the low tevel of cducation amoug wmany
fishermen. Furtoner, Lawson and Kwel (1974) suppest that
corrvupl cooperative clerks in Ghana could ecasily cheat the
tlliterate frshermen--corruption being cne of the major
problems which vlapues the development of {ishermen's
organizations in the developing world, Finally, Digby (1973)
sugpests that one of the factors contributing to the success of
the Belize fishermer's cooperatives s the fairly high standard
of education in Belize Cishing communities,

TSOLATION, DECEPTION ANL ORGANIZATION DEVELOPMENT

The residential and social isolation of small-scale
fishermen, in combination with the fact that they frequently
perform their work offshore where chey cannot be readily
observed, has resulted in a widespread practice of selling
part, and somectimes all, of the harvest oulside cooperative
marketing organizations, This practice has been reported in
areas as diverse as lIreland, the Philippines, aund Malaysia, and
the author has observed the practice in Central America and
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Panana. Selling outside the oryan: ation diminishes its
ability to wake o protit, bLutl it i: especially harmful when
gear has been sold to fasherwen throusl the orpanization on a
hire-purchise schese, and the fisberien avoid repayment by

outside seliing. Narkswasdil (19074) reports this practice for
the Kuala Lingoi Uishernen's coopersative iu Malaysia, and  the
autbor has obrerved 1t 1n Latin America. The tact that

fishermen work out of sight or those on lanu bas also resulted
in clalws concernin. lost cooperative gear wh.ch ca not be
verified,  Soume sugsyest that the ,car is not lost but sold.

SEA TENURE AND ORCGAN1ZATION DEVELOPMENT

A very dmportant clewment of social organization is
contrel of natural resources. Land  Lenure i1s  important awmony
horticultural societics, and sca tenure is just as important
amon, souwe rishing societics. Nevertheless, the flat,
retatively featureless nature of (he va and farge lakes
presents boundary wmarking problems not assoclated with laund.
Further, 1u some regions wave ane current activity shifts
lagoonal, estuary, and coastal boundaries waking boundary
malntenance ou g nicro-level, as it is practiced in
agricuwlture, fractically gmpossible, For the nost part, the
aarine fisherics vesources of  the world are to oue degree or
anotiier o commmn properi s reson o Op the high scas, the
first wvesscl on the fish has the rigots. Within specific
extended cconomic zones, Uishermen atlowed to Sish the waters
cowmpeice o o tirst=conn, [i1rst-scrve basis. Even in the wany
cases that are cowlng to light concernine territorial use
rights in the fishery, rights are wost frequently communal
(evpe, belonging to a village, a fishermen's cooperalive or an
extended kinship group), and 1naivigual rights are usually

plven on a first-come, ficst=scerve basis. Hence, for the most

sart, opea water warine fisheries are common properly resources
3 I

to one degree or another. Individual ownership is extremely

rare and usually confiued to extreme joshore waters or arecas
where substantial dmprovements have been made (e.g., fish pens,
fish sttractant devices, elc.).

In some areas where there is no formal recognition of sca
tenure rigots, fishing spots arce oflen kent secret. For
exawple, at Avembepe, Brazil, fishermen view the sea as an vpen
access resource, but good fishing spots are kept secret (Kottak
1966).  Forman (1970) reports a complex system of named fishing
grounds and landwarks among the raft fishermen of Brazil.
Location of the fishing grounds is made by visuval
triangulation, and knowledge of fish within chem is transwitted
from father to sun over the generations. This type of secrecy
concerning fishing spots 1s common in wost [isheries. Further,
i1n most f[isheries, because of the difficulty of boundary
maintenance, 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 forwation of
fishermen's organizations such as cocperatives. First, in some
cases it would be a mistake to try Lo assign fishing spots to
fishermen's orpanizations in the same manner that land is
assigned to agricultural cooperatives in some countries.
McCoodwin (1980) notes that on the Pacifie coast of Mexico,
production sites for fishermen's cooperatives were fixed in the
same wanner as they were for the apricultural ejidos
{cooperatives), Lagoonal beundaries in this rvepion, however,
dre subject Lo erosion and shifting while Lhe location of
agricultural land remains constant. Thue, within a period of
only several years, a f{ishermeu's cooperative could lose nearly
all of its productive harvesting arcas. Farther north in the
Gulf of California, however, a fishermen's cooperative
succeeded in part because the members were all Yaqui Indians,
and the tribe was given exclusive rights to fish resources in
the tribal rescrve (McGuire 1983), In this case, the sea
tenure covered a relatively large area which was not
cusceptible to the oceanographic changes and shifts in species
distribution found farther south. Hence, regilonal differences
in the wmarine environment iampact Lhe abllity to usc sea tenure
asoun aspect of cooperative formatiou.

In areas where sea tenure systems have oxisted for some
Ciwie Ceveey Japan awd Korca) the guilds holding fishing rights
have been effectively used as the basis for cooperative
organtzations (Digby 1973).  As on cutgrowth of this system,
Japanese lawv grants property rights in the coastal fishery to
fishermen's cooperative associations (Akiyama 1980); thus, in
order to {ish, one wust be o cooperative member. Tois has been
regarded as a kev factor in the suceess of the Japanese
fishermen's cooperative developrent proyram.

Finally, in the wost common case where there is an
absence of individual tenure systems, harvesting rights are
usually based on arrival time at the fishing spot. The first
vessel there deploys its gear and continues to fish until
enough  has  been captured. In situations such as these, there
is a great 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 cstablishment of
couperatives based on cooperative fishing strategies, suach as
using a cooperatively owned Low vessel to Ltake indepoendent
boats out to the fishing grounds.  An example of a tow vessel
system that failed should serve to underline the Luportance of
this observation. The follewing description is based on a
study conducted by Fraser (1966) awmong Malay fishermen in South
Thailand.

Traditionally, the Malay fishermen of Rusembilan relied
on oars and sail to take them to their fishing grounds., Ly
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1956 groups of boat owners and stcerers (traditiounally a high
status position in the boat crew) dominated deliberations
concerning the best way to metorize the fleet.  They decided Lo
introduce tow boats to tuke fishing vessels to fishing areas
and bring then back. Groups of boals would toru tow-zroups
associated with a particular tow boat. This new technolopy
Lumediately placed considerable strain on (bhe traditional
soclal systoew.

First, wmewbership in tow=groups meant that individnal
bout crews and steerers lost their previous  lndependence with
repard to o locating fish and Uiwing return to market. Scecond,
at “er oa perviod of poor Uishing, wives of wmembers of Lhe more
skilltul boat crews reslized that they were subsidizing less
successtiul crevs, since shares were based on the tow~group's
total catceh. Fraser notes that this situation had broad
repercussions  ia other areas of cowmunity tife. It resulted in
overt nhostility belween women, and relations belween wen bucame
stratned.  The colfee shops, which were the focus fo community
decision wakling sroups and associated with boat Crews,
manifested a warked drop in attendance, reflecting the social
strains. Attendance ot coffec shops never tully recovered.
Further, traditioval village authority figures, he orang baik
(woraily pood wen), were involved in ownership of tows and
therr operation; thus the chietf source of authority and means
ol wmartataining village control were undermined. Finally,
because the religious leaders of the village remained aloof
from the chauges, their status increased.

Before long, the strains became too great, and Lhe tow
boats were cliuinated. The reindividualization of fishing did
nuch to restore pood relations, but the degree of commuunity
organization which was originally based ou boat crew nembership
and the traditienal authority of the orany baik (whose
traditional status depended oa boat group affiliation) was
never cegained.

It thercfore secws that competition between vessels and
the need for independence concerning where and when to fish are
laportant factors Lo be taken intu consideration with respect
to {isbherwen's orvganizatlon development. In situations such as
the one described above, cooperative ownership and use of tow
vessels would probably be doomed to failure. Perhaps some form
ol training could prepare the fishermen for the cousequences,
but that s beyond the scope of this paper.

FI1SBERMEN AS INDEPENDENT TYPES AND ORGANIZATION DEVELOPMENT

Yost people who have worked in fishing communities remark
on the independent nature of fishermen. They take pride in
their seclf-reliance and for tne most part, view themselves as
having a great deal of freedom to come and go as they please.
This relative independence on the part of fishermen is related

19



to both technological and enviic .+.ntal aupects of thoir
occupation. In part, the osychological WAarac oristic "
independence is usaful in carrying out various tasks involiiu
in fishing. For example, the decisions -hey are forced to make
in the face of uncertainty have immediote effeets with respect

to safety of the veus: and its crew oas woll as (1o succe.

the bunt. These di isicns must be made with |1t L !
because of (e r-: y Changing n. ur: of the ¢co and o« .
othes aquati ooy romaonts. The characio. Istic of i “ped e

is also relacid o the fact that wost fisherwoen are physic. ..y
removed from the help and support of land=bnsed soclely. While
at sea, fishorwen - arry out cor Lij-atod casks independently
with virtually o verbal communication vetween then Fach
crewnan works and :oakes independent decisions.

Paradoxi- . » however, a preat dea! of liter  ure ualso
discusse: ¢ ¢ nterd -pendent and cCooperatlve nate » of
fishernean.  Cov example, Norr amd Nerr (1974) have uggested
that the ..coed | ©nation cithia fisling crews and the
prvsical risks or ociale. with the ¢ rine envViromenL increase
both Lthe need intcrdependence and  Lhe lportance of each
worker.  This, 1in cowbination with Lhe rapid depreciation of
equipment and the cossibility of vquipment loss, < creases the
socral and ecconc ¢ distance belween owners o laborers.
Hence, they arpgue that work relationships ia frshing crews

should be more - “itarlan than among farmers.

Neverthe!. Popgie emphasizes that "egalitariani.m is
the only noncovicive way that individuals with high nerd for
independence can bLO organized into a crou" (1y.0:21). thus

suggests that need for independence is one of the causal
factors influencing onboard egalitarianism and further argues
that this psychological trait of independence is a factor
involved 1o the lack of success of fishermen's cooperatives.
It is important to note, however, that Poggie did not say that
necd for independence is the only factor that influences
success of fisherwen's cooperatives. le suggested that 1t was
a factor but left open the pussibility that other factors are
also important. I't is also important to notec that the
egalitarianism and intcrdependence between fishermen which 1is
discussed above refers to within crews, not between Crews.
Cooperative organizations often require some form of
cooperation between crews. Lawson aund Kwei (1974) provide a
very clear exawple of how a certain degree of within crew
cooperation deceived development workers into thinking that
between crew cooperation was possible. Proposed cooperatives
failed wuen the expected cooperation did not materialize.

So as to not end this subsection on a negative note, it
is neteworthy that Pollnac and Carwo (1980) found no difference
between Azorian farmers and fishermen with respect to attitudes
towards cooperation. They suggested, however, that this was
probably due to the fact that the degree of perceived pressure
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on resources, interpersonal distrust, and perceived risks is
similar for bothk sectors of the population sampled. Clearly,
this question concerning the psvchological uneed for
independence amoung fishermen and its relationship to the
formation of fishermen's organizaitions requires additional
research before any tirm generclizations can be offerad.

NEED FOR HARMONY WITHIN FISATING CKREWS AND ORGANIZATION
DEVELOPMENT

The section wbove discusses nuwmerous fisheries within
which safe and profitable operation of a {ishing vessel depends
upen an dnterdependent ana cooperalive crow. I't has been
suggesteua that the use of kinsmen in a crew functions Lo
enhance cooperativeness within the work groap. The use of
Kinsmen in fisherven's work groups is found in wany fisheries
all around the world.

Tt is lwmportant to note that even in soclielies where
kinship 1s reported to play a signivicant role in crew
composition, other {actors way ieduce the proportion of kinsmen
in individual crews. For example, 1u both Panama and Costa
Rica (Pollnac 1977, 198lec), the role of kinsmen in crew
mewmbership differs significantly between rural and urban
areds. In rural areas, over ocuve-hal? the f[ishermen interviewed
(66 percent in Costa Rica and 52 percent in Pawama) [ish with
kinswen in contiast to only 36 and 12 percent in urban Costa
Rica and Panawma respectively. The lower frequency of kin
involvement 1o crews in urban arcas could be tbe result of
either weaker tles between kinsmen or more numeirous alternative
employuent opportunitics.

Awmong, sowme  fishing people, however, we find that kinship
plays little or no role In crew cowposition. Glacken (1955)
rotes that family mewbers fish fiom different vessels on
Okinawa. This is done to winimize loss to individual families
1f a fatal accident occurs. Further, Taiwancse (Diamond 1969),
Malay (Firth 1966) and East Angliau (Lunmis 1985) fishing crews
are not kin based. Norr (1972) vreports a similar situation in
Soutn India and suggests that the skilled nature of the
occupation of fishing results in worker recruitment on the
basis of skill apnd interpersonal ability 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
members among these shark fishermen. Finally, VanMannan et al.
(1682) indicate that although kinship ties can still be found
in modern fishing crews, other criteria take precedence.
Hence, the neced for & highly coordinated, interdependent crew
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can be satisfied with several crew selection techniques.

It is significant to note that in some arcas where
kinship plays little or no role in crew compositinn, crew
turnover 1is reported to be relatively high. For axample,
Bailey (1980) indicates that in Mangkok, Malaysia, crew
composition is constantly changing in restonse to disagrecments
amony  crew mewbers or with the captaiu. Narkswasdi (1967a)
makes similar comments about Malay fisbing crews. Gladwin
(1970) notes that Ghanaian vessels with kin based crews
manifest less turnover in crew membership. Finally, Lunmis
(1985) notes that in East Anglia, where crew were traditionally
not. kinsmen, the casualization of [ishing crew labor functioned
to rcduce onboard stresses--crewmen who did not get alony with
the others could solve the problenm by shifting to another
vessel.,

Underlying all of this variatiou, however, there is the
nced to prowote harwony on the vessel. It follows 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 for harmony crcates situations
where changes in crews are to be expected in the fichery.
These changes, however, are inimical to forms of ownership
pronoted by some fishermen's organizations. For example, ariong,
Malaysian fisherwen, quarrels frequently lead to changes in
crew membership. The Kuala Linggi Fishermen's Ceoperative
Credit and Marketing Society established a system whereby crew
members would jointly sign a hire-purchase contract.
Subsequent crew changes made it difficult to settle lodns, thus
contributing to the decline of the asscciation (Markswasdi

1967a).

PERIODICITY OF INCOME, POSTHARVEST 1£0SS, AND ORGANIZATION
DEVELOPHENT

As mnoted above, catches vary cexteusively from day to day
in many fisheries. Further, fish generally deteriorate rapidly
after beiny removed from the water. It 1s suggested that this
periodicity in catch in combination with the general absence of
sea tenure systems (marine fish are usually a commwon 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, they might be less, are greetced with skepticism by
fishermen accustomed to capturing as uuch 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 cowpeting 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 FISHH ARD ORGANIZATION DEVELOPMENT

In comparison with & farmer's product, fish is highly
perishable and is not easily stored for further distribution
without complex technologies such as cold storage, ice raking,
freezing, or drying technologies. This places an initially
higher dewand for capital in the development of multiparpose
fishermen's organizations. 1t is often difficult to meet this
demand becausc in regions where organiziations are wost needed,
fishermen are comwonly among the poorest of the poor, living
from day to day with little or no slack capital for investment
in the organization; thus, f{ishernen'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 fcr capital is further intensified in
organizatious 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 ar agricultural cooperative, land. This
greater nced for capital in combination with the relative
poverty of fishermen uust be met with careful plauning, a
general aspect of fishermen's organization financing which will
be discussed in the next section of thic paper.

SUMMARY

Although it is tempting to make the claim that there aie
some intrinsic aspects of the occupation of fishing whirch
result in {ishermen 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 abuve 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 projects involving
development of fishermen's organizations. This is especially
important when the plan involves agencies (e.g., government
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cooperative departments) which are not accustowed to working
with fishermen. Aspects of the marine enviroumenl and the
occupation of fishing discussed above, which influence the
development of fishermen's cooperatives are summarized in
Figure 1.

Grtatiun Lo the

! rine envivonwent that cenflict
with aspects of fDinhcimen’s oream.
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CHAPTER THREE. GENERAL FACTORS INFLUENCING SUCCESS OF
FISHERMEN'S ORGAN1ZATI10KS

INTRODUCTION

In Chapter Two, social and cultural characteristics of
fishing cowmmunities and the occupation of fishing were
described. Tt was noted that sore of the characteristics
ivherent to fishing people influence Lhe relative success or
failure of fishermen's organizations. This chapter focuses on
other factors which have been found to have some effvet on the
relative success of fishermen's organizations, Most of these
factors also intluence the development of non-fishermen's
organizations and are discussed elsewherc (¢.g., Esman and
Uphoff 19845 Dulfer 1974; Borda and Inayatullah 1969). They
are discussed here, along with specific examples drawn from
fishery development projects, as a means of indicating their
Importance with respect to the developwent of fishermen's
cryanizations as well as providing justification for
infermation needs to be discussed in following sections,

As a weans of organizing the numercus variables found to
influence the rvelative success of f[ishermen's organizations,
variables are grouped into categories in an attempt to provide
some order in the seemingly chaoltic network of variables
involved. There is, of cecurse, sone overlap between various
cateyories, and tne groupings are not immutable. What is
fportant, however, is that factors inflnencing the success of
fashermen's organizations be identified so that they c.a be
accounted for in the assessment of development programs.

ORIGINS AND BACKGROUND

The factors grouped under this category provide
informaticen concerning the questjons why is an organization
being formed, what 1Is its basis, and what is the context within
which it i¢ formed. They deal with information concerning
source of initiative, past experience, traditional

underpinnings, and tlhe context, In addition, several factors
form the wider context within which & fishermen's organization
is forumed. Some of these are governwental, e.g., support

programs, laws governing organizations, etc. Others are vested
Interests with whom the organization will compete. All these
contextual factors can intluence the ultimate success or
failure of 4 fishermen's organization.

Local Initiative. A point frequently raised in
discussions concerning success and failuvre of fishermen's
organizations is the original motivation hehind formation of
the organization and the preexisting relations between

individuals and subgroups within the fishing commminity.  Many
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observers have noted that fishermen's organizations formed on
the basis of ‘ocal initiative--nceds felt by the fishermen
themselves—-arc more likely to succeed than those inmposed from
sutside the community., Successful cooperatives cenerated by
the fishermen themselves can be found in Belize (Cibson 1978;
FAO 1Y71), ltaly (Cattarinussi 19735 Bonetti 1976), among a
Chinese wminority in Malaysia (Narkswasai 1967b), in the
Philippines (Castillo Obispo 1980), CGrenada (Epple 1979),
Canada  (FAO 1971), Deumark and France (Bouetti 1976), Panama
(Polluac 1977), aund the United States (Popgie and Gersuny
1974). Fishermen's cooperatives in Belize are 50 successful
that Gibson (1978, reports that FAO chose Belize as a potential
site for training others in the vrganlzation of fisheries
cooperatives.

Local ruitiative concerning the development  of  some  type
GL cooperative venture is vsually the result of the recognition

by istiernen that they have 2 cowmon problem {e.g., prices paid
tor rish, wveed for credit in the face of opposition, etec.), If
this problew is viewed Ly the fishermen as pitting them against
SOne rival proup leopyo, the widdlemen or farmers who are
obtaininy loans that they themselves cannot receive), the
perceaved vecd for group wction becowes quite salient, and
tishermen become ready for organized cffort., Borda (1971)
sippests that this kind of conflict with a common eneny was a
potent force i the vvolution and growth of the cooperatives he
studied.

Nevertheless, the fact that oryanizations fourded on
socal dnitiative feve a4 higher probability of success than
ctiters does not explan the phenonena. I't appears that in
situations where developmeni of a4 fisheruen's organization
procecds from below, 1t is more likely that its specific form
was sclected because it was viewed as compatible with the

society, culture and nceds of the fishermen. Further, as 1t
evolved froe below, 1ts specific operating procedures probably
evolved in a fory cowpatible with the wembe rship. Thus, with

target group involvement at the carly stages of development,
the structures are more likely to be compatible and hence wore
likely to be accepted by the participants (Polluac 1981). This
Is related to the conecept of popular participation in
developuent., A recent cemparative analysis of a number of
fishermen's organizations frow around the world has indicated
that degree of fishermen's participation in organizational
decision making is positively correlated with the success of
these organizations (Pollnae 1987). Several authors have
specifically attributed the failure of some fishermen's
organizations to the fact that they were imposed by outside
forces (Narkswasdi 1967a; FAO 1979).

Early Iovestment by Fishermeu. 4 factor associated with
local initiative is early Investment 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 venturas
that a vested interest on the part of the participants gives
them wore of an initiative to work at making their cooperative
venture operate efficiently. This initial investment need not
be in money. This is especially important since small scale
fishermen often lack unecessary resources. Contributed labor
has worked boitl to reduce the amount of 1initlal capital needed
and provide the fishermen involved with a vested 1intersst, both
economic and psychological, in project success.

For example, 1t has frequently been observed that items
easily obtained zre not cared for as well as those which are

difficult to obtain. Many production cooperatives have
encountered problems when fishermen failed to perform required
preventative malntenance on wmotors and gear. This failure was

not due to Jack of knowledge in all cases. The f{ishermen were
trained 1n the techniques, but they siuply kept delaying
maintenance, f{iguring that someone else would do it or that the
governmenl would just replace the item. A pood example of this
behavior occurred in a f{ishery cooperative development program
in Uruguay where cooperative cquipment loaned f{ree of charge
was nol properly maintained {(FAO 1978b). In the Uruguay case
this was overcome by selling gear to the fishermen with
contracts regarding malntenance and use. Narkswasdi (1967a)
indicates that once of the factors ceontributing to carly
problems 1n the Kuala Linggi Fishermen's Cooperative was the
fact that wmewbers had all costs advanced. Engvall, et al.
(1978) suppest that lack of ownership interest in Sri Lanka
fishermen's cooperative equipment led to problems duce to
failure co perform timely maintenance.

FEarly 1nvestwent in the erganization 1s perhaps one
technique that can be uvsed to develup a vested interest 1in the
fishermen, In Uruguay (FAQ 1978b) fishermen labored for two
months at less than one~hal{ their normal income to help build
cooperastive structures. This investwment of both time and
income demonstrated their interest and provided them with more
of an ipvestment in the success of the cooperative. Gibson
(1978) partially 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 in Canada can be
partly attributed to the fact that it had no outside financial
asslstance. Finally, the concl_ozion of an FAO workshop
included economic support of the organization by the nembership
as one of the factors contributing to cooperative success (FAQ
1979).

Foundation in Traditional OQOrganizations. 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
almost 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). Bonetti (1976) notes that the
fishermen's cooperative movement in Europe was grafted onto
pre-existing inshorce fishing associations, such as wutual aid
societies, family loan associations, ctc. The Henghwa
Cooperative Credit and Mavketing Society in Malaysia, which is
reported as being quite successful, was based on two mutual
benef1t societies which were founded by mewmbers of the same
clan (fausly group) (Narkswaskhi 1967Db). Davenport (1956) notes
that a successful fishermen's association in Jamaica was siuply
4 perpetuation of the district's basic social organization.
Finally, Epple writes that the successful Saint Andrew's
Fisternen's Cooperative Sociely was based on what he refers to
as a Merew™ (1979:5). Epple's "crew" is a frequently
interacting, uawmed srouplng ot fisheruwen who usually anchor
their boats in the same area, are ceoncerned with one another's
welfare, and congregate in the same general location for social
activities.

It is Jmpurtani to note that these traditional
orpanizalions werz probably formed or palned their identity on
the basis of local initiative, thus relating this varlable to
the previous one, Further, Epple notes that the Grenada
"crews" were characterized by long-stunding rivalries and
intense cowpetition, hence Increasing the need for within group
cooperation and tue likelihood of successful cooperative
formation.

Several social scientists (e.g., Epple 1973, Edel 1967)
have clevetud this social structural variable to one of primary
importance. Fpple, for example (1973:476), relegates most of
the ltems considered in this paper to "specific causes of
failure” and contrasts them with "more general conditions
affecting either success er failure such as features of the
local social structure. Epple presents the following three
postulates concerning the success and failure of fishermen's
cooperatives:

"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 community, such as an infermal
neighborhood grouping.
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Postulate I1: The presence of intra-community
factions, or wultiple informal groupings, assocliated
with traditional rivalries, will penervally be
beneficiat to the acceptance of a cooperative whose
mentbership coincides with that of one of the seyguents.

Postulate I11: Congruence between the pattern of
leadership roles In a cooperative amd similar positions
of authority and group responsibility 1n the social
suit upon which the cooperative 1s based, will
facilitate the acceptance and operation of the
cooperative." (Epple 1973:479).

lie tests these postulates by comparing the relative
success of atteuwpts Lo form {ishermen's cooperatives in
fourtecen c¢owmmunitics in the Caribbean. The results
lpressively support hirs postulates, Nevertheless, there 1is
extensive cevidence that other social variables have influenced
the relative success of fishernen's organizations.,

Even the occurvence of successful preexisting groups
among,  the {ishermen does neot gpusrantee successful establishment
of a ney fishermen's organization, It 1s possible that the
informal leadership of the existing group may oppose the new
organizational forw, often because they perceive it as
lessening therr degree of contyol. further, the preexisting
group wav be exploitative, and thus in direect contradiction to
the goals ot fisherwven's organizations aimed at assisting
small~scale fishermen.

Past Experiences. Past failures with rvespect to the
organization of {ishermen can have negative effects on future
efforts. For example, lio Tok (1980) writes tlat one serious
obstacie to the developuent of fishermen's cooperatives iu the
Camarines Norte area 1o the Phiiippines was the
anti-cooperative attitude rvesulting from bad experiences with
thew 1o the past. Miyarves del Valle {1974) notes that the
cooperative movewent has failed so often among Latin Awmerican
fishe¢rmen that in some countries, it is largely discredited
amony, the people it Js supposcd to benefit. He goes on to
suggest that it is therefore 1important to select groups of
fishernen wost likely to succeed 1n the effort to secrve as a
pmodel to counter negative ituwpressions gained from past

faliures.

Urvanization Structure. Errors are often made in
determining the exact form of a [ishermen's organization by
trying to design it along the lines of either successful
farmers' organizations or classical LEuropean cooperative
systems 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 aud operation of
various types of organizations such as cooperatives. The
legislation can sometimes force an unworkable structure on the
organization. For example some fishermen's cooperatives were
gnown to suffer diificulties because legislation assigned fixed
parcels of lagoonal areas to ecch society, and subsequent
shifting of shoreline and sand bars resulted in a
redistribution of resources that left some of the areas without
any of the preferred species, In other instances, legislation
required that fishermen's organizations have a structure and
operating bylaws based on foreign (often European) models, and
thus erfectively prohibited the use of organizational
structuces based on successiul, preexisting local patterns of
wvork organization.

Sometimes the structures proposed for {ishermen's
organizations ignore established patterns of rerationships
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, 1n most fishing communities around the world, men
conduct deep sea and deep lake fishing from boats while women
are confined to activities in the near shore region or on the
land.  This has resulted in a division of labor where men fish
and Lthelr 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 unemploywent among the fishermen's wives. Women
frequently perform other shorebound activities in the fishery
sector, and should be included in plans to develop fishermen's
organizations.

The de2mands of fishing often create a situation which
demands o high degrce of coordination and cooperation between
crew members.  This need for hammony 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 fishermen's
organizations, however, were formed on the basis of joint crew
hire-purchase contracts. This meant that crew members were
jointly responsible for loan repayment. Subsequent c¢rew
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 oune 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 effectively
prevented many fishermen from belonging to the society, thus
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weakening the overall effectiveness of the program.

Laws Concerning Fishermen's Qrganizations. One summary
paper (FAO 1979) notes that the cause of failure of some
fishermen's cooperative arganizations is the complex and
confusing legislation regarding their establishment and use.
Sometimes these laws prevent effective [ishermen's
organizations from regictering as a cooperative, heunce denying
thew benefits such as favorable loan terms and decreased taxes
en supplies that are given to cooperatives in some parts ol the
developing world. Epple (1979) provides excellent cxamples of
how lecal laws inhibited cooperative developuent in Grenada.
First, the requirement that leadership be selected early in the
tornative process wenl counter to the fishermen's traditional
varues.  Secend, the teongth of time neecesary for the training
an’ o pLu-oounerative stages was considered excessive by the
fishermen who became disillusioned by the delavs.

Although it s necessary that some legislation exist with
respect to fishermen's orgaunizations, it should probably be

flexible to allow for regional and occupational nceds. Some
countries (e,p., Japan) have developed separate Jegislation to
cover fishernen's cooperatives., Dibyy (1973) suygpests that a

single, weneral law would be superior because it would pool
expertise and functions. Unless this law is very general,
however, 1t could not be adapted to differences in needs
betweeo the fishery and other sectors s discussed in the
previous secirion of this report.  What is needed is legislation
which reflects the spirit of the cooperative movement while not
stifhing the varicus nanifestations wmade necessary by differing
situations.

Training Needs. In wany instances, fishermen's
organizations have had problems attracting members due to a
misunderstanding of what a specific fishermen's organization
could do tor them. Pollnaec (1977) notes that a significant
number of fisherwmen could not respond to simple questions
councerning the functions of a cooperative in a region where the
government was actively promoting the development of
fishermen's coopervatives. Davenport (1956) partially
attributes fatlure of a (ishermen's cooperative in Jamaica to a
lack of communication with fishermen concerning objectives of

such an organization.

The complexity of the training Issue is indicated by the
fact that an FAO publication on cooperatives (FAO 1977) notes
that o mininun of five to ten years is needed Lo adequately
develop the btuman resources nccessary for the expansion of
cooperatives, Only Jocal governments can be expected to
undertake swuch long—term training. In areas where cooperatives
have been successful (e.g., Belize) the government has had a
consistent program of providing suppert when needed (Gibson
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1978).

Legislative Support. Another factor involved in success
of fishermen's organizations is legislative support provided by
the government. For example, in Japan cooperatives are given
the legal basis for acquiring property rights over the coastal
fishery (Holzao 1980)., A Malaysiau law granting trawler
lieenses only to cooperative rembers provided gireat stimulus to

the growth of the cooperulive movewent. The yact that the
{fishermen's cooperatives In Belize were viven the export
wenopoly with regard to lobster and couch sreatly aitded their
developrient (Dighby 19730, Finally, Hallcastvedt (cited in
Jentoft 1965) attrilbutes the success of Norwegiun fishermen's
sales cooperatives te o unational law giving them a wonopoly on
primary sales.

Vested Interests. Sowetimes widdlemen and woney Jenders
who are displaced by a [lshermen's organization use all means
at their disposal to cause failure of the soctety. For

example, Day writes that in Incia "blackmail, | tes, fraud,
coercion were all used apainst the fishermen of Marianad in
altenpts to prevent their cooperative succeeding” (1981:35).
Dibbs (1964) found that a cooperative fatlure 1n Tanzania was
due toa widdlenan who "...instigated schemes in oan at tempt to

" In Grenada, a businessman-boal owner, looking

win trade...
ent tur his o ooun dnterests, dissuaded fishermen frow joining a
developing cooperative (Epple 1979).  Finally, in some cases,
other groups of fishermen may hav> a vested interest in
maintaining the status quo.  Fou exawmple, Lawmuwing and Hotta
(1980) report that Ghanaian fishermen in Siorra Leone opposed
formation of & cooperative by Sierrva Leone [ishermen.

Nevercheless, vesled interesis do not always succeed in
toerr attempts to defeat the development of ‘ishermen's
organizations. Kurian (1980) partialiy attributes the success
of the Marianad fisheries cooperative (India) Lo tne fact that
its strupgles against vosted jnterests resulted in cohesion of
the yproup rather than disunity. This factor is related to
Epple's (1473, discussed above) hypothesis relating cooperative
success Lo tte presence of inLra—cOlnmunity factions where one
or more of the factions form a covperative,

In some cases, widdlemen do not nced Lo scheme to attract
tishermen away from coosperative socielics. Pollnac (1981a)
notes that the independent middlemen in (osta Rica provided
necessary services not provided by the fishernen's cooperative
planned to replace them. The Fisheries Development Authority,
Malaysia (1980), notes that their middlemen also provide
services not provided by the cooperatives, thus attracting
fishermen away from the societies. Lamming and Hotta (1980)
write that the tirm establishment 0f the middlemen in the
Gawbia 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.

MEMBERSHIP

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

Group Size. When new fishermen's organizations are based
on existing organizations, care must be taken not to develop an
organization wmuch larger than the existing one since
traditional interacticn 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 are not cowpatible with this
optimal size factor could run into difficulties. A scheme in
Sri Lanka to reorganize 292 small cooperatives into 45 larger
ones resulted in a loss of identity between fishermen and
subsequent deterioration in cooperation (FAO 1978a). Digby
(1973) bas attributed this to the fact that it is difficult to
retain the interest of f{ishermen 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 (198la) provides data which
indicates the need to adapt f[ishermen's cooperatives to
regional needs, a process that becomes evermore difficult as
cooperatives grow larger and larger in respunse to nceds for
administrative efficiency.

Members. In the final analysis, success or failure of a
fishermen's organization depends upon the behavior of its
members. 1f 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 attimpts to meet winimum legal membership
requirements or those set by the development prouject, have
admitted noun-fishermen, thus greatly weakening the community of
self-interest among members of the organization. In other
cases, corrupt individuals have set up organizations with
fictitious menbers as a means of profiting from some
development scheme.

Among the many problems facing the Kuala Linggil
Fishermen's Cooperative, Narkswasdi (1967a) notes that the
society faced difficuities from the start due to improper
selection ol mewbers--desired qualities were not made clear in
the by~laws. Many were not cven fishermen. FAQO (1978a) notes
that in Bangladesh many cooperatives have undesirable members
who wuse 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, FAO (1979) concluded that
awong factors contributing to cooperative success is membership
homogeneity~--consisting entirely of fishermen and those
committed to fisherwen's causes.

Social categories of members may also affect
organizational effectiveness. For example, Davenport (1956)
argues that 1t was a mistake to allow women to become members
of the f{fishermen’s cooperative at Farquhar Beach in Jamaica.
He mnotes that in the traditional social organization of the
community, men and women do not participate in group activities
together except within the household. The only exception is at
church meetings, and although theve was no church in the
community, most cowmunity members had at some time gone to
church. Davenport suggests that the mixed sex membership,
along with the fact that the organizer instructed the fishermen
to begin the meeting with prayer and hymns, resulted in
meetings conducted with the high moral tomne of a church
meeting. This centributed to failure of the orgaunization.

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 Toh 1%80).
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 u 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 1s 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 leborers, fishermen are more interested in the
success of the venture due to the system of dJistributing the
catch. Additionally, fishermeu aie likely to become vessel
owners themselves one day in contrast to the unlikelihood of a
farm laborer becoming a land owncr.

Heterogeneity of Membership. Internal conflicts of
interest have also been cited as a factor influencing the
reilative success of fishermen's cooperatives. Internal

conflicts of interest can be generated in sceveral wavs. First,
the one-man-one-vote principle leads toward the expectation
that the cooperative will provide functions decmed necessary by
its membership. If the cooperative is composed of different
types of fishermen (e.p. exploiting different stocks that
require different times and methods) the nuwber of functions or
temporal duration of the functions may result in
inefficlencies., For example, a cooperative in the North East
of the United States failed because fishermen who finished at
different times demanded 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,
heterogeneity of membership cawn result in conflicting demands
that can reduce the efficiency of operation.

Jentoft (1985) indicates that conilicts 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 will 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, ectc. 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 coonperation. Many of these variables are
frequently cited as influencing the relative success of
fishermen's organizations in various parts of the developing
wor .,

Management 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. llo Toh suggests that
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management is the most scrious problem facing the Jamarines
Norte Area Fishing Cooperative in the Philippines (1980).
Castilio Obispo notes that management was also a problem with
the Madridejos Fishermen's Cooverative in the Philippines
(1980). Many of the problems of the Kuala Linggi Fishermen's
Cooperative have been attributed to inadequate managenent
(Narkswasdi 1967a). Conversely, successes have been
attributed, at lesst in part, to effective management 1in
numerous areas (e.g., Grenada, Epple 1979, Malaysia, Narkswasdi
1967b; Belize, Gibson 1978). Sowmc of the management problems
cited include factors such as a lack of record keeping. For
example, lack of adequate record heeping has been noted as an
impediment to cooperalive performance in the Philippines
(Castillo Obispo 1980), Malaysia (Narkswasdi 1967a) and is
undoubtedly a factor subsumed under "poor managewent' in many
other parts of the developing world.

The importance of competent manapgement is widely
recognized in the Jiterature, acd one can find nany general
recommendations concerning the need to stuff fishermen's
cooperatives with trained managers (e.pg., FAG 1975). Ho Toh
(1980) notes that good management 1s expensive in the
Philippines wund that failure to pay salaries comparable to the
private sector will lead to inadequate staffing. This is Liue
throughout both the developing and the developed world. One
encounters problems when attempting toe pay relatively high
wages, however. For example, during the early stages of
fishermen's cooperative development in Denmark, fishermen
resisted paying high wages for nanagement. As a consequence,
the cooperatives were net properly managed 2and had to be
abandoned (Mourier and Sorensen 1976).

Another problem frequeutly encountered with respect to
management 1s that it is frequently difficult te find competent
management personnel] amonyg f{ishermen. Nevertheless, some
fisherwen have reacted negatively to being managed by
non-fishermen. A cooperative development project in Colombia
ran into problems when the fishermen would not cooperate with
government-appointed "outsiders" who krew little about
fishing. Non-{ishing members and office workers in the Kuala
Linggi Fishermen's Cooperative contributed to its problems
(Narkswasdi 1967a). It is reported that fishermen in the
Satpati Fishermen's Sarvodaya Society became more supportive
when f{ishermen joined the board oi directors {FAO 1971). This
is not to say that non-fishermen will 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 respected 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 comparative analysis of a
number of f[ishermen's organizations [rom around the world
indicated that while 83 percent of the successful organizations
had a board of directors elected by the organization's members,
over one-half (55%) of the failures had non-wember input to the
selection process (Pollnac 1987).

Bonetti (1976) has outlined a three-stape process in the
developuent of the directorship of fisherwen's cooperatives:
First, the founde:r 1s often a {isherman, the head of sgome local
association or the top fisherman in the port. Sccond,
leadership i1s often shitted to the hands of vrowmecone connected
to the tisbhing industry either through birth, carcer, or
community position but who is sovewhat detached becausc of
level of training. Finelly, the growing complexity of
managenent requires a trained adwinistrator. By this stage,
the [ishermen, through trusted adwinistrators, are nade aware
of this fact and are willing to accept suchi a peison. This
development sequence will probably be hard to duplicate In
small-scale fisheries in the developing world because of the
low lTevel ¢f c¢ducation in many fi1shing communities.
Nevertheless, all attempts should be made to appoint managers
whoe have the respect and support of the fisherwen.

Creanizational Complexity., It has been noted that
{ishermen's organizations exhibit a tendeucy to become
increasingly inclusive through tiwme, to assume wmore and more
economic and social functions. This results 1n cooperalives
evolving into nmultipurpose organizations. This 1s especially
true in developing areas where services are lacking. For
exanple, Poggie (1961) notes that fisheruen in more rural Costa
Rican cowmnunities expected wore scrvices from 2 cooperative
than those in the mere urban areas. Jenitoft (1985) suggests
that this internalization of functions also i1nternalizes
conflicts 1In addition to becomlng so complex that participants
feel out of touch with daily operations, alienating them from
the leadership and potentially leading te failure.

Meeting Attendance. Since the fishermen are supposed to
have input into the running of their organization, attendance
at meetings 1s an iwmportant facet of administration.
Nevertheless, as was noted in the previous section, demands of
the cccupation make it impossible to attend all meetings.
Digby cites this as & general problem with respect to the
development and maintenance of fishermen's cooperatives.
Techniques used 1in conducting organization meetings may also
reduce attendance. For example, Daveunport (1956) partially
attributes failure of a coopurative in Jamaica to the fact that
the church-meeting-1like tone of cooperative meetings inhibited
the development of intcresting activities, thus lowering
attendance and the opportunity for stable group formation.
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High attendunce at cocperative wmeeting: i1n Belize i attributea
te the fact that a Jeast acconpanics the meeting. Perhaps
similar ctiwuli or schedulin, of mectings during non—t{ishiny

periods will work o sewhere.

Intvragency Cooperaticn. Ju many LDCs cffective

deveicopment of  tishoeimen's orcanications o complicated by the

PR

fact that the scaveity ot ckiliea personnel results inoa nunber

of bureaviratic s, encics being responsible for different
Cowmpunenti ol the richernen's orpanization developuwent and
malntensncee [ rogratb. In @ richery development project in

Uruguay Invoeiving tishermen's cooperatives, jroblews in
i et

coordinating al!l involved da,youcics

aited in delays which had
nepative eltects on the merale o cooperastive woenbere (FAO
197&b) .

Henpewssey  (1981) Las arjued that en essential feature in

developrent planning fe the dotermination of the administrative
teasibility of dnteragency couperation. For example, 1in a
Plvhery development preoiect in Costa Kica, ne less than nine
institutions were involved which required coordivation (CT

Lank, government agencies, a {ichermen's cooperative, ote., cf.

3

¢y o 1981)., "his multipie apency invelvewent was

Henneoo
necessitated by the comprehensive nature of  the project which
stressed sociceconomic and institutional factors as well ag
technoloyy transfer., The problem was that adequatce authority
was Lot established to cvordinate the vaerious apencies.
Further, the fact that responsibility for the project was at
different levels in the various agencies led to status
conflicts, delays, and jealousies between individuals and
proups invelved. Alr of this, of course, led to grave problems
with respect to project imploementation.

SOCIOECONOMIC FACTORS

This puide will not include considerations of
cost-benefit analysis or financial analysis of cooperatives
which are covered in other publications. 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.

Availabilivy of Capital. Since fisherwen are among the
poorest of the poor in the developing world, it is frequently
impossible to raisc sufficient capital to begin eifective
operativn of a fishermen's organization. Difficulties in
obtaining sufficient initial capital have been noted in nany
parts of the world, e.g., the Philippines (Castillu Obispo
1980; Ho Toh 1980}, Africa (Lamming and Hotta 1980), and Latin
America ldiyares del Valle 1974). Availability of capital is a
factor roted as contributing to success of fishermen's
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cooperatives in Jiapan and Belaze (Daigoy 10725, Frequently
fishermen view cooperatives as credit sources rather than
investment opportunities. They furction socially as a source
of agsistance for f{ishermen, an' their categorization as
"non-profit entities" rveinforces behaviors which mitigate
against accumulation of capital. This, as Jentoft (1985)
notes, increases the vulrerability of the cooperative in times
sulting frow variations in catch, bad

of tinancial herdship re
weather, or price fluctuations.  Althoupgh lack of capital is a

[

frequent impedinent te cctablishment of fichermen's

cooperatives, 1t must be noted that dependence on povernment
subsidies has been cited as @ factor contributing to
couoperative raeilure (FAQ 1979),

EVASION OF RULES

Tt way difficuit to dnclude this factor under any of the
abuve cotepories, since it is more an indicator of an
orpanization in trouble than a factor outside the crganization
contributiin, to ite succers or failure. Mevertheless, evasion
of rules seemr to be o widespread problem affecting developuent
of  fishbermen's orpanizations  in omany parts of  the world. In
several countries in Certral America, the author was told by
noL-coopolat ive members that they were initially interested in
belenging to a fivhersen's cooperative, but dighonest
actovitics ob the pdart of cooperative staff and other members
convitoed then not to Joiun. Often fisherwen voicing these
complainty were awmong, the best and wmost regpected In the
Commnunity, Harkswendi (1%074) writes that dishonesty and
deception playued the Muele Lingygi Cooperative from the start,
ipcluding detault on feans, thetft of equipment, illegal

aliowances, otc. Eugvall, ot al. (1978) note that Sri Lanka
cooperative nekbers sometimes jllepally sell cooperative
cduipment.  Moucodwio (1987} writes that internal corruption is

one of the mest gericus problems facing shrimp fishermen's
cocperatives on the Pacific coast of Mexico. One of the
coticlusions of an FAC werkshop summary was that corruption and
expicitative leadership are amony the important causes cof
covperative tatlure (FAQ 1979),

Selling, tish outuide the cooperative 1o another evasion
of rulces that innilits cooperative development. This practice
is oo widespread that jt is safe to predict that it probably
alfects all cooperatives toe one degree or another. It has been
report-d as @ fecter affecting cooperative performance in the
Philippines {(Castille Obispo 1980), Ireland (Doyle 1976), India
(Day 1941}, Belize (Gibson 1978), Malaysia (Narkswasdi 1967a)
and Svi Lanke (Engvall et al. 1978). The only way to counter
this problem 1s through effective pricing and control.
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SUMMARY

We have examined nunerous factors found to be associated
with the success and failure of tishermen's cooperdtives in
varjous parts of the worlda. It L& dmportent tu be flexible in
the application of this inforwation. For examnple, 1t was noted
that cooperatives formed on the basis of local iunitiative are
frequently more successiu. than thooe which aie impesed  from
outsgide cources, Thiv voes pot wean that oll cocperatives

torned on the of atinulus Jron outsice tpe community are
bound tu teil. Tiey will probably succeed it other factors
Influcncing stecess ond failtie of couperatives are taken into
accoeunt., Locally inlitidted cocperatives probably  succecd more
often Lecause they ecveive under Jocal direction, adapting to
the reede or the pmticipante alonpy with thein carly 1nput,
The next chapter wiitl derine the kinds ol data that must be
colicveted tu asseas factor infiuvencing the success of
fisherren's organizations,

Beachiny kattumaram in Tamil Nadu
(Graphic by R. Pollnac)
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CHAPTER FOUR. TYPES OF INFORMATION NEEDED TO EVALUATE FACTORS
INFLUENCING THE FOTENTIAL OF FISHERMEN'S
ORGANIZATIONS IN DEVELOPING COUNTRIES

In Chapters Two and Three, a number of factors affecting
relative suecess and f{ailure of fishermen's organizations were
presented.  The purpose of this chaprer is to outline the types
of informaticn nceded to evaluate the putential of actual or
proposed fisherwen's organizations for achieving the goals
aupgociated with specific development pirojects. In this
chapter, the facteors affecting ficherwen's orpanizations will
Lo subcevegorized on the basis of their applicability to the
types of corganizations discussed in Chapter One. A matrix
located ot the end of this chapter (Figure 2) cross-tabulates
citferent orpganizational functions discussed in Chapter One
with the specitic dera needed to evaluate their potential
suUCCes s,

Origing and Bacry, round. Among, the information required
L : S — ’

covvernivy origins and backpround of proposed organizations is
wiacther or not the tishermen themselves have already perceived
that through group action they carn nmore readily obuvain sone
pgoal and i1f, acting on this perception, they have already bepun
to forwm proups. Th:i piece of information will be referred to
ac local initiative (1.1}, The numbers in parentheses
following descriptions of information types arc for reference
wurposes in the following Chaprers and Figurcs Two and Three
Information concerning other groups within the fishing

1
t

community must also be compiled. This should include
identification and description of all groups existing now and
in the recent past 1in the community. The description should

include numbers of members, functions of the organization, its
stracture (what kinds of positions are there in the pgroup, how
are they filled, and how do they relate to one another?),
opvrations (how do they do what they do?), relationships with
other groups, relationship tc proposed organization (will the
new organization zompete with the existing proup?), and
fishermen's attitudes towards the various existing groups
(1.z).

Some of ihese groups that already exist in the fishing
community may be composed of fishermen; hence, will provide
valuabie insights into traditional forms of ccoperation among
the {ighernmen. Iu some cases, the fichermen's groups will be
informal associations related to some aspect of fishiny, such
as groups of men who store their boats and gear together in a
commcn enclosure or who work on nets together. In other cases,
the groups may have non-fishing funct:ons. No matter what
their present function, such groups provide valuable
information concerning patterns of organization and cooperation
amonyg the fishermen. Tt is therefore important to obtain
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informatioen concerning all facets of their organization and
operation. For example, does the group have a leader? If so,
what is hic vole, and how did he obtain this pesition?  How are
decicions made in the y roug? If there are meetings, when are
they held and for what purpose?  low long has the group been in
existence, and hew was it formed? Pow wany members are there,
and what are thei: relationships to one another (cop., kinsmen,
friends, fellow crew mewbers, cre.)? (1.2).

1E it has already becn decided to include Fishermen's
organizations as part of  the project desipn, the soucce of thig
decision and projected vole tor the fishermen's orpanization in
the project should be detormined. This should be doune whether
the orpanization is in vnistence, incipient, or about to be
introduced to the community by a povernment agency or sowe
other body (1.3).

Further, an asscessment must be made of ali lawg
concerning the fermatien and operation of orpanizations. Laws
affecting eccess to resources should also be described (1.4),

ion_of Fishing. Needed dinformation
1 organization of fishing includes a
description of c¢rew structure including whe owns the vessel and

Social CQryenizat

concerning the socia

gear and do these owners fish, the number of individuals
operating cquipment and their positions (e.y. captain,
mechanic), relationships between c¢rew neubers themselves and
between crews and owners (eop. are they kinsmen, friends coming
from the =came village, or something else), and methods used to
distribute income frow both labor and tne use of capital
equipment (2.1),

Information i« also required cencerning  all oceupations
closely associated with fishing. For example, one nust
determine if there are individuals who specialize in certain
types of tishing, in Dbuying and selling fish, in processing, in
boat building, etc. This information will help identify
potential vested intercsts who may oppose the new

organization. Information concerning the full range of
functions of these specialists with regard to the fishermen
should be compiled, Fer example, do fish buyers also lend

fishermen money and transport supplies for them (2.2)2

Finally, it wust be determined 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. Tmportant characteristics of membership
include whether or not membership is open and/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 the Ffishermen themselves
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will also be newded. 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. Especially important is information on
the availability of capital for group formation and/or

maintenance. This should include amount of initial investment
by fishermen din ecither time or money. Sources, amounts, and
terms should be asscribed (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 procedurcs used te pay fishermen for their
catches (4.3) and on the longevity of vessels and other
preductive equipment, both present and proposed (4.4),

Government Support. Several lacturs are important
concerning povernment suUpport., Firet, what are the
relationships between the goals of the proposed organization
and government developrnent geals (5.1)7 If organizational
training facilities such as schools or extension services
exist, will the pgovermment provide the organization with access
to them (5.2)7 If these training facilities do not exist, is
the governwent willing to establish them (5.3)7 Finally, does
the government already have legislation or are they willing to
make legislation, which will facilitate formation of
fishermen's organizations (5.4)7

Administration. Of primary c-sideration is the
availability of management expertise for the fishermen's
organization. Infournation needed here includes the type of
expertise needed as related to complexity of proposed
organization, the relucionship of the management rneeds
perceived by the f{ishermen to the management needs perceived by
the povernment development agencies, and the determination of
whether management cxpertise acceptable to the development
agency is available (6.1). If possible, a history of meeting
attendance in former oir currently existing community
organizations should be determined (6.3) as well as the best
potential times (6.2) and struciure for meetings (6.4).
Finally, the various agencies tc 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).

44






CHAPTER FIVE. HOW TO OBTAIN INFORMATION NEEDED TO EVALUATE
THE POTENTIAL OF »¥ISHERMEN®S ORGANIZATIONS IN
DEVELOPING COUNTRI1ES

INTRODUCTION

Although the description of information reeds in the
previous chapter seews to be rather extensive, obtaining this
informaetion nced not in actual fact be overly tiwe consuming
aud will wore than pay for the required investment in terms of
its contribution tou project success. The purpose of this
chapter is to jrovide puidelines on techniyues to be uvged dn
acquiring this information.

The required date can be obtained using, three basic

techniques: (1) revecarch of available records, published
sources, or cther recorded wmaterial concerning the vepion; (2)
key Snformant dnterviews; and (3) sample surveys. Following a
biief description of wach of these techniques, the specific
data subeastepories (as fdentitied in Chapter Four) appropriate
tv cach will be centmerated alounyg with detuils concerning
specitic data acquisition techniques, where needod. A matrix
relating date cateporics to date source caun be found at the end
or this chapter.

USE OF AVAILABLE WRITTEN RECORDS

Where possible, all sveirsble written reccrds concerning
the targetr fishing population chould be reviewed prior to
beginnin, fieldwork in the project region.  For example, 1if the
fishermen's croanicarion will be asgocicred with a planned or
ongoing project, all available material corcerning the project
and the project site should be r1eviewed fovr information
relevant to the formation or evaluatiorn of organizations. If
preject appraisal reports include sociocultural ¢r ceconcmic
analysis, they include some of the infermation required.

Frequently, relevant wiritten waterials exist but are not
available outside the target country and can be found only
through onducting interviews with key dnformants in the repion
(see scction on key informants below). Existing written
materials ave likely rto dnclude reports completed by other
agencies (including donors), studies done by local uuiversity
staff or students, and statistics compiled by the fishery
office in the target region. In addition to data collected by
provious resedarchers or development agencies, one may also
find needed information in church or government 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 made to determine if the
materials are obsolete. Further, attempts should be made to
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determine the reliabiliry of all sources. Scmetimes inadequate
data collection methods werce used, sometimes statistics care
inflated for political purposes, and sometimes observers
attribute their own attitudes and values to the persons
observed. Only through actval field research cau the
reliability of written materials be checkea. Finally, reliable
written materials can be used as a cross—check on the validity

of wtatoments made by key informants.

Llmoest any type o Information can be obtained from
exigting wiitten records. It ig unusual, nowever, to find a
preat deual of usctul information, letailed and accurate
ception rather than

studies of the target populatrion are the ex

the rule, but if some exist, it pays to seaich chow out and use
them, especially if caretul checking determines that t hey are
reliable. More often, the informarion that can be found in

written documents is limited *o lepislation concory, ny
organizations and/cr cocperatives (1.4 and S5.4), censuses of
population which may include occupacion and location and which
can be used to determine residence patteins of fishermen (2.3)
and draw representative samples for survey work, povernment
development plans which can be used Lo ovaluate whether the
proposed organization tite with the stated goals (5.1), and the
adminiscrative gtructure of the govitnwert invelved which tuiy
provide vome insipght into which gevernment agencies will be
invelved din a developmeut plan which includes the formation of
fishermen's ovganizations (6.5). The censvs can often be found
:n the records of

tax or license tiles, The other written information such as
lepgislation, administrative structure, and development plans

religious orpanizations or lucal government

are usually published by o gpoverament printing office. Access
to these documents 1is usuaslly open to those “nvelved with
vfficial projects.

1t beare repeating at this point that all written records
muct he carefully evaluated. For example, although & fisheries
officer may tell you that all fishermen are required (¢ obtain
licenses, and that no one may fish without ove, it g still
important to check the reliability of the licens» records. The
fishery officer may teil you that all fishermen obtain licenses
because he wants you to think that Lis office is doiug a good
job or that all the fishermen in his district comply with the
law. The fact is that frequantly in small-scale fisheries in
developing counctries there are many unlicensed fishermen due to
problems in enforcement; thus, the files on licensed fishermen
would nct be a good source of either information concerning
residence or as a "universe of fishermen" from which to draw a
representativn sample 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 c¢f data collection technique involves
intensive, in-depth interviews with individuals selected
because of their knowledge of the subject matter. For example,
a preat 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 inforuants can aid in
developing questions that should be posed to a larger sample in
the forwm of & structured interview. This use of the key
infornant will be more carefully examined below when we discuss
sample surveys.

Identification of key informants 1is an important task
which may require several weeks of preliminary research in the
target community by a competent social scientist, but improved
accurdacy in obtained data will more than make up for the costs
involved. It is suggested that several key informants be used
for cach data type as 4 means of quality contir~l and
cross—checking on the information gathered.

A g¢great deal of the information needed to evaluate the
potential for fishermen's organizations can be obtained f{rom
well selected key informants. For example, a well-informed
local fisherman could tell you whether or not fishermen have
been congidering forming an orpanization on their own (1.1) or
it there had been one in the past (1.3). He could also give
information on social groups, or factions, that exist 1in the
community 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 cau 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 assocciated with the fishing
sector (2.2), and residential and/or migratory patterns of
local <ishermen (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 fishermen traditionally attend
meetings and information concerning these mectings (6.3 and
6.4), and the times when fishermen are usually fishing, so as
to hely dn scheduling weetings for 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 orpgpanization (6.1), but their
sugpestions should be tempered with a personal evaluation of
the individual sugpgested and some survey results to be
discussed below.

In cases where fishermen's organizations already exist,
knowledpeable 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 & survey. As described later, responses in the
preliminary work with the key informants can be used to
structure questions for the subsequent survey.

Finally, government officials associated with the fishery
can be used tou obtain information concerning existence of and
access rto orgpunizational (or cooperative) training facilities,
as well as the government's attitude concerning the
establishment of such facilities (5.2 and 5.3). Attitudes
concerning the povernment's willingness to enact legislation
favorable to the establishwment 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 ir 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 invelved agencies (6.7).

SAMPLE SURVEYSR

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
ar2 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 Ffishermen will
more than compensate for the extra effort involved.

Efforts should be made to obtain a representative sample

of the client population. If possible, fishermen should be
enumerated, & 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 keceps a
list of &ll church members along with their occupation. A
strictly candom sample of fishermen can be drawn from such a
list if almost everyone belongs tou 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 resecarcher 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 etfort; hence, a quota
sampling procedure may be preferable. In obtaining such a
yuota sample, all landing sites in the arcas selected should be
visited, and all small-~scale fishermen (captains and crew)
landing fish, working on their boats, or simply visiting the
landing s:te should be interviewed. The interviewer should
travel from point to point during each day, starting at a
different landing site cach 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 liriting 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 fisherumen
can usually be obtained only through the use of a sample survey
(3.2 through 3.9). Perceptions of the individual artitudes,
beliefs, and values of others are often influenced by the
informant's own thoughts concerning these issues; thus, key
informant statements can be quite unreliable, Statenents made
by key informants, however, can be used to construct
questions., For exampie, if key informants note that fishermen
woutld object to having a nou-fisherman manage their
organization, a question concerning this issue could be made a
pert of the survey.

Turning to specific questions that could be asked in a
relatively brief survey, some of the most basic, quick, and
e¢asy to ask can provide quantitative support Lo statements made
by key informauts. 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); where 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 distributicn of their fishing
effort (6.3).

Practically all of the information concerning 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 15 some reason to beiieve 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 te functional literacy, a simple test of
functional literacy should be devised. A fisherman could be
handed a two or three 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
their education, it is importaut that such questions be
structured so that they are not an obvious test of literacy.

At evaluation or relative sociocconomic status (3.4) also
forms an important part of the survey. Usually this can be
determined by constructing a list of questions concerning
household poussessions. The household itzms on the checklist
will vary from region to region, but usually include items such
as clectricity, indoor plumbing, radic, television, sewing
machine, number of rooms in the house, whether or not the
individual owns the house, etc. Background information
collected from key informants will help in the construction of
such a scale. For example, the key info:rmant 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 determines his or her behavior. A preac 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 published (sce Robinson and Shaver, 1973).
Most development prograws, however, do not have sufficient tiwe
or funds to construct and test locally appropriate attitude
scales. Thus, although the suggestions provided here will
provide only approximate measures of the attitudes in question,
they are better tvhan nothing at all. For projects that have
sufficient funds, it is suygested that a good sacial
psychologist be contracted to construct the survey
questionnaire and especially the attitude scales. The expense
would be more than compensated by the increased probabilivy of

project success.

Turning to suggestions concerning the constiuction of
specific attitude scales, gseveral questions which could be used
te judge an dindividual's attitude toward outsiders (3.7) would
be the following:

a. Some people say that most outsiders can be trusted.

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

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

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 frem =zero to
three, with responses most favorable to outsiders rated as
three, most negative as zero, and intermediate valunes as one or
two. These scores can then 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
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most positive attitude toward outsiders, and zero the most
negative.

A similar technigue can be used to construct another
scale aimed at measuring atritudes toward cooperating in an
organization (3.5). Statemercs used in the scale could be the
following:

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

b. Fishermen's orpanizations (cooperatives) work for the
good of the manapement, not the f{ishermen.

c. & fisherman 1o better off sellinyg his catch to
whonever he wishes vether than only to the

fishernan's  orpanization,

Here again, the respense would range frow "apgree fully" to
"disagree totally," the responce most positive to i hermen's
orgyanizations being yiven a value of three and the most
negative response piven a value of zero,

It wust be cwmphasized that the content of the questions
should be appropriate to the situdtion, For example, 1f the
rganization in question i a fishermen's couperative, the
gtatenents should refer to coowceratives. 1 the organization
is aimed at providimg, gproup-owned equipment, then statements
tapping attitudes towaerd jeint-ownership should be included.
The gquestions can be josed and scored in a manner similar to
these with respect to attitudes toward outsiders which was
:1e peasuring need for independence (3.6)

described above. A
can be constructed using siwmilar techniques.

Finally, some attitude questions can be formulated as
open—cnded yuestions. For example, a fisherman's attitude
toward selling outside the proposed oiganization (3.8) can be
assessed by cimply asking the fisherman under what conditions
does he think ir wculd be appropriate for a [isherman to sell
outside the organization (if it is to be a marketing
organization). The responses to this question can be used to
both &ssess potential loyalty to the orpanization and to
predict circumstances which would result in outside gelling.
The organization can then be structured to minimize this
potentially destructive behavior. Another Jtem which can be
appropriately posed as an open—-cnded question concerns beliefs
about the functions of a fishermen's organization (3.9). This
question can be simply poced 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 vproviding 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 perceptions and educate the fishermen concerning
potential benefits of membership i an organization,

FIND1Y” INTERVIEWERS

On. point that must be cwphasized is the fact that not

everyone can function as dan ceffective interviewer. This
cauticendry note holds for those conducting both survey
interviews and key informant interviews. The selection,

training and supervision of interviewers is a crucial aspect of
any data collection progranm. Decigsions based upon information
penerated trom inadequate, gnproperly coilected date can have
bad effects on all aspects of the tishery. It is theretore
important that carcful atteation be paid to all aspects of the
interview process.

The be:
well-notivated interviewers who can eosrablish

catie iy coellected by mature, poised, and
iome degree of
t

repprort with those people beiny  interviewed. 1 is therefore
necessary thet the interviewevr understands and is able to
convey the depression that he reespects the persons who are
siving intormation,

Teo frequently interviewers are hired mostly on the basis
of rheir ability ve establish rupport with an «fficial in the

fishery office, and when ~hey begin interviewing f{ishermen,

they project an imape of superiority which makes iv difficule,
if not impossible, o establish good rapport with the person
being interviewed, thus decreasing the probabilivy of obtaining
reliable data. The person vesponding must be motivated to
provide accurate and timely data, but if he feels that the
interviewer is talking down to him, or that the interviewer,
frimself, thinks that the data beiny collected has very little
value, he will not make an effort to provide good responses,
and in some cases, will mislead the interviewer.

A very important step in interviewer training is to
provide @ pood descriprion of the nature and importance of the
data to be collected. The interviewer must be convinced that
the data beiny collected will be critical in a decision-making
process which will infiuence 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 initial
interviews for inconsistencies or inadequate dats. Problems
encountered in interviewing should be discussed with the
interviewers, who should be made to realize that conducting
good interviews is a difficult process which must be learned,
and that a good interviewer is a valuable person. Tf the
interviewers are previously advised that it ig 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 review
sessions, and the supervisor can then help develop strategies
to minimize or eliminate these problems.

Interviewers necd to be supervised. An additional
advantage of the early analysis of interviews sugpested ahove
is that it indicates to interviewers that their work will be
reviewed and helyps discourage falsification of data.
Interviewers should also be advised that their work will be
checkeda, either through unannounced visits at interviewing
sites or by follow-up visite to informants.

Figure 3 on the next page is 4 matrix relating data type
to data source using the categories defined in this chapter.
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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 uscfulness of
fishermen's organizations, surveyed factors contributing to the
success or faillure of f{ishermen's organizations, and described
techniques which can be used to obtain the information needed
to evaluate such an organization's chances for success. The
vresent chapter deals with how to design an appropriate
information gathering prograw using the techniques described in
the previous chapter. The chapter begins with a discussion of
priorities in information gathering und then exaamines
strategies to be used in situations with different previous
experiences with fishermen's organizations.

Assessing Priorities. A recent publication concerning
data cellection in developing countries suggests that a key
question to be asked is "Why arc we collecting 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 assesced for cach project. For example, if it
has already been deterwined that the organization being
considered 1s not a markeling organization, then there will be
less need to carcfully assess the functions of middlemen since
they are not to be replaced by the organization, and other
factors will receive preater emphasis in the data gathering.
Likewise, if it is certain that the organization is not to be a
producer's organization which will hold equipwent in common,
then there will be little reason to obtain data concerning
attitudes towards common ownership. Figurc Twe at the end of
Chapter Four iudicates data types necessary for specific types
of organizatious. These considerations should be obvious, but
a person using Chapters Four and Five to construct a plan of
investigation may simply assuwme that all the information needs
listed therein are always ncecessary. One could waste valuable
and limited time gathering data that will 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 1is 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 povernment has already
established a policy of dealing only with fishermen's
organizations in development projezts, then a full-scale
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investigation of the success potential of the organizations to
be involved 1in the project under consideration would be
essential and should receive priority funding. 1f the idea for
the formation of the fishermen's organizations is coming from
the government or another outside agency, then the type of
full-scale investigation described previously is what is called
for. On the other band, if the i1dea for the fishermen's
organization originated with the fishermen themselves, the much
higher success rate of such endeavors iwpliecs that much less
information is rcquired in order to go ahcead with this aspect
of the project, and the required investipation expenses are
consequently wmuch less. It should, nonetheless, be carefully
verified that it is really a sizcable proportion of the
fishermen who are interested, and not just a few highly verbal
mdividuals.

Although Chapter Four gives the jupression that a lot of
information needs to be collected, the discussion of data
gathering techniques 1n Chapter Five shows that wmuch of the
inforuation needed can be obtaiued from written material ard
the use of properly selected key informants. Many of the
problems which have been encountered in the past when using
fishermen's organizations could have been forescen and avoided
using only this level of information. Wien one considers that
an initial information gpathering phase based on written records
and key dvtormant informal loa may rvequire one man-month or
less, (devending eon the number of coumunities involved in the
project), it is a shawe that so mauy ill-considered and
bound-to-fail fishermen's organization development projects
have been allowed to go forward.

Expenses 1nvolved 1in the second level of iavestigation,
the survey phase, also need not be great. It must he
remembered  that {ishermen are only a small proportion of the
population in many countries so that samples need not be
extremely large, and 1f only the data which is really needed is
collected, cach individual interview can be relatively short.
Methods for deterwining adequate survey sample sizes for the
required depree of accuracy are glven in most text books on
statistics or sociological survevs (see for cexample Casley and
Lury 1981). If the financial resources available are not
adequate for interviewing cenough fishermen, the certainty of
conclusions and recommendations based on the data gathered will
be reduced. I't the fishermen's organizatiorn being proposed is
a central and critical element of the overall development
program, as discussed above, the funding agency must be made to
understand the fundamental importance of needed information,
and persuaded to allocate enough money for the really essential
investigatiouns. The history of the usce of [ishermen's
organizations 1is f[illed with failures which could have been
avoided had the information gathering and evaluation techniques
recormended here been put to use.

58



Informstion Gavhering aud Evaluation of Pre-existing
Fishermen's Orgaunizaticus. When it has been decided that a
fishermen's orranization would perform a useful function in a
fishery developwent project or if the host country government
encourages use of such organizations, it will be necessary to
determine if there ave any fishermen's organizations in the
target area at the present time.  J0 such ovganizations exist,
one wust {ind out (a) if they arce presently effective; (b) what
are rthe attitudes and perceptions of the fishermen for whowm the
project is intended towvard the existing fishermen's
organizaticn; aud (c¢) whether the existing organizatious are
compatible with the new development plans.  The techniques of
information gathering should be used Lo obtalin the calegories
and types of inforwmation as discussced in the preceding
chapter. 't 1Is gmportant to stress that when existing
organizations are being evaluated, ofticers and some mewbers of

the organization may bave a personal interest in preseuting the
exlsting organization in jts most [avorable light. Experience
has shown that intervicws conducted with cooperative officials
and menbers who "happen” to be conveniently present when an
outsrder visits are often very unreliable sources of
information. This 1s espectally t(rue with the least effective
fishermen's orpanizations. Menbers of inef{fcctive
creanizations are often the least officient fishermen in the
repion and have the wost Lo gain from outside ald.  Interviews
conducted wich fishermen who have dropped out of the
organization, or have rofusced to join are often much more
informative and revealing.

LE the existing organization is found to ¢ presently
effective and fully compacible with the proposed project, use
1t. I't, however, there are problems with respect to
incompatibility with the project, the wembership, and/or with
fishernen's atti‘ades towards the e.isting organization, the
possibility of maxing zcceptable changes should be examined.
If the evaluation has been conducted using the procedurcs of
the previous chapters, the ncecessary changes in the
organization should be obvious. A potential problem is
determining if the needed changes arve compatible with
regulations poverning fishermen's organizations. This 1is
especially a problem with respect to fishermen's cooperatives
where the cooperative must conform to laws established by the
governuent . As noted abuve, these laws are sometimes not
adapted to the needs of [{ishermen, and can result in an
ineffeetive organization. If this 1s the case, either the
project must obtain government permission for an exemption from
exlsting laws, the laws must be changed, or the organization
must accept losing its cooperative 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 1is better to use no organization at
all, rather than waste precious development funds by funneling
them through a corrupt or ineffective organization.

Where Previous Organizations MHaye Failed. The situation
wherce cne is trying to establish a fishermen's organization in
an area where previous organizations have failed is perhaps the
most difficult. Fishermen will remember that something called
a "socicty" or "cooperative" performed miserably in the past,
perhaps actually hurting some of thew, and they will want
nothing to do with one.

The most logical approach when dealing with such a
situation is to first obtain all written material on the failed
organization, including the defunct organization's records, if
possible. This written materlial may provide leads to be
followed up in key informant interviews. 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 lor the previous failure. The
investigation may be structured to obtain the kinds of
information outlined in previous chapters, but the investigator
must aiways be on the outlook for unique causes of failure. It
should be remembered that an organization's failure is often
caused by a cowbination of factors, wot just one factor. The
investigator must scarch for additional contributing factors
even after the one or two major factors contributing to the
failure have been uncovered.

After a review of written material and key informant
interviews have been carried out, a survey of a small sample of
the fishermen should be conducted 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 uot make the
same mistakes as the previous cne. 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 f[ishermen's feelings
that the personnel responsible for the new project are
competent. This kwrowledge 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 new
organization, stressing thosc aspects that differ from the
previour 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, 1t 1is important to note that
government restrictions may prohibit some necessary changes
from the previous organization. In these cases, the previously
outlined procedure for revising existing organizations should
be followed.

Where There is No Historvy of Fisbermen's Organizations.
Where initial Investigations show that there are none now and
never have been any type of fishermen's organizations, the data
collection procedure should follow that outlined in the
previous chapters. All relevant and necessary inforwation
should be collected and transformed into recommendations for
developing the structure and operations of the proposed
fishermen's organization. Information which 1is particularly
relevant in this case is the structure and function of
traditional forms of cooperaticn in the fishermeun's community
{see Chapters Four and Iive, data type 1.2). Here the emphasis
will not be on using or Improving an existing organization or
oue that has failed. The problem 1Is developing an appropriate
organization.

As a means of maxiwizing the fit of the proposed
organization to the soclety and culture of the fishermen, it
will be necessary to determine aspects of traditional forms of
cooperation and try to build them inte the new organization.
Fer example, if in traditional forms of cooperat.on decisions
are made by an elder after individval/private consultations

with group members, it might . difficnlt ov impossible to
introduce a process where the members vote on decisions either
by ballot or voice voles at a group mecting. If traditional

cooperating groups are relatively small in number (e.g., 10 to
15 kinsmen or friends', organizations based on larger
membership way prove unworkable. In this case, 1t 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 1n this manner to develop an
organizacion 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 collocted does not fit
government requirements, then attempts must be made to either
obtain exemptions or fit the organization to the laws while
stil] maintaining its usefulness to the target population. If
neither of these options is possible, 1t 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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be used under the three casvs of fishermen's organization
development discussed above.

CONVERTING DATA INTO TNFORMATION 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 provide some guidelines and examples which
will illustrate how one moves from data to operationally
relevant recommendations. The examples are drawn from projects
which include as one component the establishment of fishermen's
cocperatives.

The first example will focus on a cowmon component of
many programs dimed at developing some form of fishermen's
organtzation. One of the most common complaints made by
fishermen and some of those who wish to help them is that they
are being expioited by widdlemen. 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 problen. It would put marketing in the hands
of the producer and get rid of the exploiter. Nevertheless, as
noted elsewhere in this paper, fishermen's organizations often
find that they cannect compete with the widdlemen. This failure
is frequently duc 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. Tf an organization
aimed al replacing the middlemen is to succeed, it must be able
to compete successfully in the provision of all those services
which the middiewen 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
evst/benef1t 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 198la) 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 widdleman, or Ffish buyer, 1is
an important individual in the structure of the smwall-scale
fishing industry. On the short strip of coastline where
interviews were conducted ia Puntarenas, there were seven
active middlemen, while 17 niddlemen 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-areca sampled or nol active during the
research period. Obviously, the wmicaleman performs the
important functicn of purchasing fish from the fisherman for
resale to other middlemen or retailers. He also, however,
appears to provide other scrvices for fishermen. Since the
number of active middlemen in the region and statements made by
fishermen suggest that competition exists between the various
middlemen, fishermen were asked a very simple, open-ended
question as part of & larger interview (cf. Pollnac 1981a):
"Why do you sell to one middleman rather 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 1
Distvibution of ratjonales for selection of middleman.

Percent of

Rationale fishermen giving rationale?

Better prices 48
Provides help (loans, etc.) 45
Failr treatment 31
In debt to middleman 9
Friendship 8
Always buys fish 6
Closer to residence 4
Other 10
N = 80

drotal exceeds 100 percent because each fisherman could,
and often did, give more then one rationale. Only the
first three rationales given by each {isherman were
counted.

The most frequent rationale for selecting one buyer over

another 1is 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, such as providing loans, picking up
parts, etc. Fishermen also select a buyer on the basis of what
they perceive as fair treatment, This category includes the
attributes of lionesty, immediate bPayment for product, not
discarding marginally spoiled fish, etc. Nine percent of the
fishermen report that they sell to a specific buyer because
they are in debt to him, while 8 percent claim they make their
decision on the basis of friendship. A small proportion of the
fisherwen choose middlemen who unever refuse their product.
Some middlemen refuse to buy when the market is glutted, and
the fishermeu are forced to let thei. product rot. Several
fishermen noted that they deal with a specific buyer becanse he
is located closer to thejr home. The "other" category includes
responses which do not easily fit any of the previous
categories, and includes such things as "claracter of buyer,"
"landing facilities," and "more responsible."

Due to the fact that the rural and urban regions of the
Gulf of Nicoya are quite different, the first and therefore
presumably most important responses from each fisherman were
examined in terms of where the fisherman lived. The
expectation that urban fishermen would be more likely than
rural fishermen to select buyers on the basis of price wag
supported by the data (44% for urban versus 23% for rural
fishermen, respectively; Chi Square = 3.47, p <.05; one-tailed
test). Urban fishermen are most involved in the cash econormy,
50 we would expect that the Prices paid by middlemen would be
the most important attribute in the urban area. In contrast,
the rural fishermen are more interested in the help that the
middleman provides in the form of Iloans, picking up parts for
equipment, ctc. (37% for rural versus 14% for urban fishermen;
Chi Square = 5,52, p<.02). Finally the relationship between
area of residence and the "fair treatment" cdtegory was not
Statistically significant (Chj Square = 0.02, p>.19),

The information from the exomple presented above
represents the analysis of the dat, obtained from one simple
open-ended question. Neveri“eless, it provides important
information which can be used to make significant decisions
concerning the establishment of marketing cooperatives among
these fishermen. First, a farther analysis of what is
important to fishermen in the "provides help" category would
indicate services that a marketiag cooperative should provide
to cffectively compete with existing middlemen. Second, the
rural-urban differences discovered indicate that cooperatives
will be required to provide different patterns of services in
different regions of the country.

For the purpose of this guide, one final example of the
conversion of raw data into useful information for making
decisions concerning 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 198l). 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 tue survey. Many of the regional
fishernmen had been contacted concerning this project. The
regions included in the survey included Puntarenas and Costa de
Pajaros, described above, as well as Playa ¢l Coce and four
smaller fishing communitie. in the northern section of
Guanccaste Province. Playa el Coco had previously had a
cooperative for a very brief period of tiwe, but 1L was
inactive when the interviews werc conducted. A relatively
unsuccessful cooperative which included Puntarenss and Costa de
Pajaros was struggling to keep its head above water in the
several years preceding this survey. Playu el Coco and the
other fovr small fishing communities differed from Puntarenas
and Custe de Pajarcs mailnly in terms of distance from the
capital {San Josc) and the major port facilitics available at
Puntarenas, as well as in terms of the small nuwber of active
middlemen in thelr region. Playe el Cocu was scrved Dby only
one middleman. while the four smaller communitics farther norch
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 beliefs 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 cxamined, as in the previous example, and it was
found that the respounses 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 mecubership in a region where the
government 1s actively promoting cooperative development. The
second 1is 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 the 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).

6€



Table 2
Perceived benefits of belonging to a fisherman's cooperative
Percent distribution.

Four

Response category Puntarenas Costa de Playa northern
Pajaros el Coco  communities

Do not know i6 52 28 52
No benefits 48 20 10 06
Equipment/supplies 01 00 31 32
Mutual help 16 08 05 06
Better income 09 04 08 00
Other positive 04 08 08 00
Savings plan 03 06 00 03
Loans 0l 02 03 00
Marketing 00 00 08 00
Sample sire 67 50 39 31

Adapted from Poggie (1981).

This information can be converted into severel
operationally significant rccoumendations concerning the
establishment of fishcermen'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 tc
take into account what it is that fishermen object to with
respect to the operation of the cooperatives that exist or have
existed in the region. Second, variation 1in fishermen's
perceptions o  benefits of a {ishermen's cooperative 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 c¢an 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 praclLitioners 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 f[ishing communities. As a summary
and conclusion to the guide, a checklist of guestions 1is
provided which should be wnswerable with information gathered
as a result of the information gathering strategy described in
previous sections of the guilde.

1. CHECKLIST CORCERNING ORIGINS AND BACKGROUND

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

Although a yes answer to this question indicates the
most favorable circumstance, 1t 1is possible for
crganizations introduced from the outside to succeed if
the fishermen are convinced of the usefulness of the
soclety and involved in its development from the
begiuning.

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

If yes, the situation 1is favorable for the developuent
of a fishermen's organization, especially if the group
was successful and composed of wembers who cooperate to
achieve a comwmon goal. If no, organization developmeunt
can still proceed, but it will not be as rapid.

C. WILL THE FISHERMEN HAVE A ROLE 1IN DECISION MAKING DURING
THE FORMATIVE PHASES OF THE ORGANIZATION AS WELL AS 1IN
LATER PHASES?

If yes, the fishermen's input should help to structure
the organlzation in a manner compatible with their
needs. If not, rescarch hes shown that the failure rate
is much higher for organizations which have little or no
input from the fishermen with respect to decision
making.
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D.

WILL MEMBERS OF THE OLD GROUP COOPERATE IN THE FORMATION
OF THE NEW ORGANIZATION?

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

IS THE PRUPOSED SIZE OF THE ORGANIZATION COMPATIBLE
WITH THAT OF TRADITIONAL GROUPS?

If not, numbers may be so large that traditional forms
of group interaction way not be able to cope, and the
organization way not be able to function effectively.

IS THE PROPOSED ORGANIZATION FORM BASED ON AGRICULTURAL
ORCANIZATIONS, AN OUTLINE PROVIDED TN A COOPERATIVE
DEVELOPMENT MANUAL, OR LEGAL REQUIREMENTS?

If yes, the organization may not be adapted to local
needs. The orpganizational form wmust fit the neceds of
the local fashermen, which are often different from
farmers or fishermen from other regions.

DOES THE PROPOSED OKRGANIZATION FIT LOCAL LEGAL
REQUTREMENTS?

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

2, CHECKLIST CORCERNING 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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E.

IF JOINT HIRE-FURCHASE CONTRACTS FOR VESSELS OR FISHING
GEAR ARE PART OF THE NEW OKGANIZATION'S OPERATIONAL
STRATEGY, WILL THE GROUPS WHO MAKE THE CONTRACTS BE
SUFFICIENTLY STABLE T0 AVOID SPLITTING APART BEFORE THE
CONTRACTS ARE FULFILLED?

If not, other vypes of contracting schemes nust be used.

BO THE ORGANIZATION'S RESIDENCY REQUIREMENTS TAKE 1INTO
ACCOUNT THE MNOVEMERT OR MIGRAT]ON OF POTENTIAL MEMBER
FISHLERMEN?

If not, the requirement will have to be changed.

CHECKLIST CONCERNING MEMBERSHYIP

A.

IS MEMBERSHIY RESTRICTED TU ACTIVE FISHERMEN AND
PARTICIPANTS [N THE FISHERY WHO ARE INVOLVED WI1TH
FISHERMEN?

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

DO THE FISHERMEN HAVE SUFFICIENT EDUCATION TO UK ERSTAND
THE ROUTINE OPERATION OF THE ORGANIZATION?

[f not, they wmay be suspicious of some procedures., It
is suggested that (he organization develop no functions
that are beyond the ability of its members to understand
(at least superficially).  The organization can develop
information programs which will allow it to grow along
with its wcabers.

WILL THE ORGANTZATIOIAL REQUIREMENTS CONFLICT WI1TH
TRADITIONAL FREEDOMS PRACTICED BY FISHERMEN?

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

WILL THE ORGANIZATION FULFILL 1MPORTANT FUNCTIONS SEEN
AS NECESSARY BY POTENTIAL MEMBERS?

If not, the orgunization should be restricted to meet
those needs which are capable of fulfillment.
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C.

IS PROPOSED HEMBERSHIP COMPOSED OF DIFFERENT 1YPES OF
FISHERMEN WHO EXPLU1T DIFFERENT STOCKS THAT REQUIRE
DIFFERENT CEARS METHODS AND FISHING TIMES?

1t yes, the different types of fishermen may require
diffcerent types of scrvices and operating times,
potentially vesulting in internal conflicts of interest
and/or incfiicicncies in operation,

CHECKLTST CORCERNING ECONOMIC FACTORS

1S THERE SUFFICIENT CAPITAL AVAILABLE TO MEET THE NEEDS
OF THE ORGANIZATIONY

1f not, can further sources be 1dentified? Under
capitalization has resulted in numerous cooperative
failures, It Is a very serious problem which must be
dealt with realistically. Moderate loans on reallstic
terms (not subsidies) are sometimes avallable and
usciul.

ARE POTENTIAL PARTICIPANTS REQUIRED TO MAKE A
SUBSTANTIAL CONTRIBUTION TO THE FORMATION OF THE
ORGANIZATION IN EITHER LABOR OR MONEY?

There is awmple cevidence that the degree of personal
economic commitment on the part of members is positively
correlated with organizational success.

IF IT 18 A MARKETIKG ORGANIZATION, 1S THERE SUFFICILENT
WORKING CAPITAL SO THAT FISHERMEN CAN BE PAID FOR FISH
UPON DELIVERY?

1f not, morr working capital must be arranged.
Marketing organizations have been known to fail when
they could not compete with middlemen with respect to
immediate paymnent for fish.

JF THE ORGANIZATION WILL PROVIDE LOANS TO FISHERMEN, ARE
REPAYMENT PROCEDURES COMPATIBLE WITH TRADITIONAL
REPAYMENT TECHNIQUES?

1f not, many detaults may occur, resulting in failure of
the organization.

JF THE ORGANIZATION HAS SUPPLY AND CREDIT FUNCTIONS,
WILL CREDIT BE AVAILABLE FOR MAINTENANCE, REPAIR, AND
REPLACEMENT?

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

DO THE GOALS OF THE PROPOSED ORGANIZATICN FIT GOVERNMENT
DEVELOPMENT GOALS?

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

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

1f not, 1t is possible that arrangements will have to be
p 8

made to train management and members with either

government or other funds.

DOES LEGISLATION LXIST, OR WOULD THE GOVERNMENT BE
WILLING 70 MAKE LEGISLATION, WHICH WOULD FACILITATE THE
FORMATION OF FISHERMEN'S ORGANIZATIONS?

If yes, it will make the organization much easier to
.
LOXIil.

CHECKLIST CONCERMING ADMINISTRATION OF THE ORGANIZATION

CAN ADEQUATE MANAGEMENT AND LEADERSHIP BE FOUND WITHIN
THE F1SH1ING COMMUNITY?

1f not, there may be problews due to rhe fishermen's
lack of trust in outsiders. Bonetti (1976) has noted
three stages in the development of leadership in
successful fishermen's cooperatives. First, the founder
is often a fisherman who 1s recognized as a leader.
Second, a director 1is appointed who has some connection
with fishing (family, past expericnce) or holds a
position in a fishing community, but who 1s somewhat
detached, often because of education level. Third, the
complexities of management force the fishermen to
concede that they need outside expertise.

WILL THE DBOARD OF DIRECTORS BE LELECTED BY THE FISHERMEN
OR APPOINTED BY THLE GOVERNMENT OR SOME OUTSIDE AGENCY?

Research has indicated that {ishermen's organizations
are more likely to succeed 1f 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.



C. DOES THE PROPOSED MEETING SCHEDULE OF THE ORGANIZATION
CONFLICT WITH FISHING TIMES?

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 be adequate means of coordinating the
various agencies' activities. This will be especially
important 1f 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 questions 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 mav not only bharm the fishermen, but turn
fishermen against future attempts at development.
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