The first
practical guide for
the design and
implementation of
women’s shellfish

co-manhagement in
West Africa

Co-Management
A process of management in which
government shares power with
resource users.
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USAID implemented by URI in partnership with UG, UCC, TRY, World Agroforestry


Toolkit Objectives

e Share the evidence base

* Increase awareness

* Equip stakeholders to adapt and apply successful approaches
to co-management of shellfish by women in West Africa.

Contributes to achievement of:
* United Nations Sustainable Development Goals (SDGs)

* FAO Voluntary Guidelines for Securing Sustainable Small-Scale Fisheries in the Context of Food
Security and Poverty Eradication

e USAID’s Global Food Security Strategy (2022-2026); Biodiversity Policy; Gender Equity and Women’s
Empowerment Policy
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Last point – be sure to say among others. Annexes provide some tables to show how it contributes to SDG and FAO SSF Guidelines – Feedback at the last workshop encouraged us to emphasize this and provide language that stakeholders can use.


Key Stakeholder

Toolkit Use and Benefits

Resource User Groups
and Associations

) i
) >

Organize and initiate action at the community level to improve resource management,
livelihoods, food security and nutrition.

Advocate for use-rights and resource-user led shellfisheries governance.

Empower women as ecosystem stewards and beneficiaries of improved shellfisheries
value chains.

Government agencies
responsible for
fisheries, forestry,
environment, gender

Adopt and use the toolkit.
Achieve cross sectoral objectives with limited resources and capacity by facilitating
resource-user led rights-based co-management of shellfisheries.

Research and academic
institutions

Draw inspiration from the toolkit to support routine resource user and government data
collection and monitoring systems for management planning and decision-making.
Document where little or no documentation exists.

Share and disseminate an improved evidence-base.

Advance studies with demand driven and participatory research and outreach.

Local NGOs and
regional institutions

Plan sustainability actions that respond to coastal livelihoods, gender, and climate
change challenges and opportunities.

Donors

Develop priority investments for the short and long term.
|[dentify no-regrets, nature-based solutions for biodiversity, food security, resilience,
and climate change adaptation and mitigation investments.
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Who is the target audience?  In yellow those who are directly involved in extraction and decisionmaking authority over the resource.  In orange, the stakeholders who help create the enabling conditions and capacity for resource users and government actors to take effective action for sustainable resource management. 


West Africa Shellfisheries

Mangrove Areas as
~ Million+ Ha Potential Shellfishing Sites

Estuarine and mangrove ecosystem-based
Shellfish harvesters
in || coastal West African countries from Senegal to Nigeria

Shellfish harvesters are WOMEN

Direct household 5 65 000+
shellfisheries beneficiaries ’

Shellfish harvest volume by WOMEN
3 00, 000+ MBI harvesters are potentially unreported annually

Value of WOMEN Shellfisheries 3 00 o
potentially undocumented annually UsD Million+

Figure 1: West Africa Shellfisheries.

Toolkit Rationale

An urgent need to facilitate
locally driven and locally
based livelihoods that
enhance rather than degrade
natural resources management,
benefit women, and engage
them in decision making

Enabling conditions
¢  Women harvesters at all value chain nodes

*  Over 495,000 hectares already prioritized
as Ramsar sites

* More than 30 women shellfisher groups
already organized
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Bivalve shellfisheries, primarily cockles and oysters, are the most important to women in West Africa. These livelihoods largely fall within the small-scale fisheries sector, but often go unnoticed in official fisheries statistics, both in volume and value of these harvests. The USAID Women Shellfishers and Food Security project has provided, for the first time, a regional perspective of estuarine and mangrove ecosystem-based shellfisheries in a report titled, “The Estuarine and Mangrove Ecosystem-Based Shellfisheries of West Africa: Spotlighting Women-Led Fisheries Livelihoods” (Chuku, et. al., 2021).


Toolkit Rationale

Sustainable Mangrove
Shellfisheries Conservation

Women's
Shellfish Livelihoods

Climate Climate
Change Change
Adaptation Mitigation

Food Security
and Nutrition

Resilience
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a model focused on women shellfish harvesters’ livelihoods as an entry point that provides opportunities to contribute to biodiversity conservation, food security, and nutrition. The model aligns with efforts to enhance resilience through nature-based climate change adaptation and mitigation approaches. It integrates findings from the participatory regional assessment, site-based research in The Gambia and Ghana, and past experience in the co-management of shellfish in West Africa.


Opportunities

Bivalves have advantages
for small-scale, community-

based management;
Results can be seen in short
periods of time and management
units can be small

Ministries of
Fisheries working
with shellfishers

could be an effective

entry point

Strong motivation of women
shellfishers as drivers of
mangrove conservation when
provided with a rights-based

Documented

Women

linkages between , )
harvesters : fisheries co-management
) women’s
dominate at all platform
empowerment and
nodes of the :
sustainable

value chains

fisheries

Many Ministries of Environment, Forestry, or Parks and
Wildlife in West Africa have approaches for
community-based mangrove management that can also
be an entry point for sustainable shellfish management
and livelihoods in a positive feedback loop

Multiple ministries with
limited means can benefit
from contributions to their
goals and public
commitments
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The toolkit includes a section on barriers and opportunities for development of shellfisheries in West Africa. Barriers include issues such as lack of prioritization of the sector, gender inequities and bias, and  lack of information and incentives to encourage cross-sectoral collaboration.  Here briefly we want to focus on key opportunities. We hope this toolkit provides a tool for acting on these.
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The toolkit then includes a section on Some Basics on the Biology And Ecology of The MajorShellfish Species Harvested in West Africa. The West African Mangrove Oyster (Crassostrea tulipa) is the dominant oyster species. Either on mangrove roots like this.
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Or on the bottom substrate like this.


SPAWNING

Unfertilized Egg

Fertilized Egg

Later Spat
(several days old)

Early Spat

Adult Oysters

Figure 4: Life Cycle of the Mangrove Oyster

Trochophore

Pediveliger

SETTLING
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There is a brief review of the mangrove oyster life cycle.


Figure 5: The Bloody Cockle (left) and the West African Periwinkle (right)
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The basics of the two next most commonly harvested species are also presented, the Bloody cockle Senilia senilis and the periwinkle Tympanotonus fuscatus.


Model Approach and Best Practices

Biodiversity ] Human Outcomes
Impacts Ecosystem Services and Impacts

Rights-based,
ecosystem-based,
participatory
co-management
of
women-dominated
shellfisheries

Human
health

Thriving
shellfisheries

) 5

__ Inclusive
Thriving economic
estuarine growth
and mangrove
Mangrove ecosystems

management
and associated
sea-landscape
livelihoods and
food systems
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So what is the approach we are promoting in this toolkit and what are the best practices? The approach is as shown in this Figure from the toolkit that - Women-Dominated Shellfisheries are a Compelling Entry Point for Improving Ecosystem Health and Resulting Portfolio of Ecosystem Services That Contribute to Human Health and Economic Well-Being. Prioritizing women’s shellfish livelihoods as an entry point for improved governance of  complex coastal ecosystems is a focused, realistic, win-win, action within the reach of communities and governments to implement, including those with limited resources and capacity. However, in this toolkit, we are broadening the model to include mangrove management and development of associated landscape/seascape livelihoods and food systems. Which in concert with shellfisheries co-management strengthen biodiversity impacts and ultimately human well-being outcomes.


Model Approach and Best Practices

Ostrom’s Design Principles

B U o W N

. Clear boundaries of the resource and effective exclusion of unentitled

parties

Match rules governing use to local needs and conditions

Those affected by the rules can participate in modifying the rules
Rule-making rights of community are respected by outside authorities

A system by community members for monitoring members behavior

Use graduated sanctions for rule violators

Provide accessible low cost means for dispute resolution

Build nested governing tiers from the lowest level up the entire system
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Building on Ostrom’s principles for managing natural resource commons and aligning with the FAO Voluntary Guidelines for Securing Small Scale Fisheries. The toolkit includes an Annex showing the linkages with the FAO Guidelines.


Model Approach and Best Practices

* Co-Management * Gender-Sensitive * Integrated
* Participatory * Ecosystems-Based

* Rights-based * Adaptive Management
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Additional guiding principles include those shown here.
Co-management: sharing power between govt. and resource users
Participatory: resource users involved in decision-making
Rights-based: means secure and legally enforceable delegation of use and access rights to resource users 
Gender sensitive: ensures consideration of gender specific needs such as household responsibilities, capacity development to address lower literacy rates, less access to business skills and finance, and an approach to value chain improvements that do not displace women and reduce their economic opportunity. 
Ecosystems-based: maintaining critical habitat that support shellfisheries
Adaptive Management – flexibility to quickly adjust to changing context or new information as it becomes available.
Integrated – taking a broader view of the shellfisheries system, including aspects such as water quality, human health, food security, and livelihood development needs of shellfishers.


®)

Initiating a Shellfishery Co-Management Planning Process

A plan should:

* Analyze the current situation in a fishery

* Set out some principles that should be
followed in management

* Detail goals and objectives for the fishery
* Say how they are to be achieved

* Say how they are to be monitored

PENSUDELTACOMMUNITY- BASED
FISHERIES MANAGEMENT PLAN
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The process is often initiated by those outside the resource user community with the vision, experience, and resources to support a process in collaboration with resource users. The process could be facilitated by a fisheries agency, an NGO, or an academic institution. These actors may establish a working committee responsible for implementing the planning process and engaging stakeholders as participants, decision-makers, and ultimately, as stewards and implementers. The written management plan represents the end product and serves as a living document to guide managers.  In the toolkit we provide two examples of  co-management plans.  They are hyperlinked in the toolkit and provided in the References section.


Phases in the planning and implementation process

Phase IV Phase II
How will you know Where do you want to be?
you are there? Etc.
Review
.
New Plan
Do
Review B —
How to Manage A Fishery
New Plan A wmgby e we by orir g S —
Plan ~—
Do
@
N

Phase III
How are you going
to get there?

Phase I

Where are you now?
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(Source: Hindson et al., 2005)
4 phases and an iterative process


Steps in the Planning Process

13: Reviewing Design Principle 5:
12: Monitoring ¢ Community members
/_ _ monitor behavior
11: Implementation
Design Principle 4:
g 10: Formal Approval (=== Rule-making rights of community

respected by outside authorities

¢ Design Principle 6:

1 Graduated sanctions

Design Principle 3:
Those affected by
rules participate in
decision making

6: Goals & Objectives ¢ DeSign Principle 2:
Match rules governing use to local needs

L
5: Vison & Purpose

4: Institutional Arrangements . Design Principle 7:
Low-cost dispute resolution mechanisms

£ RSy SlEden (co-mgt committees and functions)

2: Stakeholder Analysis — Dasign Principle 1:

1: Define the Fishery Define who will have rights to manage
the resources and who can be excluded
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At each step the toolkit will provide examples and will link or annex practical tools, especially that resource users can use themselves. For example PRA report, questionnaires and exercises from the Densu Fishery Situation Analysis that provides perception of trends in the fishery, harvesting schedules, and local ecological knowledge. Value chain studies are another tool for stakeholder and situation analysis, as are stock assessments if available. At the monitoring step,, I know that IUPA in Senegal has participated in making practical guides for women transplanting cockles in the Sine Saloum to collect data for assessing and monitoring different transplant densities and locations.  The toolkit will try to link to as many of these good examples of practical tools as possible.  We hope you will tell us today if you have examples we should be aware of that could be included. 


Phase |

Define

Define the fishery your management plan is for and the
management area boundaries

Preparation for developing 2
the management plan

Stakeholder Analysis

Carry out a stakeholder analysis and decide how you are going
to involve the stakeholders

Where are you now? 3

Situation Analysis

Carry out a situation analysis and list the problems faced by
your fishery

Institutional Arrangements

Establish the governing arrangements for implementation of the
management plan

For community-based
management, the resource
users need to be the
prime members of a
management committee

Stakeholders should be ° Stock Assessment
encouraged to identify and take
initiatives within their control and ° Lega| Review
drive development of improved .
enabling conditions through their ° Other studies
demonstrated experience
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Step 2: In addition to stakeholder mapping, the extent to which resource users are organized into formal and informal groups, associations, or organizations is an important consideration. (see Annex H for a list of organized groups per country). Regional assessment identified more than 30 organized groups across the 11 West African countries, but only one country has a shellfishery organization at the national level. Once the key stakeholder groups are identified (or the potential to establish such groups), at this step in the process, assessing their capacity, planning to strengthen their organizational capacity and, if informal, their eventual acquisition of legal status should begin.
Step 3:  This includes Stock assessment if available, but, bear in mind different types of data that may be qualitative, but can be improved on as time goes on, or are enough (i.e., survey of shellfishers recall of now, 5 and 10 years ago – a PRA method. For example PRA report, questionnaires and exercises from the Densu Fishery Situation Analysis that provides perception of trends in the fishery, harvesting schedules, and local ecological knowledge are hyperlinked in the toolkit in this section. In a review of legal enabling conditions for delegation of use rights to resource users (read box) stakeholders should…... In other words take action and show policy-makers what is possible and what works. Other studies now or later can include value chain analysis, Sanitary shoreline survey. Examples of these are also hyperlinked in this section of the toolkit.
Step 4: Bear in mind that the planning group that initiates the process with resource users is not necessarily the same as the final management committee charged with implementation.  


Phase |l

Vision or Purpose

Developing the
management plan

Agree on the overall purpose of your plan

Goals and Objectives

Where do you 6 Decide on the biological, ecological, social, and economic goals
want to be? needed to achieve your purpose and define objectives for each goal




Phase Il Example

Purpose

Goals

Objectives

Establish an ecologically
and economically
sustainable oyster ﬁshery\

Biological: maintain oyster stocks well
above exploitation levels to ensure
sustained harvesting

Establish sustainable harvesting
of oyster resources that avoids
juveniles from being picked and
allows larger more valuable
oysters to be harvested

Ecological: rehabilitate mangrove
habitat to levels that can ensure
sustained harvesting

Maintain the health and functioning
of the mangrove ecologn, thereby
protecting important habitats of
oysters and other fish species

Socio-Economic: improve the
standards of living for local
oyster harvesters through
improvement in oyster value
chain activities and employment
opportunities leading to improved
income levels of resource users

Improve post-harvest value chain
activities for oysters, thereby
reducing poverty and improving
food security among both women
and men oyster harvesters

Capacity Development:
association strengthening

Strengthen local community
involvement in planning implementation
and decision-making in the sustainable
use of oyster resources

Strengthen capacity of membership
and leadership of the Densu Oyster
Pickers Association to participate in
key community decision-making
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From the Densu oyster co-management plan


Phase Il

Management Measures

7 Decide the management actions you are going to take to

Developing the achieve the objectives

management plan
Penalties and Sanctions

Determine the penalties for those who violate the plan’s rules
How are you going

to get there?
Resources

Identify the resources needed to implement the plan
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Step 7: what can be done with resources available and what stands the best chance of contributing to achievement of the plan objectives (biological, ecological, socio-economic….) through a process of prioritization by resource users. It is important to stay practical, taking into account what a small group of resource users can accomplish on their own with limited resources. It is also important that most actions be user-focused and minimize dependence on outside agents or institutions to implement. Also, a precautionary approach should be taken when data is limited.
Step 8: Best practice calls for graduated sanctions, where penalties for a first offense are lighter than for a second, third, or multiple offenses. Penalties must be considered fair by the resource users and be strong enough to deter infractions, but not so harsh that no one will want to impose them on violators.
Step 9: budget requirement, in-kind resources of the users themselves, and those who can play supporting roles.


Phase IV

Formal Approval
Rule-making rights are recognized by outside authorities

Implementation
Make an action plan to implement your management plan

Monitoring
Monitor regularly how well your plan is achieving objectives

Reviewing
Review and update your plan every few years
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Step 10: This is usually the national fisheries agency or local government authority if they have delegated authorities for fisheries management. Although it is best to have one lead agency approve the plan, it can have signed endorsements of concurrence from other authorities.
Step 11: many communities begin informal implementation of the management plan well before it is formally approved by outside authorities. Annual action planning and review facilitates implementation. Plans should be viewed as living documents.
Step 12: Develop a monitoring and evaluation plan that is practical, based on the capacity and resources of the co-management institutions to achieve. The status of the resource and the amount of harvesting taking place should be monitored in addition to monitoring whether management actions specified in the plan were implemented. This will track how well management is working. Harvester groups can collaborate with government and academic partners to design data collection programs and assist with analysis and interpretation. Information about shellfish populations and harvesting activity generated through participatory research can then be used as indicators of progress and to design, evaluate, and refine management measures. 
Step 13: The purpose of reviews is to decide whether the objectives and goal of the plan are being met, and whether tactical or strategic actions need to be modified or changed to better meet the plan’s goal and objectives. Changes in actions or management measures should be at the discretion of the management committee. The formal approval authority (e.g., fisheries agency) can review these, but should not intervene unless they contradict existing law or are harmful to the sustainability of the fishery.


Public Education and Awareness Creation of Regulations
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educating shellfishers about shellfish biology, estuarine ecology, and water quality helps provide a better understanding of the rationale for various types of
management measures. Shellfishers also need to be educated about each management action considered, and for harvest control measures, how each works to protect the resource and contribute to sustainable and enhanced harvesting yields in future years. These education and awareness creation actions should be part of the participatory planning process. Additionally, once rules are established, penalties decided, and committees established, all stakeholders need to be fully aware of what they are as well as how and why they are being implemented. As many shellfishers may not be literate, consider means other than through written materials alone. Use more pictorial or visual aids. This can also be accomplished through community events, community dramas, etc.

Finally, a reminder that although this section presented 13 Steps in the management process in sequential order (one after the other), fisheries management is not a linear process. Several steps may occur simultaneously, or the development team may want to revisit an earlier step as new information and decisions are made along the way. Implementation of management measures may also be started while planning is ongoing and can generate momentum for the process through collective action and early results.

Over to Brian for presentation of Management Measures.
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