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Introduction 

The National Marine Fisheries Service has established a 
policy for increasing the quality and quantity of sociological and 
cultural data and information, mainly in support of fishery 
management.1 As part of this policy, the Assistant Administrator 
has called for the completion of Regional plans and the 
identification and commitment of resources for installing improved 
socio-cultural data collection and analysis efforts in each of the 
Regions. 2 

The Southwest Region and Fisheries Science Center, presently 
under severe budget constraints, cannot, in FY 1994, identify nor 
commit funds for installing a socio-cultural research and 
management program.3 Another complicating factor is the fact that 
there are no sociologists or anthropologists on the staffs of the 
Region or Center. 

Despite the present funding condition of the Region and 
Center, this plan has been prepared for establishing a socio- 
cultural information system in anticipation of the day when 
funding of the Southwest Regional programs will reach its optimum. 

This planning document outlines some of the socio-cultural 
issues in the Region's fisheries and the need for improved 
information to help resolve them. The approach to be taken, when 
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See  Memorandum of December 11. 1993 f rom Rolland. A. S c h m i t t e n  t o  R e g i o n a l  and 
S c i e n c e  D i r e c t o r s  on NMFS P o l i c y  on  t h e  U s e  o f  S o c i a l  Impact Assessments  i n  F i s h e r y  
Management P l a n n i n g  w i t h  a t t a c h m e n t s .  

The t e r m  " s o c i o - c u l t u r a l "  is u s e d  i n  t h i s  p l a n  t o  encompass a l l  t h e  j o i n t  s u b j e c t s  
and  s p e c i a l i z e d  d i s c i p l i n e s  of t h e  s c i e n c e s  of S o c i o l o g y  and  Anthropology as a p p l i e d  t o  
r e s e a r c h  and  management of f i s h e r i e s ,  protected species, and  h a b i t a t .  However, t h e  t e r m  &.es 
~ Q L  r e f e r  t o  Economics, which i s  c o n s i d e r e d  a separate d i s c i p l i n e  f o r  p u r p o s e s  o f  t h i s  p l a n .  

3 See,  f o r  example, memorandum from Southwes t  S c i e n c e  D i r e c t o r  t o  R e g i o n a l  D i r e c t o r  
o f  F e b r u a r y  2 ,  1994, Program Cutbacks  as a R e s u l t  o f  Budget R e d u c t i o n s .  
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funds are available,  t o  design and i n s t a l l  a first-class socio- 
c u l t u r a l  information system i s  l a id  out  and c o n s t i t u t e s  t he  body 
of t h e  p l an .  T h e  out look f o r  funding and implementing the s y s t e m  
i s  provided as are t h e  next  s t e p s  t o  be taken t o  b r i n g  t h e  p l a n  t o  
f r u i t i o n .  

I. The need for a Socio-cultural Information System in 
the Southwest Region 

1.1 General Background 

The need f o r  soc io -cu l tu ra l  information i n  support  of f i s h e r y  
management i s  rooted  i n  t h e  social impact a n a l y s i s  requirements of 
t h e  Nat ional  Environmental Pol icy  A c t  (NEPA) and t h e  Magnuson 
Fishery  Conservation and Management A c t  (MFCMA). B o t h  acts, among 
o the r s ,  r e q u i r e  agencies  t o  determine t h e  social impacts on those 
who may be affected by a proposed a c t i o n .  

T h e  NEPA cal ls  f o r  t h e  i n t e g r a t e d  use  of social sc i ences  i n  
a s ses s ing  impacts on t h e  human environment. It a lso r e q u i r e s  t h e  
i d e n t i f i c a t i o n  of methods and procedures which i n s u r e  t h a t  
p r e s e n t l y  non-quant i f iable  environmental amenit ies  and va lues  be 
given appropr i a t e  considerat ion.4 

Furthermore, t h e  MFCMA requires, when a system f o r  l i m i t i n g  
access t o  a f i s h e r y  t o  achieve  optimum y i e l d  i s  deemed necessary,  
t ha t  t h e  Sec re t a ry  of Commerce and t h e  F ishery  Management Councils 
consider ,  in-depth, t h e  economic and s o c i a l  impacts of t h e  system.5 

I n  a d d i t i o n  t o  social  impact assessments (SIAs) r equ i r ed  t o  
s a t i s f y  t h e  demands of governing acts and l a w s ,  common sense  
r equ i r e s  t h a t  t h e  NMFS and t h e  Fishery Management Councils take 
i n t o  account t h e  soc io -cu l tu ra l  a spec t s  of any proposed 
s i g n i f i c a n t  ac t ion ,  i nc lud ing  t h e  i n i t i a t i o n  of planning fo r  such 
ac t ion ;  success  w i l l  depend on i t .  

11.2 Examples of Specific Socio-cultural Fisheries 
Issues in Southwest Regional Fisheries 

T h e  need for  soc io -cu l tu ra l  information wi th in  va r ious  
f i s h e r i e s  i n  t h e  Southwest Region covers a wide spectrum of 

J 

4 Interorganizational Committee on Guidelines and Principles, 1993, Guidelines and 
Principles for Social Impact Assessment, c/o IAIA, Box 70, Belhaven, NC 27810 ( 4 0  pages), 
page 5. 



c 

.. 

issues. The fisheries of California, Hawaii, American Samoa, Guam 
and the Northern Mariana Islands (NMI) present a rich bed of 
socio-cultural issues that range from Native American and Pacific 
Islander rights to consumer preferences and from data collection 
and law enforcement to individual quota allocations. All of these 
issues may influence the success or failure of fishery management 
schemes. 

Although the present plan emphasizes fishery management, it 
must be noted that there are analogous socio-cultural issues 
associated with protected species conservation and fisheries 
habitat preservation as well. It may be possible to deal with 
these issues under the same or similar planning mechanism proposed 
for fishery management but this has not been thought out at this 
stage. 

One of the requirements of the Fishery Management Councils 
and NME'S is the establishment of baseline social and cultural 
information. While some information is available from other State 
and Federal agencies, baseline social information specifically 
related to fisheries in the Southwest Region is limited and would 
need to be collected, tabulated and archived. This baseline 
information, in many cases, may serve as the standard against 
which further more detailed analyses would be compared. 

In addition to the need for baseline information, other 
important socio-cultural issues exist. Selected examples of 
socio-cultural information needs associated with particular 
Fishery Management Plans (FMPs) are as follows: 

11.2.1 Western Pacific Pelagics Fishery Management 
Plan 

An understanding of the social and cultural dimensions 
of the pelagic longline fleet, especially those items 
associated with multi-vessel ownership and fishing 
operation decisions, is believed to be necessary to 
evaluate properly the fishery management decisions taken 
by the council. 

Large swings from year to year in the effort applied 
in the Northern Mariana Islands' pelagic fishery is 
making it difficult to analyze the data from the fishery 
and to ensure its accuracy. The problem is thought to 
have its roots in recent changes in the social patterns 
of participation and fleet ownership, mixed with local 
economic changes. 

11.2.2 Western Pacific Bottomfish and Seamount 
Groundfish Fishery Management Plan 
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Socio-cultural information is required to assess the 
probable effects of proposed changes in the Northwestern 
Hawaiian Islands limited entry program. Significant 
socio differences among components of the fishery need 
to be evaluated with respect to the proposed changes so 
that impacts can be evaluated correctly. 

Social dynamics of the American Samoa bottomfish 
fishery appear to be affecting the amount of 
participation and the economics of the fishery. One of 
the objectives of the FMP is to preserve the social and 
economic values associated with this small-scale 
combination commercial, recreational, and subsistence 
fishery. For this reason, it is important for the 
Council to understand the social dynamics so it can 
better assess the changes, determine opportunities for 
future harvests, and act to change the FMP if required. 

11.2.3 Western Pacific Crustacean FMP 

From past experience, the Council realizes that 
instituting ITQs in a fishery can result in serious 
effects on some components of that fishery. However, 
because the Total Allowable Catch of lobsters has now 
been reduced significantly the implementation of ITQs 
may be desirous to a majority. Nevertheless, social- 
cultural research, to determine the social impact 
assessment, will be required. 

11.2.4 West Coast Groundfish Fishery Management Plan 

. The Pacific Council is continually involved in 
allocation controversies. 
tend to categorize impacts on fishes according to the 
gear type used and species targeted with little 
consideration of the ability of individuals to move 
between the groups to which allocations are being made. 
Do gear/species categories simply reflect past economic 
investments in the fisheries or are there real skill and 
value differences among the groups? Are these skill and 
value differences such that the barriers to movements 
between fisheries are more than a matter of capital 
investment? Which fisheries have greater differences 
between them and which less? How do commercial fishing 
options compare to other employment options available in 
coastal communities? The answers to such questions may 
not only aid the Council in evaluating the impacts of 
allocational decisions, but may also aid the government 
in formulating relief plans where fisheries have been 
placed under severe restrictions. These research 
questions apply to the other FMPs as well. 

The Council and its analysts 
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. The implementation of a l i c e n s e  l i m i t a t i o n  program 
and cons idera t ion  of IQ programs raise ques t ions  as t o  
how ha rves t  r i g h t s  may be r e d i s t r i b u t e d  af ter  i n i t i a l  
issuance.  This r e d i s t r i b u t i o n  i s s u e  i s  g e n e r a l l y  
addressed i n  t e r m s  of t h e  re la t ive e f f i c i e n c y  of 
p o t e n t i a l  buyers and sel lers .  What factors o t h e r  than  
e f f i c i e n c y  affect t h e  dec i s ion  t o  buy o r  s e l l ?  Fac to r s  
t o  cons ider  might inc lude  access t o  capi ta l  markets and 
nonpecuniary value placed on f i s h i n g  (e.g. ,  l i f e s t y l e ) .  

11.2.5 West Coast Salmon Fishery Management Plan 

. What are t h e  s o c i a l  effects of c l o s i n g  s e c t i o n s  of 
t h e  coast t o  salmon f i s h i n g  for  an e n t i r e  year? How do 
f i s h e r s  and communities a d j u s t  t o  t h e  s i t u a t i o n ?  A r e  
ac t iv i t ies  i n  o t h e r  f i s h e r i e s  increased? Is nonfishing 
employment a rea l i s t ic  opt ion?  Are f i s h e r s  forced t o  
travel greater d i s t a n c e s  f r o m  home t o  pursue f i s h i n g  
income? 

11.2.6 Northern Anchovy Fishery Management Plan 

. What s o c i a l  and c u l t u r a l  factors might p l a y  a role i n  
ga in ing  i n t e r n a t i o n a l  cooperat ion on f i s h e r y  management- 
- in  p a r t i c u l a r ,  t h e  cooperat ion of Mexico i n  management 
of t h e  nor thern  anchovy f i s h e r y ?  

I11 Socio-cultural Impacts and Some Principles for Dealing 
with Them in Fishery Research and Management 

The i d e n t i f i c a t i o n  of soc io-cul tura l  i s sues ,  or t h e  
r e a l i z a t i o n  t h a t  soc io-cul tura l  s i t u a t i o n s  e x i s t  t ha t  can 
in f luence  t h e  success  of f i s h e r y  management, is a f irst  step 
toward planning.  However, i n  add i t ion ,  t h e  Southwest r eg iona l  
p l an  must cons ider  some p r i n c i p l e s  for  handl ing soc io -cu l tu ra l  
data and information and then  prepare  t o  design a system t h a t  w i l l  
embrace such p r i n c i p l e s  and a t t a c k  t h e  problems a t  hand i n  an 
e f f i c i e n t  manner. Fortunately,  a great deal of work has  been done 
t o  l a y  out  the foundation fo r  social impact assessment, s t ra tegic  
planning, and e t h i c a l  a p p l i c a t i o n  of t h e  r e s u l t s .  W e  need only  
borrow f r o m  t h e s e  d i s c i p l i n e s  t o  p lan ,  design and e s t a b l i s h  a 
cost-effective soc io-cul tura l  data c o l l e c t i o n ,  a n a l y s i s  and 
information d e l i v e r y  system. 

This  s e c t i o n  reviews t h e  c h a r a c t e r i s t i c s  of soc io -cu l tu ra l  
impacts, i d e n t i f i e s  some of t h e  variables, and l ists  s o m e  
p r i n c i p l e s  fo r  conducting an a n a l y s i s  and for  p lanning  and 
dec i s ion  making. 
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111.1 Characteristics of Socio-cultural Impacts and 
the Identification of Socio-cultural Variables Affected 

SIAs and other similar actions that may not be impact 
assessments per se (e.g., the solicitation of opinions), seek to 
gain information on the human environment and culture that can be 
used, in an ethical way, to design or decide upon alternatives for 
reaching an objective - or even to modify an objective. Social 
impacts can vary in a great many characteristics: desirability, 
scale, duration, intensity and severity. Complication allows each 
characteristic to vary with a change in context - a proposed 
action may suit northern California's Native Americans and Oregon 
and California recreational and commercial fishermen just fine but 
be completely unacceptable in American Samoa or the Northern 
Mariana Islands. 

Impacts might be cumulative or counterbalancing, distributed 
equally or fall only on a certain group; impacts may be equitable 
or not. In this context, some of the most important disturbances 
of the human environment are those associated with the phenomenon 
known as the social construction of reality. The 
Interorganizational Committee on Guidelines and Principles for 
Social Impact Assessments (ICGPSIA) states, ". . .the social 
construction of reality is a characteristic of almost all social 
groups including the agencies attempting to make changes...", such 
as NME'S and the Councils, "... as well as the communities 
affected . "6 

The characteristics of sociological impacts befall human 
communities in five important areas: 1) population 
characteristics, 2) community and institutional structures, 3) 
political and social resources, 4 )  individual and family changes, 
and 5) community resources.7 In any particular situation these 
variables would be subjects or candidates for data collection and 
research with respect to the characteristics of potential impacts 
previously presented. 

111.2 Principles of Social Impact Planning, Assessment and 
Decision Making to be Incorporated into the Plan 

The ICGPSIA espouses 9 principles for Social Impact 
Assessment (listed below) which have been augmented by the authors 
to include additional principles for planning and for applying the 
results of an SIA in an ethical way. The nine principles of SIA 
seem reasonable, as a starting point, to take into consideration 

~ 

ibid., page 8 

7 ibid.. page 17 
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when planning s p e c i f i c  s o c i a l  impact ana lyses  i n  t h e  Southwest 
Region/Cen'cer. T h e  a d d i t i o n a l  recommended p r i n c i p l e s  t o  guide S W  
Region and Center act ions r e s u l t  f r o m  I n t e r a c t i v e  Management 
planning p r i n c i p l e s  and f r o m  a d iscuss ion  on safeguards on the 
a p p l i c a t i o n  of social research. The la t ter  w a s  taken f r o m  a 
d iscuss ion  of e t h i c a l  cons idera t ions  i n  applying s o c i a l  and 
c u l t u r a l  r e sea rch  a t  t h e  F i s h e r i e s  Soc ia l  Science Gathering which 
took p lace  a t  t h e  Northeast F i s h e r i e s  Science Center, under t h e  
a e g i s  of D r .  Patr ic ia  M. Clay, October 14-15, 1993.8 

The nine p r i n c i p l e s  f o r  social  impact assessment are as 
follows : 

ril 

1. 

2 .  

3. 

4 .  

5 .  

6 .  

111.2.1 Principles for Social Impact Assessment 
from the 

Interorganizational Committee on Guidelines and 
Principles for SIA9 

Involve the diverse public 

I d e n t i f y  and involve a l l  p o t e n t i a l l y  a f f e c t e d  groups  and 
i n  d i  vi d ua 1 s 

Analyze impact equity 

C l e a r l y  i d e n t i f y  who w i l l  w i n  and who w i l l  lose and emphas ize  
v u l n e r a b i l i t y  o f  under - represen ted  groups  

Focus the assessment 
Deal w i t h  i s s u e s  and p u b l i c  concerns t h a t  " r e a l l y  count," not 
those t h a t  a r e  " e a s y  t o  count"  

Identify methods and assumptions and define 
significance in advance 

Define h o w  the  S I A  was conducted ,  what a s s u m p t i o n s  were used  
and h o w  s i g n i f i c a n c e  was selected 

Provide feedback on social impacts to project planners 

I d e n t i f y  problems t h a t  c o u l d  be solved w i t h  changes  t o  the 
proposed  a c t i o n  or a l t e r n a t i v e s  

U s e  SIA practitioners 

Patr ic ia  M. Clay, 1993, F i s h e r i e s  S o d  a1 S c i e n c e  G a t h e r i n g :  I n f o r m a l  R o u n d t a b l e s  
on Curren t  Research ,  NMFS, NEFSC 166 Water St., Woods Bole, MA 02543 

ICGPSIA, 10c cit., p.  4 6 - 4 1  

7 
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Tra ined  s o c i a l  sc ient is ts  employ ing  s o c i a l  science m e t h o d s  
w i l l  provide the best r e s u l t s  

7. Establish monitoring and mitigation programs 

Manage u n c e r t a i n t y  by m o n i t o r i n g  and m i t i g a t i n g  a d v e r s e  
i m p a c t s  

8. Identify data sources 

U s e  p u b l i s h e d  s c i en t i f i c  l i t e r a t u r e ,  s econdary  d a t a  and 
p r i m a r y  d a t a  from the a f fec ted  area  

9. Plan for gaps in data 

111.2.2 Additional principles for Southwest Region SIAs 

The l is t  of p r i n c i p l e s  f o r  SIAs should be augmented, i n  the  
author 's  opinion, w i t h  two a d d i t i o n a l  p r i n c i p l e s :  

10. Creatively add options and alternatives to consider 
after the initial SIA 

The SWR/SWFSC should r equ i r e  t h a t  a vigorous at tempt  be made 
t o  develop c r e a t i v e l y  a d d i t i o n a l  opt ions and a l t e r n a t i v e s  t o  t h e  
proposed a c t i o n  when it has p o t e n t i a l l y  s i g n i f i c a n t  adverse s o c i a l  
or  c u l t u r a l  impacts on any component of t h e  s takeholders ;  
development of a d d i t i o n a l  op t ions  would include i n v i t i n g  the  
s takeholders  themselves t o  submit ideas  i n t e r a c t i v e l y ,  and 

11. Install safeguard8 against unethical use of data and 
information 

SWFUSWFSC should r e q u i r e  that  safeguards be i n s t a l l e d  t o  ensure 
t h a t  those  who cooperate  i n  t h e  ana lys i s  by providing da ta ,  
opinions,  etc.  are not  harmed economically or personal ly  by a )  
exposure of r e s u l t s  i n  a pub l i c  po l i cy  debate,  nor b) by being 
taken advantage of by v i r t u e  of t h e i r  cooperation and the g iv ing  
of information. 

The second a d d i t i o n a l  p r inc ip l e ,  c a l l i n g  f o r  safeguards,  i s  a 
very s u b t l e  b u t  important p r i n c i p l e .  Violat ion of it, f o r  example, 
could put  information i n t o  the  wrong hands where une th i ca l  
e x p l o i t a t i o n  of t h e  cooperators  could r e s u l t .  Although there a r e  
many ins t ances  where r e n t  e x t r a c t i o n  is the ideal and socially 
co r rec t  t h i n g  t o  do it is  used as an example f o r  wrong-doing as 
w e l l .  The Fisheries S o c i a l  Science Gather ing states tha t  "Demand  
s tud ies  f o r  non-market goods are examples of ana lyses  which, in 
Lhe wr-, can lead t o  the  systematic  e x t r a c t i o n  of consumer 
surp lus ,  supported by a misguided notion tha t  because the  unaware 

8 
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consumer i s  discovered t o  be “wi l l ing“  t o  pay, he s u f f e r s  no grave 
damage by a c t u a l l y  be ing  m a d e  t o  pay.”lo 

Unfortunately,  it i s  easy  t o  v i s u a l i z e  j u s t  t h a t  kind of 
e x p l o i t a t i o n  of unaware o r  unsophis t ica ted  persons t a k i n g  p l a c e  i n  
many f i s h e r y  s i t u a t i o n s  i f  the  NMFS and Councils do no t  p r a c t i c e  
v i g i l a n c e  and employ proper  safeguards.  Therefore,  any socio- 
c u l t u r a l  p l a n  conducted by o r  sponsored by NMFS S W  Region/Center 
or  t h e  Councils should have b u i l t  i n t o  it, safeguards  a g a i n s t  
improper use  of t h e  information - j u s t  as w e  have p r i n c i p l e s  and 
r e g u l a t i o n s  a g a i n s t  d i s c l o s u r e  of c o n f i d e n t i a l  f i s h e r i e s  data. 

One way t o  avoid such damage i s  t o  ensure t h a t  t h e  s u b j e c t s  
or s t akeho lde r s  themselves are proper ly  involved every  s t e p  of t h e  
way i n  t h e  planning and execut ion of a c t i o n s  t h a t  a l te r  t h e  socio-  
c u l t u r a l  s t a t u s  quo. 

IV Critical Factors and a Suggested Step-by-step Approach 
to be Taken to Establish a Socio-cultural Information 
System in the Region 

IV.1 Critical Factors for Success of Planning, Design 
and Implementation 

.L 

The planning s t e p s  set f o r t h  i n  Sec t ion  IV.2, i f  taken,  
should lead t o  t h e  design of a f i r s t - r a t e  system for socio- 
c u l t u r a l  data c o l l e c t i o n ,  ana lys i s ,  and information d e l i v e r y  t h a t  
i s  w e l l  managed and t h a t  m e e t s  i t s  o b j e c t i v e s  i n  a t ime ly  manner. 
The foregoing w i l l  be achieved provided t h a t  t h e r e  i s  adequacy i n  
t h e  seven c r i t i ca l  factors of  t h e  l a w  of success  and f a i l u r e  from 
t h e  sc i ence  of Generic Design.11 The c r i t i ca l  factors f o r  success  
are : 

1. Leadership 

Coordinated l eade r sh ip  w i l l  be r e q u i r e d  a t  f o u r  l e v e l s :  
a)  t h e  management of t h e  overall  i n t e g r a t i o n  of socio- 
c u l t u r a l  s c i ences  i n t o  t h e  Southwest RegiodCenter ,  b) 
management of  t h e  overall i n t e g r a t i o n  i n t o  t h e  Council 
systems, c) t h e  management of t h e  process  for des igning  
and planning t h e  soc io -cu l tu ra l  system, and las t  but  not  
least  d) soc io -cu l tu ra l  e x p e r t i s e  t o  ensure  s c i e n t i f i c  
soundness of t h e  e n t e r p r i s e .  

lo Clay, p.  6 

11 Warfield, John N . ,  1990, A S c i e n c e  of G e n e r i c  D e s i g n :  Managing C o m p l e x i t y  Through 
S y s t e m  D e s i g n .  Intersystems Publications,  401 Victor Way #3, Sal inas ,  CA 93908 
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At present, the required leadership responsibilities are not 
defined. The RD/SDs and Council Chairpersons and Executive 
Directors, working together, need to appoint themselves or staff 
to these roles. This means, as well, appointing or contracting 
for a sociologist or anthropologist and a planner, and assigning 
the responsibility for overall management to a Senior 
Region/Center Manager and to a Senior Council Staff person. These 
four leaders must work together for the system to work 
efficiently . 

2. Financial support 

Financial support will be required for a) the design 
process, b) installation and operation of the system, 
and c) additions to supporting systems for additional 
work loads; for example, statistics, port-sampling, 
PacFIN, or database systems which would be required to 
provide additional work and the usual overhead items 
such as libraries, computer support, etc.. 

Presently there are no financial resources in the Region or 
Center to finance the planning/design phase nor to hire or 
contract for a socio-cultural scientist. Resources required for 
establishing a whole new scientific discipline into the 
Region/Center/Council culture and making it fully operational and 
meaningful are likely to be large. However, on the premiss that 
NME'S will eventually obtain the resources, several useful 
estimates of the requirements can be made. 

We do have the experience of installing economists in the 
Region/Center and for planning large-scale complex programs; from 
that past experience we can make estimates of the costs. 

Estimated Costs and Budget for Planning, Design and Installation 
of a Socio-cultural Information System 

The estimated total cost of planning and design is ... $15OK 
including the cost of obtaining background information 

The estimated first year of operations ... $150-$450K 
The estimated cost of out year annual operations ... $450- 

$1, OOOK 

These figures can be contrasted to the estimated current 
annual economics expenditure in the Southwest Region and Fisheries 
Science Center of only $500K. A more realistic budget in keeping 
with the need for economic research and information, would be 
about $1 million including salaries and contract funds. 

10  
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It is assumed that after an initial growth period that socio- 
cultural research and information needs would near that for 
economics. However, it still remains that the Councils and NMFS 
would best be served by reinstating the economics budget to near 
optimum levels ($900-$1, OOOK) before embarking on a full-fledged 
socio-cultural endeavor. 

3 .  Component availability 

4 

Many of the components required for the design and 
planning functions (room, computer support, 
facilitation, consensus methodologies) are already 
available at the Southwest Fisheries Science Center. Not 
so clear is the availability of other components that 
will be required for the design such as socio-cultural 
scientific expertise, experience or familiarity with 
Southwest regional fisheries' socio-cultural problems, 
socio-cultural library or data bases. A search for, and 
identification of these components, by knowledgeable 
people, working with the planner/designer will need to 
be conducted. 

The planning and design function itself will result in 
the identification of the components of the program 
which would, of course, need to be available for the 
system to operate properly. 

4 .  Design environment 

The design environment must be conducive to designing 
and establishing a major program. This includes both the 
physical environment - not a major concern, because of 
the availability of the SWFSC's planning rooms - and the 
political, scientific and fishery management 
environment. If the latter are inimical or antagonistic 
to the idea of socio-cultural science entering the 
domain, then success will be hard to achieve. 

To see the effects of a poor environment, we have only 
to look at the emerging role of Economics several years 
ago in a fishery management environment dominated by 
Biology and biologists. The difficulty, hostility, and 
indifference experienced by the Economists was not a 
good environment for making progress efficiently. Some 
would say the integration is not yet complete in terms 
of the disciplines working together in an efficient 
manner. The proper environment must be provided by the 
leadership for sociology and anthropology to flourish. 
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5 .  Designer participation 

m 

'- 

it 

The designers, planners and people expected to make the 
socio-cultural system work must be allowed, as a matter 
of good planning, to participate not only in the 
system's design but within the system's environment. 
They must be allowed access to the fishery management 
system, for example, to participate in the early scoping 
of problems. Conversely, biologists, economists and 
fishery managers must also be allowed participation in 
the design of a system where eventually all three must 
work together in concert. 

6. Documentation support 

The planning system must receive adequate documentation 
support if its deliberations are to be conducted 
efficiently and if later decisions are to be made 
effectively. Good documentation is necessary to allow 
decision makers to re-trace their steps and take 
alternate paths, for teaching others the train of 
thought, and documenting decisions. Documentation 
includes typing, clerical, filing, and other such 
functions as well as computerized documentation and 
support during the planning sessions. 

7. Processes that converge to informed agreement 

The planning of a complex system is not an easy matter; 
many different voices must be heard; 
representing different disciplines, experiences and 
backgrounds must be involved because no one or two 
individuals has the capacity to understand all aspects 
of the problems, yet alone the solutions. Therefore, a 
way must be found for the group to converge to agreement 
or consensus, otherwise no progress will be made. To 
make that progress and come to informed agreement, 
processes for efficient group work must be installed. 
The consensus seeking techniques of Interactive 
Management are such processes; they are designed to 
account for the physical and mental limitations of 
humans in dealing with complex matters and serve to 
meet the requirement. 

People 

IV.2 Recommended Planning Steps to be Taken 

The following steps are recommended for establishing a socio- 
cultural program within the Southwest region to support fishery 
management, conservation of protected species, and preservation of 
fishery habitat. The basic strategy is to develop the system for 
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f i s h e r y  management and then,  i f  s u f f i c i e n t  resources  remain  t o  
ensure adequate cr i t ical  f a c t o r s ,  i t e r a t e  t h e  steps t o  produce 
a d d i t i o n a l  systems or sub-systems for p ro tec t ed  species and 
h a b i t a t  p r o t e c t i o n .  

Step 1 .  Procure Leadership and Financial Support 

The  missing c r i t i ca l  f a c t o r s  of leadersh ip  and f i n a n c i a l  
support  must be established before t he  balance of the planning, 
design and i n s t a l l a t i o n  can proceed. T h e  Regional Di rec tor  and 
Science Direc tor  i n  concert  w i t h  Council Executives must  appoint  
o r  r e c r u i t  leaders i n  the four  cr i t ical  areas. I n  addi t ion ,  and 
simultaneously,  funds t o  support  the  planning effor t  must be 
a l l o c a t e d .  

A t  p re sen t ,  the  only poss ib l e  source of funding for t h e  
e f f o r t  i s  t h e  proposed F Y  1995 increase  t o  NMFS' budget.  If long- 
t e r m  funding is not  assured, it may be prudent t o  ob ta in  a t e r m  
appointment and provide l imi t ed  opera t iona l  funds for a 
Sociologist/Anthropologist pos i t i on  pending the  development of t h e  
plan and the determinat ion of the cost of developing the  system. 
If  funds  do not  become a v a i l a b l e  t o  r e s t o r e  economics work and 
f inance  t h e  e f f o r t  requi red  t o  absorb a new d i s c i p l i n e  i n t o  t h e  
s c i e n t i f i c  management of fisheries then t h e  whole f i s h e r y  
management enterprise should be re-examined t o  layout  the proper  
balance among biology, s tock assessment, economics, and s o c i a l  
c u l t u r a l  concerns.  

Step 2 .  Develop the Background Information and 
Intel l igence about the Situation Required for Planning 

A f t e r  procurement of funding and leadership,  the  
Region/Center w i l l  be able t o  proceed w i t h  the  d e t a i l s  requi red  t o  
design and i n s t a l l  a soc io-cul tura l  system. A s  a beginning, a 
c e r t a i n  amount of i n t e l l i g e n c e  w i l l  be required t o  guide t he  
planning e f f o r t .  T h i s  s t e p  w i l l  in form stakeholders  and managers 
a l i k e  of t h e  cu r ren t  s i t u a t i o n ,  the problems, and the  l i k e l y  down- 
stream consequences of al lowing t h e  t rends ,  now embedded i n  the 
s t a t u s  quo, t o  cont inue.  

a )  Es tab l i sh  a knowledgeable i n t e r d i s c i p l i n a r y  t a s k  f o r c e  of 
an thropologis t s ,  soc io log i s t s ,  f i s h e r y  managers, b i o l o g i s t s ,  
economists, etc.,  lead by a planner and a s o c i a l  s c i e n t i s t  t o  
a s s i s t  w i t h  the following activit ies.  

b) I d e n t i f y  important soc io-cul tura l  problems/ issues  and 
t r ends  wi th in  each important f i she ry ,  

c) A s s e s s  and eva lua te  t h e  sources and a v a i l a b i l i t y  of 
information t h a t  would he lp  resolve some important i s s u e s ,  
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d) Prepare background document(s) describing the socio- 
cultural problems and the SIA situation in the Southwest 
Region, 

e) Provide background information and intelligence sufficient 
to inform managers and stakeholders on the spectrum of the 
socio-cultural problems, the probable down-stream effects of 
not addressing the problems, and the availability of 
data/resources for tackling the problems; 

Step 3. Establish Goals and Objectives for the Socio- 
cultural Information System in the Southwest Region 

SWR/SWFSC Directors, joined by stakeholders such as fishery 
managers and other interested parties and informed by the 
background document and task force presentations, must establish 
specific long-term goals and objectives for the system. The goals 
and objectives derived in a facilitated meeting should be 
structured to reveal the "priorities" and leverage to be gained by 
pursuit of certain of the objectives. 

Step 4. Develop alternative system designs (Options 
Field) 

The planning effort, informed by the goals and objectives set 
for the project by the NMFS leadership, should next engage in a 
process that allows for the highest probability of specifying 
every dimension, no more, no less, that is necessary for the 
system to work; i.e., meet its goals; One of the best methods for 
ensuring such is the case, and that important dimensions haven't 
been left out of consideration, is the development of an Options 
F i e l d  through facilitated group work. 

Specifically, a group of sociologists/anthropologists, 
fishery scientists, and fishery managers, knowledgeable of the 
fishery situation and socio-cultural concerns, meet in facilitated 
group work to develop options (activities, events, or milestones) 
for meetiny the objectives and to arrange them into an Options 
Field; i.e., a matrix of options arranged by categories 
(dimensions) in a particular way. 

When the group is satisfied that the Options Field contains 
all necessary dimensions and that reasonable optional 
specifications for each dimension are available, it can make 
selections of options within each dimension to specify various 
alternative designs of the system. It is as if the Options Field 
could be viewed as a Chinese restaurant menu, with many selections 
(options) available under each category (dimension). One can 
visualize that a great many alternative Chinese meals can be 
generated with a menu of, say, eight categories and six options 
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with in  each category. I n  f a c t  t h e  number i s  1 ,679 ,616  d i f fe ren t  
meals.12 Likewise, t h e  soc io-cul tura l  System des igners  w i l l  have an 
oppor tuni ty  t o  explore a l a r g e  number of a l t e r n a t i v e  designs and, 
t oge the r  with Region/Center management be able t o  select t h e  best 
one; see s t e p  6 .  

Step 5. Establish criteria for choosing the best design 

Region/Center management, informed by t h e  goa ls  and 
ob jec t ives  and i t s  own v is ion ,  should be asked t o  spec i fy  
important c r i t e r i a  f o r  s e l e c t i n g  t h e  b e s t  a l t e r n a t i v e  design.  The 
most important f i v e  o r  s i x  cri teria should se rve  w e l l  t o  make a 
choice of t h e  b e s t  a l t e r n a t i v e  from among s e v e r a l  promising 
a l t e r n a t i v e s  presented.  

Step 6. Choose the be8t program design 

suppl ied  by t h e  design team about each candidate a l t e r n a t i v e  with 
r e spec t  t o  t h e  c r i t e r i a ,  chooses t h e  best a l t e r n a t i v e  t o  be put  
i n t o  e f f e c t .  I f  required,  t h e  s e l e c t i o n  process  can be a ided  by a 
f a c i l i t a t e d  trade-off ana lys i s .  

Region/Center management, being informed by t h e  information 

The selected a l t e r n a t i v e  equates t o  t h e  s p e c i f i c a t i o n s  f o r  
t h e  soc io-cul tura l  system. The system i s  s p e c i f i e d  when 
s p e c i f i c a t i o n s  have been made f o r  each dimension (choice of 
o p t i o n ( s )  i n  each ca t egory ) .  

Step 7. Conduct managerial and operational planning 

Once t h e  system is  spec i f i ed ,  ope ra t iona l  planning can t ake  
p l ace .  The a c t i v i t i e s  t o  be c a r r i e d  o u t  over t h e  next two years 
can be s p e c i f i e d  i n  some d e t a i l ,  budgets can be prepared and PERT- 
c h a r t s  can be d ra f t ed .  Along with t h e  o p e r a t i o n a l  planning t h e  
Region and Center, toge ther  with t h e  Councils,  may wish t o  
e s t a b l i s h  a more d e t a i l e d  managerial  p lan  t o  spec i fy  how t h e  
program w i l l  be monitored, reviewed and eva lua ted .  

Step 8. Initiate the system 

and t ak ing  t h e  f i r s t  s t e p s  ind ica t ed  by t h e  approved ope ra t iona l  
and managerial  plans.  

The system i s  i n i t i a t e d  by a l l o c a t i n g  funds f o r  t h e  budget 

One could e a t  3 meals a day 365 days a year at such a restaurant and never e a t  
the  same meal t w i c e  for  1,533 years! However, with a l l  these  choices  before us,  w e  can 
somehow make choices,  order our meal and go about our bus iness .  S imi lar ly ,  there  are  a great 
number o f  a l t ernat ive  designs for  a soc io-cul tural  system that  could  be considered but 
choices  can be made using the  Options P r o f i l e  and Trade-off methodologies to y i e l d  t h e  "best" 
a l t ernat ive .  
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V. Summary and Next steps 

I n  t h e  foregoing, w e  have def ined  s o m e  of t he  needs f o r  
soc io -cu l tu ra l  work i n  the Southwest region.  
i d e n t i f i e d  the soc io -cu l tu ra l  variables, set ou t  the  p r i n c i p l e s  of 
S I A ,  de f ined  the c r i t i ca l  factors r equ i r ed  for  success,  and la id  
out  a step-by-step process  fo r  achieving the design and 
i n s t a l l a t i o n  of a first-class soc io -cu l tu ra l  information sys tem.  
H o w e v e r ,  a l l  w i l l  come t o  naught i f  the  c r i t i ca l  f a c t o r s  are 
inadequate .  

We've also 

A t  p resent ,  the  c r i t i ca l  factors of leadership and f i n a n c i a l  
support  are non-existent.  O f  the  t w o ,  f i n a n c i a l  support  i s  
probably m o s t  important because, w i t h  it, the  l eade r sh ip  i s s u e  
l i k e l y  could be resolved.  I f  NMFS does rece ive  a s u b s t a n t i a l  
i n c r e a s e  i n  t h e  F Y  1995 budget, NMFS should set aside adequate 
funds t o  do soc io -cu l tu ra l  s t r a t e g i c  planning and implementation 
a t  t h e  n a t i o n a l  and r eg iona l  l e v e l s .  

David Mackett ,  SWFSC Planning O f f i c e r  
Larry Jacobson, F ishery  Biologis t ,  SWFSC, La  Jol la  
A l e c  M a c C a l l ,  Director, Tiburon Laboratory 
S a m  Pooley, Indus t ry  Economist, SWFSC, Honolulu Laboratory 
W e s  S i lver thorne ,  Indus t ry  Economist, SWR, Long Beach 
Dale Squires, Indus t ry  Economist, SWFSC, La Jo l la  
Cindy Thomson, Indus t ry  Economist, SWFSC, L a  Jo l l a  
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