1. Scope and Context of the Report
1.1 Objective

When the Programme for Integrated Development of Artisanal Fisheries (IDAF) inWest
Africa started some 10 years ago, it was foreseen that intensive field activities regarding
approaches experimentation should take place in the host country, Benin, under the name of
"Model Project”, directly as part of the Regional Programme. In May 1984, the activities of the
Benin Model Project became a specific national project thus becoming the first national field
project formulated and assisted by IDAF. Since then IDAF has identified and helped in the
formulation of other projects. These include the Integrated Development in Rural Fishing
Villages in the Shenge Peninsula, Sierra Leone; Development of Small-Scale Fisheries in
Kaback Island, Guinea; Integrated Devel opment of Fisheriesin the North of VoltaLake (Y gi),
Ghana; Establishment of Artisanal Fishing Centresin the Kamsar Region, Guinea.

In these and in many other small-scale fishery projects, emphasis is placed on an
integrated and participative approach taking into account both technical and socio-economic
needs of fishing communities and ensuring empowerment of fisherfolk through their active
participation in both planning and implementation of development activities.

Thepurpose of thisreport istwo-fold. Thefirst isto provide asynoptic analysis of the
extent to which the integrated - participatory strategy adopted by the World Conference on
Fisheries Management and Development held under the auspices of FAO in 1984 has been
appliedinfield projectsinthe IDAF region and al so identify the socio-economic implications of
the strategy on fisherfolk communities. The second morefar reaching purpose of thereport isto
draw attention to the more salient |essons|earned from applying the strategy in West Africawith
aview to improving our interventions in favour of artisanal fisherfolk.

1.2 M ethodology

Whilethe information as reported represents a synthesis of observationsfrom well over
15 projects with which the IDAF Programme has maintained close contacts, the bulk of the
information is based on case studies undertaken in small-scal e integrated fisheries devel opment
projects in Y¢ji, Kaback and the Gambia a detailed review of the model project that IDAF
assisted in executing in Benin between 1983-1989, and from impact studies and analysis on the
integrated approach commissioned by the Programme between 1989 and 1993 in a number of
IDAF associated projects.

Thework involved two complementary and interrel ated phases: adesk study of available
information/documentation and field investigations. The literature consulted included a wide
array of project documents such as progress, annual and eval uation reports: reports on specific
issues or subjects. The field investigations entailed obtaining information through direct
observations and through meetings and discussions; interviews with key and privileged
informants as well as with specific target groups.
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1.3 Characteristics of sites chosen for case studies

TheY gji, Kaback and the Gambia projects were implemented in fisheriesresource-rich
environments, whereas the resource base of the Benin Model Project wasrelatively poor. Other
specific characteristics of each site are provided below.

TheBenin M odel Proj ect was based in Cotonou from where it proceeded to work in the coastal
fishing villages. A training facility for fishermen was established at Cotonou in the form of a
Community Fisheries Centre (CFC) which concentrated on improvements to fishing gear and
methods and fishing vessel s mechani zation. Non-fishing activitieswere conducted inthe villages
according to local needs and requests. However, the Benin villages were small and had only
slender resources in terms of land, soil, water, trees, facilities or amenities and the fishery
resource base was also limited. Since most of the fish catches were marketed in Cotonou, there
was little scope for local fish processing and related activities at the village level. As village
fishermen were assisted to become more productive, they mostly elected to move to Cotonou
port which formed a much better base of operations. Vessels were able to enter and leave the
harbour regardless of beach surf conditions which hampered operations from the villages.
Fishermen working from Cotonou were also largely free of the compulsory rest days enforced
according to traditional religious criteriain the various villages.

The Benin village fishermen were mostly temporary immigrants and did not integrate
with the indigenous population. Their encampments reflected their lack of local roots and they
were reluctant to contribute in cash and labour to the devel opment of social amenities. The lack
of resources and social cohesion made integrated village development work more difficult.

The Benin Model Project was financed by Norway and executed by FAO. The project
was implemented between 1983 and 19809.

The Gambia project was started in 1979 and evolved first under the classical concept of
Community Fisheries Centres and from 1988 assimilated the integrated strategy. Funded by the
European Economic Community (EEC) through the European Development Fund (EDF) and
executed by the Italian Consulting Firm "IDRO Consult", the activities of the project aretargeted
at six coastal sites (Gunjur, Tanji, Kartong, Brufut, Sanyang and Batokunku). The number of
village inhabitants who are earning incomes from fishing and fisheries related activities is
approximately 3500. Of these, 1600 are fishermen and 1900 operators (smokers, driers, traders,
dunilas, fish traders, etc.). 35% of the operators are women. Production from the sector in 1992
was approximately 11.500 MT.

An evauation of the project was conducted in January-February 1992 by Integrated
Marine Management a British consulting firm and concluded that: " The Programme has almost
reached the stage where it is self-sustaining and if successfully carried to the next stageit could
become one of the most successful interventions in artisanal fisheries in West Africa’.
(Integrated Marine Management 1992). Management of some of the Centresisnow vested inthe
hands of Fisheries Centre Management Committees (FCMC) with staff of the Department of
Fisheries serving as facilitators.
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TheYe¢ji Project islocated in the centre of Ghana on the West bank of the VVolta Lake.
Before the construction of the Akossombo dam in 1964, the breadth of theriver in'Y gji wasonly
about 160 m. Today, it extends over 8 km. The population is about 76,000 inhabitants spread
over some 342 fishing villages. There are about 18,000 professional artisanal fishermen and
7,000 women operators involved in fish processing and marketing, as well as a considerable
number of other peoplein ancillary activities. The Maximum Sustainable Yield (MSY) of Lake
Voltaisestimated at about 40,000 tonnes and each year the equivalent of about 8,000 tonnes of
processed (smoked and dried) fishery products are transacted through Y eji. The Y gi projectis
unique in the sense that all the development processes and strategies applied in its
implementation are based on the CFC concept as a vehicle to integrated small-scale fisheries
development, but the CFC has not been built. Yei's inland location is also a contrast to the
majority of coastal integrated artisanal fishery projectsin theregion. The project was started in
1989, is financed by UNDP and executed by FAO.

Kaback Island lies at around 35 km south-east of Conakry. It is 15 km long and 8 km
wide. The population isabout 8,000 inhabitants. Of these about 800 are fishermen. The economy
of the region is based essentially on rice growing and fishing; 90% of the inhabitants being
farmer-fishermen.

The project started in 1988 and is financed by UNDP, and executed by FAO. The
activities of the project are concentrated in the three villages of Matakang (the seat of the
project), Konimodia and Khunyi. Production in 1992 was more than 6000 T. A number of
significant innovations and hypotheses such astheinstitution of aproject linked Credit Scheme,
a 10% surcharge levied on the purchase of outboard motors and spare-parts and the use of
Participatory Rapid Appraisal (PRA) techniquesin theidentification of micro-projects have been
tested in Kaback. The project's success has also been catalytic in attracting donors interest
particularly the EEC, through EDF's project for Rural Development in the Maritime region of
Guinea and the Canadian Embassy both for the supply of outboard motors. The Association of
French Volunteersfor Progress (AFVP) hasal so helped in the building of wellsfor water supply.

The development objective of these projects is to diversify the economy in fishing
communities, to create morejob opportunities, to raise theincomes of artisanal fisherfolk and to
improve nutritional standard by increasing the supply of fish for local consumption.

2. Theorigin of the concept for small-scale fisheries development

In the contextual approach to fishery development, it is recognized that afishery is not
only a system or a collection of systems but is also a subsystem within a larger system the
society. The artisanal fisheries sector is itself made up of interrelated sub-sectors which
encompass the main operations of capture, processing and marketing, as well as a number of
ancillary industries such as boat building, engine supply and repair services, gear manufacturing
and supply, ice production, fuel and fuelwood supply, money lending etc. The sector is
characterized by anumber of factors: it ishighly labour intensive but lowly capital intensive, it
isalso geographically very dispersed, with communitiesthat are often isolated from mainstream
development activities. In addition to providing employment to many thousands of fishermen
and associated workers, the artisanal fisheries sector provides a significant amount of animal
protein to an increasing population. This is particulary the case in West Africa where it
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represents on average over 40 percent of animal protein supplies. In some countriese.g. Sierra
Leone, the artisanal fisheries sector contributes over 80 percent to national food fish supplies.
Despite these major contributionsto the national wealth, fisherfolk lead a precarious existence at
or below the subsistence level.

21  Neglected and misplaced policies and their consequences

Prior to the mid 1960's the artisanal fishery sector like peasant agriculture was
characterized by neglect and misplaced policies by governments and international donor
agencies.

This state of affairs was due to several factors:

1. post independence development policies in many cases focused on a top-down
approach using industrialization as the motive force for economic growth aimed
at transforming traditional economies into competitors on the world market;

2. interventionsto assist fisheries also focused on large scale vertically integrated
projectsaimed at increasing food supply and employment mainly intheindustrial
sector. Governments also created a protected environment for large fishing
companies and/or parastatals which was fortified by the government's desire to
achieve economic independence;

3. theemphasisonindustrial fisherieswasfuelled by the extension of 200 nautical
mile national exclusive fishing zones in the 1970s and the desire of developing
countries to develop their own capacities to exploit the resources in adjacent
waters.

By adopting an industrial fisheries development policy, governments were unaware or
failed to appreciate that the industrial infrastructure was capital intensive and was unable to
absorb the supply of labour. Thus the industry became dependent on imported components so
that production was not sufficiently based on locally available resources; optimum productivity
of imported technology depended on the presence of highly skilled labour and management
which were hardly available locally. As aresult, the anticipated expansion of the economy did
not happen or any change was scarcely perceptible. In many cases, industrial infrastructure was
over-dimensioned, many industrial fishing enterprises were over-capitalized due to subsidized
interest rates and other subsidies and output was excessively expensive.

The attempt to industrialize fisheriesdid not positively contribute to the socio-economic
development of the countries. Any growth observed was not related to the peoples needs and the
wealth generated, if any, was hardly spread to the rest of the population.
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Major trends of development consequent on theindustrialization policy, whichit should
be remembered was not limited to the fishery sector, include: weak growth in productivity,
increased national debt, poor export performance, deteriorating social conditions and growing
pressure on aquatic resources due to the displacement of people from land. These trends were
apparent as far back as the late 1960's (World Bank 1986, 1989, 1990).

2.2 Early attemptsto revamp small-scale fisheries development

Attempts were made to redress the situation and to give more attention to artisanal
fisheries. Small-scal e fisheries (SSF) were made sub-components of capital intensive projectsor
as part of rural development projects with emphasis on the provision of inputs and
mechanisation. Theinitial mechanisation process generated its own set of problems. The process
reveal ed the need for spare parts availability, maintenance and repair facilities, landing facilities,
extension services, credit facilities, post harvest technology, marketing facilities and it also
introduced or in some cases heightened the conflict between industrial and artisanal fisheriesas
they compete for ocean space and for particular types of fish (Allsopp 1985).

At the sametimeit became apparent that the promotion of technical development aloneis
not enough for the betterment of fisherfolk communities. Even increased incomeisnot by itself
all that the community needs. It is necessary to consider devel opment in the broad context of the
welfare of the fishing community asawhole. Improved social amenitiesand communication are
essential, so too areroads, housing, education and health services. Indeed the full array of these
facilities should be offered with a sound understanding of their value for the acceptance by and
benefit of the fishery community.

The need to orientate objectives towards socio-economic uplift of the fishing population
was obvious. The elimination of the isolation of the small scale fisheries sector from the large
scale sector in planning and development efforts, the protection of the interest of small scale
producers, and the need to integrate fisheries development with general social and economic
development was recognized.

FAO organized anumber of meetingsto review existing experiences and to define what
was needed. Indeed, at the Eighth Session of the Committee for Fisheries (COFI) held in 1973,
the Committee requested FA O to convene an Expert Consultation on Small-Scale Fisheriesto
examinethe problems of small-scal e fisherieswith special referenceto formulating an improved
approach to their development. The Ninth Session of COFI (1974) and the 66th Session of the
FAO Council (June 1975) not only endorsed the recommendation of the Eighth Session of COFI
but recommended that detailed development and training programmes be set up.

The Expert Consultation on Small-scal e Fisheries devel opment as recommended by the
8th and 9th Sessions of COFI was convened and met in Rome 8-12 September 1975. The major
conclusion of this meeting was that there is no standard approach to the devel opment of small
scalefisheries and each situation should be assessed on merit. However, the consultation stressed
that whatever the approach adopted it should provide for the widest integrated approach possible
involving field oriented multidisciplinary team work.
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Furthermore, the development process must involvefisherfolk populationin the planning
and execution process. The development approach should also focus on the community as a
whole to upgrade incomes and the quality of life (FAO 1975).

2.3 Birth of Community Fishery Centre Concept, preludeto Integrated Approach

A positive fall out of the expert consultation was the development of thoughts on the
creation and functioning of Community Fishery Centres (CFC) defined as "a complex of
facilities and servicestailored to meet local needs' (FAO 1977). A Community Fishery Centre
was conceived to be made up of aseries of modulesthat ranged from the provision of workshops
for repair and maintenance of boats, engines and gear, through landing facilities such asjetties
and winchesto the provision of community services. The CFC concept represented afunctional
integration strategy involving amix of the different elementsin the production process and the
supply of goods and services. Therational e of such adevel opment approach was presented at the
Third Session/Meeting of the FAO Committee for Inland Fisheries of Africa (CIFA) in
Bujumbura, Burundi in 1977 and was enthusiastically received (FAO 1978).

While the CFC concept was being refined into amethodol ogy (Ben-Y ami and Anderson
1985), international attention was also focused on ways to help local populations mobilize by
devoting greater efforts towards their basic needs - a concept which took concrete form in the
World Conference on Agrarian Reform and Rural Development - WCARRD (FAO 1979).

Two of the most important recommendations of WCARRD were that:

= the development of the rural sector should be within the context of integrated
development;

= rura development should be achieved through the motivation, active
involvement/participation of communities in the planning, formulation and
implementation of development activities.

To buttress these recommendations, the 20th Session of the Conference called on all
states concerned and FA O "to take effective measures which will assist in the establishment and
strengthening of self-reliant and representative rural organization including rural women's and
youth organisations so that such organisations can effectively and democratically participatein
the implementation of the Programme of Action”.

The plight of fisherfolk received special attention at the 1984 World Conference on
Fisheries Management and Development convened in large part to consider the WCARRD
recommendations more fully and suggest more specific ways of applying the principles and
concepts discussed to the particular environment of artisanal/small-scale fisheries. The
conference endorsed a Specia Programme of Action for the Development of Small-Scale
Fisheries (box 1) and integrated it with the recommendations of WCARRD thus giving full
support to both the intensification of the development effort directed at the small-scale
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fisheries in general, and the integrated approach to small scale fisheries development in
particular.

Box 1 Some Key Principles and Guidelines of the Strategy on Fisheries
Management and Development

I.  Since the problems of rura fishing and fish-farming communities are
not related solely to fish production, the devel opment of this sector can
often be best approached within the context of integrated rura
development. The principles adopted by the World Conference on
Agrarian Reform and Rural Development should therefore find wide
application in small-scale fisheries and aquaculture devel opment.

ii.  Education and training and other forms of social investment should be
made an essential part of small-scale fisheries development. More
extension workers should be trained within cooperatives and small-scale
fishing communities, in particular in fisheriestechnol ogy, social welfare
and community development and in the management and operation of
small-scale enterprises and organizations. The link between extension
and practical research should be strengthened. Due consideration should
be given to the special role of small- scale fisheriesin the economies of
island states where they are often the major source of employment and
foreign exchange earnings.

lii.  Active participation of small-scale fishing communitiesin the planning
and formul ation of development activities should be encouraged so asto
ensuretheir successful implementation. To achievetheseaims, it would
be useful to provide such participation in some countries through
coordinating bodies such as councils or unions or cooperatives.

iv.  Fisheries development programmes should recognize that women play
often an important role in fishing communities, both in trading and
processing, and provision should be made for enhancing that role.

v.  The cooperation and participation of fishermen is necessary to ensure
the success of small-scal e fisheries management schemes. Fishermen's
organizations should be considered as a channel through which
management decisions can become operative and technical/financial
assistance delivered.

vi.  Toensurethewell-being of small-scalefishermen on asustained basis,
it may be necessary in many cases to secure supplementary or
alternative sources of income and employment for fishermen so as to
reduce pressure on limited fishery resources, possibly by engagement in
aquaculture.
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Box 1 continued

vii.  Theadaptation and modification of locally devel oped methods and equipment for
use in small-scale fisheries should be carefully considered before directly
transferring technologies developed elsewhere, especially the introduction of
capital-intensive technology.

viii.  New and better methods of evaluating small-scale fisheries activities should be
devised, taking into consideration not only technical and economic but also less
easily measurable factors such as amenities of life, health, education and
communications.”

Sour ce Strategy for Fishery Management and Development Food and
Agriculture Organization of the United Nations. Rome 1986, 26p.

2.4 Original concept of integrated strategy in small-scale fisheries development

The Integrated Strategy endorsed by the World Conference on Fisheries Management and
Development isbased in part on the CFC concept which FAO had, through a series of meetings,
refined and given rapid and intensive exposure for nearly a decade. The strategy views small
scal e fisheries devel opment as a process meeting the growth and production objectives, and the
more human aspects of life through the design of specia programmesfor women, promotion of
self reliant, social and economic development in the community as a whole, based on the
activation of local resources, with outside assistance. In other words the integrated strategy
incorporates technical aspects of devel opment, and socio-economic and organi zational needs of
the fishing communities.

Fisheries production involves a complex and interdependent chain of skilled and
specialized operations, running from fisheries resource management and all ocation through fish
capture, handling, processing, marketing, consumption, including the support facilities, required
to keep each of these linksin the chain operating.

Furthermore, not all of the important legitimate and vitally urgent concerns of the men,
women and children in fishing communities are directly and immediately linked to fish
production. The grouping of fisherfolk in the artisanal fisheries sector isanatural and desirable
phenomenon and they usually view their life as a more or less integrated whole. It is assumed
that fisherfolk who areincreasingly energetic and self reliant in identifying and solving problems
infish production will naturally at the same timeturn those tal ents to consideration and solution
of other problems such aswater supply, sanitation, transportation/ roads, fuel, housing, education
etc. The integrated strategy prescribes that these aspects also be included in the emerging
development programme of the village through a methodology similar to that used in matters
relating to fish production. The difference however isthat the implementation and in some cases
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the planning of micro-projectsor activitieswould be done by other agentswho are specialistsin
the particular discipline and not the fisheries staff.

The strategy for the Integrated development of small-scale fisheries has two main
elements. The first element is a set of objectives. The second element is an outline (Guiding
Principles) of what needs to take place in order to reach the objectives. Interposed between the
objectives and the guiding principlesis alynchpin - aFisheries Development Unit (FDU). The
FDU isanintegrated multidisciplinary team of specialist technicians and general extensionists
responsiblefor providing technical and organizational backstopping for afisherfolk community.
It provides technical and managerial support for both the planning and implementation of
programmes relying on the active participation of the fishing community in its actions (Ben-
Yami and Anderson 1985). In this regard, it is fundamentally different from a CFC which
represents a complex of facilities and services tailored to meet local needs.

Thetwo main objectives of theintegrated small scal e fisheries development strategy are:

I.  to promote equitable, self reliant, economic and social development of small-
scale fisherfolk in particular through access to the appropriate technology,
physical and financial resources, proper organization skillsand training necessary
for the viable development of the fishing community;

li.  toensurethat improvement in the capture, processing and marketing sectorsare
supported by the progressive modification of institutional and organizational
structures so that ground gained was not ultimately lost when external assistance
iswith-drawn.

As originally conceived the strategy envisaged a coordinated approach built on four
fundamental principles:

1. anintegrated approach;

2. active participation of the artisanal fishing community;
3. mobilization of local development effort;

4. long-term technical support and in-service training.

Integrated Approach: the integrated approach was to take into account both technical and
soci 0-economic needs of fishing communitiesand the strategy prescribed atwo prongs approach.

The first deals with the process of transforming fish into a meal on the table (stock
assessment, management, capture, post harvest technology, transport, marketing, consumption).
Thiswastermed vertical integration and isbased on the premisethat "... new techniques cannot
be introduced to increase the catch unless processing capacities are al so provided; boats cannot
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be feasibly motorized unlessamotor repair shop isinstalled along with a steady supply of spare
parts; new capital intensive capture technol ogies cannot be proposed unlessfishermen aregiven
access to credit facilities" (Black-Michaud and Johnson 1985).

The other prong of the approach deal swith the devel opment of the physical productionin
the context of other needs of thefishing village society. Emphasisis placed on the devel opment
of the fishing community and not just the fishing sector. This prong was termed horizontal
integration andisjustified in that artisanal fisheriesare not atransition to industrial fisheriesbut
an enduring part of the fishery landscape of devel oping countries. Fisherfolk asall human beings
are entitled to the conveniences and comforts of life as their urban counterparts (clean potable
water, electricity, health, education etc) and there is a need to help develop alternative non-
fishing income generating employment.

Briefly the strategy recognized that if vertical integration definesthe devel opment task as
marine resource management but extends policy coverage of the trgjectory of the commodity
after it leaves the water, then horizontal integration defines the task as marine community
assistance but expands policy coverage of human interaction to encompass the large society
beyond the community.

ActiveParticipation: thisguiding principleisamed at the empowerment of fisherfolk through
participation and isin line with one of the recommendations of WCARRD (1979) endorsed by
the World Conference on Fisheries Management and Devel opment 1984 which statesthat "Rural
development strategies can readlize their full potential only through the motivation, active
involvement and organization, at the grassrootslevel, or rural people, with special emphasison
the least advantaged"”.

The strategy specifically advocates that active participation by a small-scale fishing
community in both planning and implementation of development activitiesis both an objective
and an instrument which induces a climate of mutual trust and responsibility between intended
beneficiaries and the agents, permits fisherfolk to best determine their needs and priorities and
contributes to the sustainability of actions and initiatives. But to be effective the strategy lays
emphasis on the need for the people to be organized, and that the beneficiaries constitute an
integral part in theinformation gathering system to facilitate monitoring and periodic evaluation
of the impact of projects.

Maobilization of L ocal Development Effort: fisherfolk do havethe capacity to carry out awhole
range of activitiesif given the incentive, the stimulus, the training and the confidence to do so.
The strategy recommends therefore the mobilization of local and national resources, skills,
finance, and marketsfor the devel opment effort, so that outside support remains supplementary
or catalytic. Progressthat islocally earned will be locally owned, still ready and working after
outside experts or facilitators have departed.

Long-Term Technical Support and In-Service Training: three major thrusts areinvolved in
the integrated approach. These are technology transfer, socio-economic concerns and resource
management. These thrusts may be new or may need continuous updating, and in the endeavour
to improve the organizational and managerial skills of FDU and fisherfolk,
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the strategy recognizes long-term technical support and in-service training, at appropriate
technological levels, in order to sustain the development of the fishing communities.

Over the years, three more have been added:

Fishery Resour ce M anagement: the strategy advocatesthat small-scale producersbeinvolved
in the management of the resource and that they should also be assured a share of the total
available resource.

Gender and Equity: with regards to gender and equity, the strategy recommends that explicit
attention to enhancing the economic and social role of women in fish processing and marketing
aswell asinfamily maintenance be encouraged through theinstitution of specia programmesfor
women.

Monitoring and Evaluation: it stipulates that a control system of planning, monitoring,
evaluation and revision, beintegrated into the very fabric of projects and their components and
that the beneficiaries should be actively involved in these processes.

To be relevant such prescriptions must be based on an understanding of the economic,
social and cultural characteristics and processes of the fishing communities for which they are
given. Theintegrated strategy isnot aclosed concept. It isamenableto avariety of development
paces and situations. It also requires situation specific approaches and makes sense only in the
context of local conditions. Hence the guiding principles were expected to be adjusted to the
specific conditions of the fishing community taking into account such factors as the fishery
resource base, the human and material resources available. Some key differences between the
integrated approach and the conventional approach to small-scale fisheries development are
summarized in table 1.
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Table 1 Some differences between conventional and integrated approach to artisanal
fisheries development.

Conventional Fishery Development Project Integrated Fishery Development Project
Village or Community Basically healthy or being attended to. Not fully catered for and suffering from some lack of
amenities for health, education or welfare.
Fishery Facing specific problems or bottlenecks Facing one or more difficulties, some of which may require
requiring technical or organizational solutions. socia or non-fishery sector actions.
Beneficiaries Fishermen and/or fish processors, and All of the people in the community should benefit directly or
sometimes only the more progressive fishermen indirectly, though fishermen are the core beneficiaries.

and fish processors.

Fisheries Department and some leading activities in both decision making and implementing.
fishermen or fish traders.

Project Executor FAO Fisheries Department and Government Consulting firms, Local Government Organizations.
Fisheries Departments.

Nature of Project Short-term, 2-3 years. Specific programme of Many activities in non-fisheries sector.
Work. Activities mainly directly fisheries.

Income generation essential to fund social or community
Economic Results Income generation not directly needed for activities.
project success.

Monitoring and Evaluation Usually straight forward with clearly defined from socia aswell astechnical fields.
objectives and success criteria.

Peopl€'s Participation Peopl€'s participation limited to Government Peopl€'s participation necessary at al levels and for al project

Might also involve other FAO Depts., UN Agencies, NGOs,

Long-term, 5 years minimum. Flexible programme of work.

More difficult to define and assess. Requires data or feedback

3. Applications of theintegrated strategy
3.1 Programmefor Integrated Development of Artisanal Fisheriesin West Africa

The strategy was expected to beimplemented in the form of activitiesor projectscarried
out through regional or sub-regional small-scale fisheries development groups. These groups
were expected to consist of small teamsof internationally or regionally recruited expertsbased in
the region who would provide assistance and advisory services to national development teams
working on integrated small-scal e fisheries devel opment.

The Programme for Integrated Development of Artisana Fisheries in West Africa
(IDAF) was initiated to help some 20 coastal states from Mauritaniato Angolawhich wish to
develop and manage their artisanal fisheries through participatory and integrated approaches.

The project was approved on 7 December 1983 but had in fact become operational some
six months earlier, on appointment of the coordinator, and with the preparatory work that hewas
able to undertake. Initially IDAF was financed by Denmark and Norway. The second phase of
the programme which started in January 1989, is however entirely financed by the Kingdom of
Denmark through Danish International Development Agency (DANIDA).
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There are about 600,000 fishermen in the region covered by IDAF, of whom 200,000 are
full time. There are aso about 1,800,000 positionsin the secondary sector of fish processing and
distribution, activitiesmainly carried out by women. To this must be added fishing material and
fuel distribution, as well as the marine carpenters who depend largely on the sector's good
economic health.

IDAF'sprimary long term/development obj ectiveisto help the West African countrieswhich
wish to develop and manage their artisanal fisheries so as to draw from them the maximum
economic and social advantages, thanksto an approach centred on the community and aimed at
improving productivity and increasing the well-being and autonomy of the fishermen, those who
are responsible for processing and distributing the fish, and all those who work in this sector.

Theimmediate objectives of the Programme have remained basically the samefor the
two phases :

1. to improve the effectiveness of local projects for the development and
management of artisanal fisheries;

2. toimplement aModel Development Project in Benin (phase | only);

3. to develop and test suitable approaches and monitoring systems for the
development of different types of artisanal fisheries;

4. to encourage the establishment in different countries of a system of Fisheries
Development Units (FDU);

5. to increase regiona technical competence in the development of artisanal
fisheries,

6. to establish aregional system for gathering and interchange of information and
knowledge on the different types of West African artisanal fisheries, their
characteristics and their development trends.

The targeted direct beneficiaries are the staff of the Department of Fisheries in the 20
countries, associated projects and research institutions, while the ultimate beneficiaries are all
persons involved in the artisanal fisheries sub-sector in the region, that is, artisanal fishermen
themselves and the fisherfolk communities.

The counterpart agencies of IDAF arethe Departments of Fisheriesin the 20 participating
countries, and among them the Department of Fisheries of the Republic of Benin where IDAF
hasitsregional Headquarters and the Department of Fisheries of the Republic of Guineawherea
sub-regional office was opened in November 1990 with the aim of covering more specifically
Guinea, Guinea Bissau and Sierra Leone.
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The project reports to the sub-committee on development of the FAO Committee of
Eastern Central Atlantic Fisheries (CECAF) and to the IDAF Liaison Officers Meetings which
are held annually.

3.2 Siteswhere strategy has been tried

In addressing the particular needs of artisanal fisheriesusing the guiding principlesof the
Integrated Small-Scale Fisheries Development Strategy, the IDAF Programme works and
collaborates with a number of associated projects, research institutions and the Departments of
Fisheries in the region. In this regard, the integrated strategy has been tried or applied in the
following projects (Table 2):
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Table2. IDAF Associated Projects

Servicein Africa

Country Project Title Funding Partner Date Started

Benin Model Project DANIDA 1984

Benin Project for Development of Lagoon Fisheries GTzZ 1986

Cameroon Project for the Development of Fisheriesin the Lagdo EDF 1982
Reservoir

Cote d'lvoire The Lagoon Aby Fishery Development Project IFAD 1985

Gabon Projet pour la Promotion des Péches d'Owendo(Promo- EEC 1983
Péche)

Gambia Project for Marine Artisanal Fisheries EDF 1979

Gambia Project for Development of Estuarine Fisheries Itay 1988

Guinea Conarkry Establishment of Artisanal Fishing Centre in the Kamsar UNDP 1988
Region

Guinea Conakry Development of Small-scale Fisheries on Kaback Island UNDP 1988

Ghana Integrated Development of Fisheries on the west bank of UNDP 1989
VoltaLake (Yeji)

Nigeria Integrated Rural Fisheries Devel opment UNDP 1979

Nigeria Artisanal Fisheries Development Projectsin Akwa-Ibom, IFAD 1991
Rivers and Cross Rivers States

SierraLeone Project for Development of Tombo Fisheries GTz 1980

SierraLeone Artisanal Fisheries Community Development Project EDF 1989
(AFCOD)

SierralLeone Integrated Fisheries Development in Rural Fishing Villagein UNDP 1989
the Shenge Region

Senegal ATEPAS, Projet pour I'Amélioration des Techniques de CIDA 1973
Péche Artisanal au Senegal

Zaire Appui alamise en oeuvre du Plan Directeur des Péche au UNDP 1988
Zaire

Regional INFOPECHE, Fish Trade Information and Cooperation Norway 1985

3.3 Activitiesand outputs

The start up of many of these projects was not without substantial difficulties. Some of
them wereinitiated well before the adoption of the integrated strategy for small scale fisheries
development in 1984. These projectswere driven by the momentum of the CFC concept. Thisis
true of the first phase (1979-1987) of the Gambia project and theinitial stages of the projectsin
Nigeria, Gabon, Cameroon and Sierra Leone. The CFCs were moreover overcapitalized and
overdimensioned, while some development workers did not differentiate between the CFC

concept and the integrated approach.
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not given achoiceto accept or reject it. Although planned with the benefit of the peoplein mind,
it was not always so perceived by them.

Consequently, the structures were either not accepted by the target groups or were
underutilized. In some cases, for examplein the Gambia, Government resorted to the use of force
involving such tactics as removing of the traditional thatched sheds of fisherfolk pitched along
the beach in a bid to force acceptance and use of these structures. (IMM 1992, N'jie 1993). In
Gabon, owing to incessant failures over the use of "Artisanal Fisheries Regrouping Centre" at
Owendo near Libreville, the Government in 1988 turned over the management of the Centreto a
private company "Promo-Péche". The Centre was originally built in 1983 with assistance from
the EEC (Renaud and David 1993).

From these early setbacks many of those involved in artisanal fisheries projectsin West
Africa and in particular the IDAF Programme were convinced of the need to change fishing
community participation in development from a passive and ephemeral stance to amore active
and sustained status. This meant that in the implementation of the integrated strategy emphasis
would be laid on:

setting up Fisheries Development Units (FDU);

establishing and/or strengthening local institutional structures and develop local
organizational capacities in fishing communities;

determining the appropriate mix of vertical and horizontal integration activities taking
into account the specific conditions of the milieu; and

identifying the pathway along which to obtain and sustain the participation of the
community in the development process.

3.3.1 Establish and/or Strengthen Local Institutional Structures

Almost all the projects started after the adoption of the small scale fisheries integrated
development strategy in 1984 laid emphasis on the active involvement of the community,
government institutions at different levels and various local institutions. They also adopted a
multi-lineal rather than singular process in the execution of their activities (Anon. 1988). This
was or is being pursued through a stepwise approach which consists of setting up Fisheries
Development Units (FDU), local institutional structures for participation or management
structures and encouraging the formation of user groups in small-scale fisheries devel opment
projects.

a) Setting up of FDUs

Fisheries Devel opment Units (FDU) have been set up intwelve projectsand charged with
among other things, the responsibility of providing technical backstopping to fishing
communities and to create and encourage the setting up of functional community structuresthat
would eventually ensure that activities be self-sustaining and which would also enhance the
community's bargaining power for outside support especialy from Non-Governmental
Organizations (NGOs).

The importance, scope and efficiency of the FDUs differed between projects and also
influenced the path treaded by the various projects in attaining the goals of the integrated
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strategy. The FDUs of the Owendo project in Gabon, Lagdo in Cameroon and Lagune Aby in
Cote d'lvoire were relatively weaker than those of Y gji, Kaback, Shenge, AFCOD in Sierra
Leone, and the Model Project in Benin (Anon., 1991).

b) Settingup of local institutional structuresfor participation/management structures

The second most important activity undertaken wasthe setting up, usually under the aegis
of the FDU, of thelocal institutional structuresfor participation in community activities. These
structures were given different names in the various projects for example: Fishery Centre
Management Committee (FCMC) inthe Gambia; Village Development Association (TVDA) in
Tombo, Sierra Leone; Committee for Y gi Fisheries Complex (Ghana); Village Development
Council in Kaback; Village Cooperative Society in Shenge, Sierra Leone; etc...

The organizational set up or local institution for participation represents a management
structure that identifies, prioritises and coordinates activities at al levels to fit them into an
overall strategy or plan of work so that they are complementary and do not work against one
another. It is also the lynchpin for the mobilisation of both human and material resources and
also actsin some cases as guarantor for loan applicants. The management committee also serves
as Liaison Officer between the FDU and the community, and al so between them and institutions.
As such, it helps to break down departmental loyalties so that the needs of the client are
paramount.

The setting up of these management structures was aformidabletask for several reasons.

- the administrative, economic and political environment were not at all conducive to this
approach which departed from traditional processes,

- there was general apathy against such soft measures as bottom-up planning, institution
strengthening and human resource devel opment;

- inamost al the siteswhere the integrated strategy has been tested, village committees of
one kind or another existed. However, these committees for the most part traditional
village governments, had become politicized under the one-party state apparatus, or under
formally centrally planned economies; they were stratified and autocratic and also bore
aprons of social welfare connotations.

The first task was thus to convince existing structures that the project did not intend to
replace the traditional village government of elders and politicians, but rather to create aforum
where all social groups particularly women and youth could aso be represented. This meant
developing new attitudes and a new understanding of what artisanal fishery development with
outside support can achieve and the extent to which that depends on a high degree of
participation of people at all levels of society in the decision making process. It also meant
breaking traditional tendencies of jealousies and autonomy within government departments,
tendencies which seem to make them less enthusiastic to act on directives from
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another department or to make contributions to a project for which another agency will get the
credit. Furthermore, it meant making a major change in the government's thrust in rural
development, that is, replacing government policy of giving incentives with a policy that
emphasis self-organization and self-reliance - in which local resources are mobilised and
diverted to longer term priorities of restructuring or uplifting the social structure of the
community thus making it less dependent on direct external sources.

Inspite of these difficulties, many projects have established or transformed existing local
structures from basically socia to economic groupings with representatives from the different
socio-professional strata of the community (Horemans and Satia 1993). A major defect of some
of the management structures, for example the VDC of Kaback, isthe marginal role played by
women. Although they are mobilized to participate in community activities they do not take an
active part in the decision making process. Connected to this is the issue of equity. It was
observed that when improvements were introduced in a community, the more "privileged" or
enlightened persons tended to be the prime beneficiaries.

Theselocal institutional structuresfor participation have been instrumental inidentifying
micro-projects, in mobilising local resources and in the implementation of a number of
community based activities. Members of these management committees havereceivedtrainingin
management and some of them particularly those of the Gambia, Tombo, Y gji and Shenge have
legal recognition. However, for virtually all of the existing local institutional structurestraining
in management, in the assessment of their own performance, in the evaluation of activities
undertaken by the projects, as well as training in the management skills to enable them run a
fishery unit as a business enterprise is needed.

c) Establishment of User Groupsin Fishing Communities

The other institutional initiative that has been promoted is the effort to encourage the
formation of user groups; that isgroupings of individual s of the sametrade or activity within the
fishing profession or community. The number of these user groups vary from one project to
another.
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The
USER GROUPS YEJ KABACK GAMBIA

Canoe and boat building
Fish processors(1)

Fish traders

Boat owners

Out board motor mechanics
Out board spare parts dealers
Fishing nets dealers

Sat sellers

Mutual Guarantee Groups G5 (2) X

X
X X X X X

X X X X X X X X

(1) Inthe Gambia, fish processors are further broken down into Associations of Women Smokers,
Women Driers, Men Smokers and Men Driers.

(2) Group of five individuals (G5) of the same activity (fishing, transportation, agriculture, etc..)
working together and providing mutual support e.g. guaranteeing loans.

Themost basic and popular user groups are the fish traders and fish processors dominated
by women in al the sites where the integrated strategy has been tested.

Founding members of user groups have been hel ped to define and adopt aset of rulesand
regulations including procedures for disciplinary action against members who do not attend
meetings or maketheir contributions. In most user groups, members are expected to make small
contributionsto the association's fund; thus devel oping asavings and credit system at thevillage
level. Savings are often mobilized giving the members access to resources hitherto not easily
available to them. Like traditional rotational savings clubs, the members receive in turn and
defaulters know that they are depriving the next member of his or her loan.

User groups have been instrumental in changing the socio-economic land-scape of fishing
villages. For example in the Gambia, women fish processors in the endeavour to concentrate
more on their fish trading, smoking and sundrying at Gunjur Fishery Centre, have built acreche
(not yet operational) and from their savings have enlarged their processing infrastructures (IDRO
Consult 1992). In Kaback, a10% surchargelevied by decision of the VDC itself on the purchase
of outboard motors and spare parts, are pooled in a community account and used to finance
community investments such as water wells, road construction, silos etc..

InY¢i, the Association of Boat Builders made a donation of four improved boatsto the
government. Furthermore, the use of more steadier boats equi pped with better operating outboard
engines, thanksto the Association of Outboard M echanicsand Repairers contributesto reducing
the incidence of accidents on the lake. The Association of Salt Dealers aso operate 10 store
houses in Y gji, thus affording protection for their goods against bad weather and ensure the
provision/availability of high quality fishery products (Braimah 1992, Houéhou 1993). Similar
initiatives have been tried with varying successin other projects (Oulareand Camara 1993, ISam
and Koroma 1993, Wagner 1993).
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3.3.2 Promotion of vertical and horizontal integration

The setting up, restructuring and/or strengthening of institutional structures provide
project teams with the basis on which to initiate and meaningfully effect vertical and horizontal
integration activities in many of the fishing communities.

a) Vertical Integration Activities

In our case studies project sitesaswell asin al the other projectsinthe IDAF region, the
greatest emphasis was placed initially on activities directly related to fishing (vertica
integration). This might be due to the bias of biologists and fishing technologists who have
traditionally been at the helm of these projects. In the particular case of Kaback however, when
the project was being identified, the fishermen, boat owners and even fish smoking women
desperate to get fish, insisted that their first priority was fishing gear, outboard motors, spare
partsand grilles for smoking platforms. The emphasison vertical integration isalso areflection
of the need to shield artisanal fisheries from industrial competition and the fact that budgetary
provisions were not a priori made for community development activities; the driving force for
such activities being the mobilisation of local human and financial resources on the one hand and
stimulus from unidentified donors and NGOs on the other hand.

The principal fishing related activities include the provision of fishing inputs usually
through a project linked credit scheme and improvements in fishing techniques and fish
technology. These are exemplified by the setting up of inputs sales shops, boat building sheds,
mechanics or repairs workshops, outboard engines performance testing tanks, fish processing
(smoking, drying, salting) structures, provision of insulated boxes etc. with corresponding
training, technical and technologica demonstrations (Adebiyi 1993, Atti-Mama 1993, Drammeh
1993, FAO 1991).

These improvements contributed in expanding fishery activities in the various project
sites. In Kaback for example between 1989 and April 1993, the number of canoesincreased by
49%, gear and nets by 105%, and outboard engines by 67%. The rate of motorization rose from
75% in 1988 to 86% in 1993; the number of fishermen from 600 in 1987 to 800 in 1993, fish
production of approximately 2,500T in 1988 was more than 6,T in 1992 while revenues to
fishermen at Matakang increased by 98% from 116,F in 1988 to 230,000 in 1991 (L abour 1991)
(1 $US = 950FG).

In the Gambia, the number of persons involved in fishing activities at the six coastal
target sitesrose from 1270 personsin 1987 to 3 500 in 1992, and the rate of motorisation from
55% in 1987 to 84% in 1992. Furthermore the centres of Gunjur, Tanji and Brufut are
economically viable, with yearly incomes after salaries and maintenance conservatively
estimated at D27,500, D19,500 and D13,500 respectively (1 US$=8.5Dalasis). Sanyangisaso
viable but not Kartong and Batokunku (Callerholm and Jallow 1991, IMM 1992, N'jie 1993).
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b) Horizontal Integration Activities

Asthe primary fishing activities became more successful, the need to undertake ancillary
activities and other community related activities such as roads, water supply etc. became more
urgent in order to improve prices for fishery products and to increase returns to labour.
Furthermore, intense importance given to vertical integration also tended to split the fishing
community into benefitting and bypassed groups. Sad enough the phrase fisherfolk communities
would seem a misnomer as in several such communities, only a minority of the population
actually fish or do fishery related activities. Consequently, increased vertical integration tended
to stimulate the emergence of horizontal integration activities. For examplein the Gambia, pre-
project access to the beaches was difficult, via tracks or unimproved roads. The canoes were
hauled up above thetidal line but the fishermen had to carry gear, engines and other items back
and forth fromthevillage every timethey went out. With increased vertical integration activities,
all fisheries project villages have laterite road links to main roads and all fisheries centres have
feeder road connections (IMM 1992, N'jie 1993).

In Shenge, the road from the village to the district headquarters (Moyamba), a stretch of
about 80 km was up-graded with funds provided by the International Labour Organisation (ILO)
whilethe UN Capital Development Fund (UNCDF) made additional fundsavailablein favour of
community development activities (Islam and Koroma 1993). In Benin, communication was a
major constraint in several coastal fishing villages. Access of villages and encampmentsto and
from the main interstate highway (Nigeria - Benin - Togo) was by means of rough and often
impassabl e tracks. All produce and supplies had to be carried either by professional porters or
individuals. In 1986, the Benin Model Project funded the upgrading of the villagetrack between
Pahou (market town situated on the main road with health centre and other amenities) and
Avlékéte, a maor fishing village. Planning of the road and organisation of labour was
undertaken by thevillagers (FAO 1991). In Kaback, through human investment thetrackswithin
the fishing villages were improved and made practicable (Atti-Mama 1993).

Other important community socio-economic activitiesthat have been carried out include
improvements in water supply, installation of radio communication, construction of health
centres, primary schools, creche, silos, light houses at landing sites, reforestation to protect the
environment and provide fuelwood for smoking fish, the provision of village level banking
facilities, and alternative non-fishing income generating activities such as market gardening,
knitting and crocheting programmes, salt production, community run supplies shops etc..
(Wagner 1993, Islam and Koroma 1993, FAO 1991, Braimah 1992, IMM 1992, IDAF 1991).

Deliberate efforts were al so made to address gender specific issuesand to afford women
equal opportunitiesfor accessto FDU assistance. For example, there were female expertsin all
the projects. Literacy and numeracy training were organized specifically for women; specia
credit schemes were created in Kaback and in the Gambia projects for example for women
processors and assistance was also given and women encouraged to undertake a variety of
alternative income generating activities. The IDAF Programme also organized a round table
discussion on women's activitiesin May 1990, where persons responsible for these activitiesin
eight countries attended. The round table afforded
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participants an opportunity to exchange experiences concerning women involved in fishery
activities and community development as has been applied in field projects (Houndékon,
Tempelman and |jff 1990, Tempelman 1990).

Community or horizontal integration activities represent only a small fraction of
initiatives in many projects, but it is principally through community related activities that the
proj ects have been able to mobilize alarge proportion of the popul ation towardsits objectives of
popular participation and integrated devel opment. Much of the credit for such achievements goes
to the organizational structures for participation existing in the projects.

3.3.3 Community involvement in the devel opment process

Peoples participation is the cornerstone of the integrated development approach as it
induces a climate of mutual trust and shared responsibility between intended beneficiaries and
the project team. Strong community involvement in the diagnosis of local problems, in the
formulation of appropriate sets of actionsand in theimplementation of the agreed action planis
essential in the empowerment of fisherfolk and is also useful in attaining one of the major
guiding principles of the integrated strategy: the mobilisation of local human and material
resources for community action.

However, the difficulty was identifying the pathway along which to obtain this
participation as:

- there was the common attitude that devel opment projects were occasions to be exploited
rather than opportunity for self-development;

- inputs in the past had been imposed and given as "packages’, whereas the integrated
strategy foresaw inputs being offered as menus from which fisherfolk had the opportunity
to choose;

- some project teams or professional experts usualy felt they had all the answers, while
government cadres had difficulty accepting their potential role as catalystsor facilitatorsin
the new development process.

In theface of these complications, anumber of approacheswere used to obtain fisherfolk
participation in projects. In addition to the setting up, restructuring and/or strengthening of
institutional structures, the participation of government institutionsat different levelsand various
local institutions was solicited in the promotion and implementation of projects. Although in
some projects(Y gi, AFCOD, Tombo, the Gambia) substantial progresswas madeinthisregard
asevidence by the variety of community based, inter-agency and alternative non-fishing income
generating activities undertaken; by and large, coordination mechanismstended to be weak and
ineffective. When effectiveinter-agency activitieswere undertaken, it wasusually onthe basis of
personal relationships. Hence, athough the implementation of the integrated strategy has
contributed in strengthening the institutional capacity of the Departments of Fisheriesand local
communities in the participating countries, its impact on other departments or agencies of
national administrations has been superficial.
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Human resource devel opment was a major concern in many projects. Training included
theoretical and practical fishing, boat construction and outboard engines maintenance and
repairs, practical training for women in fish processing, in market gardening and needlework, as
well asliteracy and numeracy, training for management structures and loan committees (Adebiyi
1993, Atti-Mama 1993, Drammeh 1993, Landry and Tempelman 1989, 1990, Wijkstrom 1986).
Although towards the end of the Gambia project life, business management training was
introduced, amajor shortcoming in thetraining programmesin all projects has been the absence
of emphasis for skills needed to run afishing unit as a business unit. The capacity of staff of
IDAF associated projects aswell asthose of cadresin the various Departments of Fisheries has
also been improved through study tours to projects and through a series of workshops and
Working Groups on specific topics (planning, resource management, statistics, credits,
sustainability etc.).

Theintroduction of PRA techniquesfirst inthe Kaback project (Appleton 1991) and later
in the projectsin the Gambiaand Y gji, provided these projects a two-way approach to solving
some problems of development, blending local empirical knowledge with modern science and
experience gained elsewhere. The use of PRA techniques has aso resulted in a devolution of
decision making powersto fisherfolk. For example, in both Y gji and the Gambia, fisherfolk are
aware of the limited nature of the fishery resource and see the risk of over-exploitation. They
intimate that increasing effort, illegal fishing, encroachment of nursery grounds by trawlersand
climatic changes are probably responsible for the state of affairs. Even more significant istheir
cry for better fishery management interventions.

As aresult of the "failures” encountered in the first phase of the Gambia project, due
consideration was given to the active participation of leaders and the community in the second
phase. A particular case in point was the use of local artisan builders and locally available
materials for the construction of the needed facilities. Collective human investment inrealising
micro projectswas a so acommon featurein other projects. Local entrepreneurs have also shown
interest investing in the community (canteens, spare parts and fishing gear stores etc.) while
governments appreciate the limits of their interventiong/efficiency. In the Gambiafor example,
the ice-plant at the Brikama Centre was privatised, so too is the distribution of fuel for fishing
operations. Similarly, the Owendo Centre in Gabon was also privatised in 1988.

A summary of the principal micro-projectsinitiated by the local institutional structures
and undertaken with community involvement in Y gi, Kaback and the Gambia project sites are
presented in tables 3, 4 and 5.

However, the mobilisation of local devel opment effort has been hampered by inadequate
information on socio-economic concernsand cultural diversitiesin fishing communities, aswell
as incomplete knowledge of the human factors connected with the ways women and men
organize the use of their time and other resources. The collection of such information is time
consuming and the approaches also haveto be situation specific and these have not facilitated the
task of mobilising local development effort. Furthermore, the catal ytic mobilisation of resources,
particularly finances, for non-fishing activitiesis problematic and as such raised hopes may not
be satisfied.
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Table 3. Summary of principal micro-projectsin the Y¢ji Project undertaken through Community I nvolvement

Description in mini-project Location Beneficiaries and target population Responsible Organ/Agency Observation
Boat building workshop Yegi Fishermen, transporters and boat owners Boat Builders Association; project Operational
provides backstopping
Outboard repair workshops Y ¢gji and other locations Fishermen and transporters Outboard Repairers Association Operétional
Village immunization programme Y¢ji principally but also other villages Women and children VDC plus Ministry of Health On-going
Improve chorkor smokers Yeqi Fish processors and traders VDC, Food Research Institute Operétional
Stores for salt Yegi Fish processors Local Entrepreneurs Operational
Literacy and numeracy Programme Fishing villages Fish operators particularly women VDC and Ministry of Education On-going
Woodlots and orchards Y ¢gji and other fishing villages Fish operators, community VDC, Dept. of Forestry On-going

Outboard motor spares parts

Drawn down farming

Yeii

Yéji

Fishermen, boatowners and transporters

Fish operators and community

Local initiatives

VDC/Extension Service

Operational have mobile shops

On-going




Table 4.

Summary of principal micro-projectsin the Kaback Project undertaken through Community I nvolvement

Description of mini-projects

Location

Beneficiaries/target population

Responsible Organ/
Agency

Observations

Mechanic workshops

Electrification of landing sites
Rice husking machines

Mini-light houses

Improved banda of 7 metallic smoking tables
Well improvements

Radio communication

Track rehabilitation

Outboard engines performance testing tanks
Village storehouses

Built-in ice boxes

Credit: (i) Investment

(ii) Operation

One each in the 3 villages

All 3villages

One each in Khunyi and Konimodia

Khunyi and Konimodia

Matakang

3wellsin Matakang

All 3villages

Matakang

All 3villages

One each in the 3 villages
Matakang and Conakry
All 3villages

All 3 villages

Fishermen, and transporters

Community
Community and neighbouring villages

Community

135 fish smoking women and fish traders
Community

FDU, VDC, Community

Community

Fishermen, transporters boat owners
Community

Fish traders, fishermen

60 fishermen, 52 women and 3 transporters

135 women and 30 farmers

VDC, FDU and user
group

FDU and VDC
VDC and FDU

vDC

FDU

VDC and AFVP
VDC, FDU

VDC

VDC and user group
VDC and FDU

FDU

FDU

FDU

Operational

Operational

Broken down since 1992

Operational in Khunyi, partialy in

Konimodia
Partially operational
Operational
Operational
Practicable
Operational

Operational

Used in Conakry but not in Matakang

Operational

Operational




Table 5. Summary of principal micro-projectsin the Gambia Project undertaken through Community I nvolvement.

Description of mini-projects

Location

Beneficiaries/target population

Responsible Organ/Agency

Observations

Vegetable gardens

Creche
Praying ground

Additional improved smoking houses, and
drying racks(1)

Additional gear stores and cash savings

boxes(1)

Literacy and numeracy

Wind powered water wells and stand pipes

Shops, canteens and public toilets

Shops and canteens, fuel distribution points
Mechanic repairs shops

Ice plant

Fuel wood plantation

All villages except Gunjur

Gunjur
Tanji and Gunjur

All six villages

All six villages

All six villages

All six villages

Brufut

Five villages except Brufut
All six villages

Brikama

Salagi

Women

Children
Community

Fish processors and fish traders

Fishermen and fish operators

Fishermen and operators particularly women

Community

Community

Community

Fishermen, boat owners and transporters
Fishermen, operators and entire community

Community particularly fish operators/traders

Women's Associations

Women Processors User Groups
FCMC

FCMC and user groups

FCMC

FCMC and non-formal Education
Unit

FCMC

Local entrepreneurs
Local entrepreneurs
Privatised
privatised

Forestry Department

Operational but problems with salt
water intrusion in Batokunku

Not operational

Operational

Operational (additions being made)
Operational, additions being made and
rented for non fishing purposes
On-going

Operational but salt water intrusion
problemsin Batokunku
Operationa

Operational

Operational

Operational

Entersinto production end of 1993;
drought problems

(1) Built using proceeds of renting out the variousfacilities constructed initially by the project. Community al so ensures maintenance of thefacilities provided
by the project or Government at the centres. These include: access roads; radios in the different Centres etc.




Much is yet to be accomplished to ensure the active participation of fisherfolk in the
development process, but what has been done so far has opened the doors to new learning
horizons for erstwhile sceptical and indifferent fisherfolk. Participation has given them more
confident perspective on their situation and on what they can do asacollective community. The
empowerment of fisherfolk has contributed to a symbiotic relationship between FDU and
management structures and the fisherfolk as awhole (Wagner 1993, Islam and Koroma 1993,
Houéhou 1993, Atti-Mama 1993) and strengthened their acumen for bargaining and soliciting
assistance from donors and NGOs (FAO 1991).

3.3.4 The Mix of Vertical and Horizontal Activities

In addition to such factors as the state of the resource base, community participation,
mobilisation of local resources and gender and equity, the availability of credit was a mgor
factor that affected the extent of integration of activities in fishing communities. This is so
because credit is essential to promote new entrants into the sector, modernize equipments and
ensure efficient production of quality products. Effortswere madeto introduce and in some cases
revamp the credit facilities to fishing communities. Almost all projects have a project linked
credit scheme. In the endeavour to better understanding credit mechanisms in the sub-sector,
participants from the schemes exchanged experiences on the subject at aworkshop organized by
FAO/EEC/CEASM in Abidjan in September 1991 (FAO 1992).

Unfortunately recovery ratesin al but afew projects have been disappointingly low due
for the most part to administrative and technical weaknesses. At times non-repayment isnot due
to bad faith but isinfluenced by extenuating circumstances. Some loanees for example did put
money aside for loans repayment but often found themselves without cash at the deadline. This
tendency was aggravated by the social obligation to share any cash in one's pocket with friends
and relatives. To militate against this, training programmes in book keeping and financia
management were instituted in anumber of projects. The Gambia project went astep further by
installing cash savings in-built boxes in the CFCs, and later rural banking facilities were
extended to the villages.

In Kaback where the best repayment rates, over 80 % have been obtained, the supply of
creditismadeto be demand driven and there are no standard packages. Credit iscalibrated to the
production needs of the borrower and supplied in appropriate quantities. Another significant
aspect of the credit scheme in Kaback isthat it is fashioned on the Grameen approach with an
added specificity : a self-imposed 10 % surcharge on outboard motors and spare parts. The
proceeds of this surcharge are pooled and invested in the devel opment of serviceinfrastructures.
The Tombo project also has a surcharge on credits (Wagner 1993).

Experience gained with the evolution of theintegrated strategy in the region has shown
that one should not adopt a priori positions on the matter of which comes first, vertical or
horizontal integration, but should constantly consider the trade offs between the two policy
priorities. Every development project should be more or less diagonally integrated and the
gradient should change over time in response to changing conditions. Both fish and people are
important but we need to find the unique proper slant between vertical and horizontal priorities
that best fits a given case. The manner in which the integrated strategy
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has been applied in the Shenge project epitomises this hypothesisfor aresource-rich sitewhile
the Benin Model Project is an example of field application in aresource-poor environment (see
Box 2).

Box 2. Integrated strategy vis-a-visresour ce base

In Shenge the project focused on fisheries, based on what people could
do for themselves but systematised within a fisheries structure working in the
community. First, emphasiswas placed on vertical integration, then on horizontal
integration and now renewed emphasi swas placed on fisheries/technical aspects,
building on good conditions previoudy established through comprehensive socio-
economic and basic infrastructure work (cooperative, credit scheme, monitoring
unit, road, health, education, etc...). As the resource is abundant, emphasis on
vertical integration seems appropriate and encourages full timers and increases
their and the government's stake in the fishing process. With care and foresight,
the two prongs of the approach could continuously provide support and stimulate
each other. However, the major challenge is to determine the threshold of
momentum that permits the system to become self-sustaining.

Intermsof setting, the Shenge project isbased in thevillage and project staff live
with the community in the village. Ethnically, the 8 villages affiliated to the
project are mixed and of migrant stock but the villagers show a willingness to
stay inthe area, particularly astheinland dry fish markets can be reached through
Moyamba and Tombo. Sierra Leone is not amember of the CFA country group
and does not have a convertible currency, the revolving loan fund for the
importation of essential items of fishing gear and equipment ishighly appreciated
by the community.
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TheBenin Model Project was based in Cotonou, from where it
proceeded to work in the coastal fishing villages. As village fishermen
were assisted to become more productive, they mostly elected to moveto
Cotonou port which formed amuch better base of operation. Thevillages
were small and had only slender resources in terms of land, soil, water,
trees, facilities or amenities. Thefishery resource base waslimited while
ethnically, the Benin village fishermen lacked social-cohesion.

The project however had considerable success with new methods
of fishing particularly bottom-set gillnetting on offshore reefs, and with
the installation of propulsion engins on large fishing canoes. Initial burst
in production encouraged improvements in fish handling and the up-
grading of traditional fish-smoking practice, as well as the development
of ancillary activities. However as the resource base was poor and as
more progressive fishermen left the villages, village work focused
increasingly on income generating activities for women. The poor
resource base and lack of social cohesion have contributed in making
neither of the prongs in the integrated development process to be
sustainable.

3.3.5 Factors contributing to success, failure or sustainability of actions

Applications of the integrated strategy in artisanal fisheriesin West Africaindicate that
certain conditions predispose a locality to success. These are availability of a rich fishery
resource base, isolation and lack/inadequacy of social facilitiesin the community. These account
for the early failuresregistered in Owendo (Gabon) and the success in Shenge, Kaback or Y gji.
However, even when the three conditions stated above are prevalent, the degree of successis
influenced by two interrelated factors namely : the effectiveness of local organizationa
structures and the degree of peoples participation. Despite the success registered in anumber of
projects, these organi zations with the possible exception to afew localitiesin The Gambia, arein
an embryonic stage. They have not actually had enough timeto take their own decisions or even
make their own mistakes and acquire skillsand attitudesto take over full responsibilitiesfor the
integrated strategy. They need further strengthening through training in management, community
organization, assessment of their performance and in the management skills needed to run a
fishery unit as a business.

Peoples participation and its corollary the mobilisation of local resources have
contributed to success through changes in mentality and attitudes both on the part of local
institutions and the community. These changesare small but in view of their influence on present
and potentia accomplishmentsthey areimportant. The mgority of staff in Fisheries Departments
and those of local institutions now show a willingness to empathize with the population and to
attend to their welfarein the pursuit of their duties. Local communities are gradually becoming
aware that governments cannot do rural development, they can only
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provide the enabling environment and access to technol ogical knowledge which givefisherfolk,
whether individual or through their own associations, theincentives and opportunitiesto improve
their living conditions. However, there is a need to explore other processes of building
confidence and generating closeness within the community. Local governments on their part
should develop systems, privatisation for example, to nurture and/or sustain the positive
developments started in some of these communities.

There have also been disappointing results and set-backs in the application of the
integrated strategy. These include over-capitalization of infrastructures, the introduction of
inappropriate technologies, untimely delivery of inputsetc., resulting in community rejection or
underutilization of infrastructures, conflicts within the communities, or a halt in activities
(Buberi 1991). Many reasons, some of which have been alluded to in the foregoing pages, have
contributed to these setbacks. Others include : inadequate sensitization of the beneficiary
popul ation; underutilisation of technical assistance e.g. NGO's; alowing participating activities
without purposely encouraging the emergence of strong catalysts or core leaders among
fisherfolk; limited capacity of government services.

In view of the relatively short time that the strategy has actually been tested in field
projectsin localities disposing the ingredients appropriate for the approach, and in view of the
fact that in small-scale fisheries, development is exceedingly complicated, interwined and
difficult tounravel, itisdifficult to speak in concrete termsof the sustainability of theinitiatives
and actions undertaken. However, in many projects the development was driven by fisherfolk
perspectives which integrate fishery activities within a more complex network of income
producing activities rather than from the perspectives of macro economics and technologies.
Furthermore, local population and local institutions were actively involved in the planning,
coordination and implementation of programmes in their communities. Hence, the most basic
requirementsfor specific activitiesto be sustainable arein place but these ingredients are rather
weak and need to be strengthened.

4. Socio-economic implications and impact of the integrated strategy

Generally, the implementation of the integrated strategy has contributed to breaking the
isolation of fishing communities. Asaresult of road development and the availability of public
transportati on, communication within the community and with the outside has vastly improved.
Although accessto some remote areas remains difficult and travel during therainy seasonisstill
aproblem, there is much more mobility than in the past.

The strategy has a so contributed inimproving living conditionsin anumber of localities
(Kaback, Y¢gji, the Gambia, Tombo, Shenge etc.); aroused the awareness and enkindled the
consciousness of the population while empowering them to strive for their own self reliant
development. A number of communities have devel oped serviceinfrastructures and institutions,
such as schools, dispensaries, creche etc. catering for the needs of the community as a whole.
Thisdevelopment brought about mainly asaresult of thevillagersinitiativesreveal the extent to
which fishing communities accept the strategy. It isalso an indication that the latent ability of the
people to work together is awakened and that individualism that has persisted for decades is
gradually changing into cooperation for the betterment of the fisherfolk and the community asa
whole.
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The strategy has contributed in improving employment opportunities in the artisanal
fishery sub-sector; for example, IDRO consult (1992) states that the total employment of
Gambians in national artisanal fisheries as of June 1991 was over 4000, at least three times
higher than in 1979. The same phenomenon exist in Tombo, Shenge and Y gi (IDRO Consult
1992, Wagner 1993, Islam and Koroma 1993). Even more important has been the effects on
gender. Women involved in fishery activities have developed very significantly in their
capabilitiesasindividuals, their perceptions of the future of the communitiesand their abilitiesto
work asateam, as demonstrated through amore active, coordinated and determined involvement
infish processing and marketing. Literacy and numeracy training and the pooling of their savings
have been important in this endeavour (Houéhou 1993, Atti Mama 1993). These improvement
have also helped to reduce rural exodus. The popul ation in some fishing communities has either
stabilized or increased e.g. Tombo (Wagner 1993).

Furthermore, in specific instances the adoption of the strategy has made animpact onthe
national economy. For example, it is estimated that Gambians active in artisanal fisheries
generate acontribution to GDP of over US$9 each, equal to over 4 % of national per capitaGDP
of US$220. Thisisasignificant improvement over the performance of the whole fisheries sector
in the late 1970s/early 1980s when most of the contribution to GDP came from the industrial
fisheries sub-sector. (IDRO consult 1992). Thisiseven more significant in view of thefact that
the contribution of artisanal fisheriesis being made by about 1% of the working age population
of the country. In the same vein, prior to the 1980s foreign exchange earnings from fisheries
were generated mainly by the industrial marine subsector in the form of fresh fish exports. This
recent turn in the tide is due to the basic approach of creating poles (CFC) where supply and
demand can meet and on the increasingly strong emphasis that is placed on fisherfolk
participation. In Ghana, the Y gji project is making asignificant contribution to national economy
and total fish production as the country is deprived of its long distance fishing fleet.

While improvement in access roads and the installation of radio communication have
contributed to reducing the isolation of the fishing villages, other community activities have
helped improve the living and socio-economic conditions of the fisherfolk creating at the same
time other spin offswithin the community as evidenced by anumber of development indicators:
better housing; formation of local business and entrepreneurial groupsin fishing input supplies,
increased vehicle or engine powered transportation as opposed to pedestrian traffic; insurgence
of storesfor fuel and other essential supplies, bars, restaurants, and food sheds providing places
for villagers to meet and socialize; hardware stores, boisterous motor parks in or near some
fishing communities etc. These socio-economic spin offs, also contributeto the social dimension
of the Structural Adjustment Programmes being implemented in a number of countries.

Another positive spin off with long term implications on sustainability of initiativesisthe
fact that in several sites e.g. Benin, the Gambia, Kaback, Tombo etc. the demonstrated benefits
of tested or tried initiatives have enhanced the confidence of community organisational structures
for participation (VDC, FCMC etc.) to identify and prepare micro-projects and canvass for
external funding while strengthening their links with NGOs (FAO 1991, IMM 1992, Wagner
1993, Atti-Mama 1993).
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5. Main lessons lear ned

Asadtill relatively new concept, every fisherfolk community has|essonsto teach about

integrated strategy asatool and aresourcefor rural development. Thefollowing are some of the
salient lessons learned from applications in west Africa

1.

Building peoplesorganization isa slow process. Patience and care must be exercisedin
using organizations in the community if they are to become viable mechanisms for the
institutionalization of change. Training to make people more conscious of their
responsibilities and that of the community are indispensable.

Timeisneeded in institutionalizing the strategy in local communities because of the
complexities that staff face in implementing in a participatory way rura development
projects. Good monitoring systems do help to evolve proper changesin strategies at the
level of the community, but priority should aso be given to the generation of information
to be used in the planning of micro activities.

Processes to enable greater participation of fisherfolk in project formulation are
needed particularly in remote fishing communitieswhere theinformation baseislimited
and communication is poor. In particular, the use of PRA techniques have shown that
working with and not for the people is a more effective way of enhancing their
enthusiasm, curiosity and learning. Thefeeling of contribution booststhe peoplesmorale
and sense of capabilities.

For the approach to work well, FDUs need the support of technical departments
existing in thelocality. However, as these departments tend to work against each other
and at timesin contradiction to the strategy advocated, technical demonstrations by the
FDUs to enrich human capital and the creation of a coordinating agency to pool
resources together is necessary.

It isnot enough to create only special programmes for women. Women should be
given the opportunity to play a major rolein the local organizational structures.
Women play akey roleintheintegrated strategy as applied to artisanal fisheries. Specific
areas of influence arein the lending of money to operators, in the production process, in
the organization of user groups, in community endeavours such as health and family
maintenance.

Mobilisation of local resourcesisfacilitated if micro-projectsareaimed at thereal
needs of the people. Consequently, an integrated devel opment project needs sufficient
staff with high motivation, strong leadership qualities, broad and sound expertise and
strong coordinative ability aswell as high credibility, in order to motivate fisherfolk to
collaborate in the identification of their needs and in the implementation of the
development schemes being introduced.
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7. Thereisan urgent need to design appropriate policies and procedures for credit
and savingsfacilitieson a national, sub-regional and regional level, becausethe lack
of credit facilities, though generally expensive, seriously hampers fishing and its
ancillary activities.

8. Every development project should be more or less diagonally integrated and the
gradient should change over time in response to changing conditions. Hence, one
should constantly consider the trade-offs between the two policy priorities such that the
two prongs of the approach continuously provide mutual support if not stimulate each
other.

9. Fisherfolk have demonstrated better understanding of their environment and in
particular the resource base. Devolution of major resource management and
allocation decisionstothelocal level ismor e effective than management effortswhich
distant understaffed and underfinanced government agencies can provide, particularly in
the context of dwindling economies and Structural Adjustment Programmes being
implemented in a number of countries.

10. There is also the need to explore the mechanisms and elements that favour the
sustainability of initiativesand to promotethem in fishing communities, while at the
same time reconcile human needs and the capacity of the environment to cope with the
consequences of socio-economic changes in fishing communities.

6. Conclusion

Inspite of itsimperfections, theintegrated strategy remainsrel evant to the devel opment of
small scale fisheries in West Africa. Thisis evident by the number of user groups that have
adhered to the approach, the achievements and changing landscape of communities where the
strategy has been tried. An officia of the Kaback Village Development Council aptly
summarized this relevance and acceptance of the strategy when he said "We understood very
early that if the project ishereto wash our back, we must wash our belly ourselves®. Thetwelfth
session of CECAF held at Accra (Ghana) in May 1992 and the sixth IDAF Liaison Officers
Meeting that took placein Banjul (The Gambia) in February 1993 reiterated the relevance of the
integrated strategy and asked the IDAF Programme to intensify its interventions in the region
paying particular attention to those approaches likely to favour the sustainability of actions
undertaken.

However, the present economic situation in the region with its effect on fisheries
extension staff, coupled with a reduction in investments in projects owing to limitation of
external financing might adversely affect the val orisation of the strategy to many countriesinthe
region.

Furthermore, we are at acritical stagein theimplementation of the strategy after several
years of experimentation: Fisherfolk have a more confident perspective of their
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situation and the limits of external assistance; governments are adopting morerealistic attitudes
to development more in tune with the needs of fisherfolk; while, approaches for integrated
development of small scalefisheriesare better understood. Any relaxation of effortsat thisstage
would severely limit theviability of existing projects, curtail their effectiveness, compromisethe
sustainability of the variousinitiatives and amajor opportunity to build on current successwould
be lost.

7. Epilogue - L ooking Ahead

Development strategy during the 1960 and 1970s was based on the philosophy that
devel oping countries|lacked improved technology and capital for speeding up their devel opment.
Industrialization was promoted in order to capitalize on the abundant fish resources. However,
the anticipated expansion of the economy did not happen and the devel opment approach shifted
towards an integrated rural strategy where emphasisis put on the community as awhole to up-
gradeincomes and the quality of life through technical assistance and the active participation of
fisherfolk and the community.

In this context, emphasis was initialy placed on the CFC concept as a means of
promoting artisanal fishery development. But it became apparent that the presence of acomplex
of facilities and services taillored to meet local needs was no guarantee that the
structures/facilitieswould be used or that development would occur. The active participation of
fisherfolk and the mobilisation of local and community resources was imperative in order to
assure sustainability of initiatives undertaken by development projects and/or the community.

So far andin general terms, we have worked under the context of abundant or seemingly
adequate fishery resource with little popul ation pressure. The scenario is however changing and
we would soon face the triple constraints of reduced or depleting fish stocks, degrading
environment and increasing popul ation pressure. Likein other sectors, it must be anticipated that
just to survive parts of the population surplusin the fishing communities will enter the artisanal
fisheries, which will increase the competition for the resources among the small scalefisherfolk
in addition to the prevailing competition between the artisanal and industrial fisheries, with their
attendant effect on the environment.

This scenario calls for a continuation of the integrated strategy in artisanal fisheries
development, but with a new slant: emphasis on the elements and mechanisms that favour the
sustainability of initiatives, responsible fishing as well as the devolution of major resource
management and allocation decisions to the local community.
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