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Project No. 2010/317
Maximising Benefits of ITQ Management in the Western Rock Lobster
Fishery

PRINCIPAL INVESTIGATOR: Guy Leyland

ADDRESS: WA Fishing Industry Council
P O Box 1605
FREMANTLE WA 6959
Telephone: 08 9432 7705
Fax: 089432 7700

Objective:

1. To inform Western Rock Lobster industry members of the opportunities
that moving to ITQ provides.

Non-technical summary

OUTCOMES ACHIEVED TO DATE:

Through this project, Western Rock Lobster industry members were informed of
the opportunities that moving to ITQ provided. The Western Rock Lobster
industry has successfully moved to interim Quota without any major disruption
to fishing operations. The Going to Quota events not only informed, but helped to
focus the industry members on the transition and how best to make it work for
their fishing enterprise.

Two education extension programs were held in Fremantle and Geraldton to
inform Western Rock Lobster fishers of the opportunities that ITQ provides.

Attendance was beyond expectations. 175 industry members attended in
Fremantle, 160 in Geraldton, making a total of 335 industry members over the
two days. I.

The overwhelming concern prior to the event was lack of information on how the
new system would operate.

Key issues after the event were more focused concerns over specific issues:
e Compliance-landing and weighing areas
e Lobster losing water from boat to depot - who bears the cost of the loss.
e There was also a lot of discussion about timing of the season- need to
move quickly to 12 month season to fully gain market benefits



e There was also some discussion about the need to move to in-season
transferability and real time trading as soon as possible

Generally the atmospherics were more positive in Fremantle than Geraldton.

In Geraldton the negative element was mainly expressed in the “Rush to Quota”
quote. Despite this negativity nobody who attended left with the illusion that
there was still a chance that quota would not go ahead this season. This was
reinforced by the speakers who made the point that no fishery that had moved
from input controls to quota had gone back and, importantly, that none of the
fishers wished to return to input controls. This is important for industry to
understand as it should lead to industry engagement on transitioning to a full
Individual Transferable Quota (ITQ) system as soon as possible rather than
arguing endlessly about the merits or otherwise of quota. Again the speakers
reinforced this with the emphasis on the need for industry leaders to be
provided with clear and strong mandates from industry in subsequent
negotiations with Government on the speed of implementation to a full ITQ
system.

The presentations from the speakers covered the range from big picture quota
experiences in a number of fisheries to rock lobster specific to a fishing family’s
experience in making the choice to stay and their subsequent decisions
(improving business skills, value adding and marketing, providing career paths
for family and employees).

There was not one negative comment about the speakers, and most highly
complimented their quality and enjoyed learning more about quotas from people
who had “experienced” it. There were also positive comments about the Small
Business Development Corporation presentation; it obviously struck a chord
with some of the audience.

The presentations were filmed in Fremantle and an unedited DVD, plus a Going
to Quota Helpline Vessel sticker, was mailed to all lobster fishers including those
who were unable to attend the information sessions.

Two education extension programs were held in Fremantle and Geraldton to
inform Western Rock Lobster fishers of the opportunities that ITQ provides.

H

| FISHERS & 175
PROCESSORS

160 335 '

It was estimated that around 330 vessels would participate in the 2010/2011
season so the total attendance of 335 skippers, crew and processors was an
outstanding result.
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Background

The Western Rock Lobster fishery is one of Australia’s most valuable commercial
fishery generating a landed value of $191.6 million in 2009.

Rising costs, a strong Australian dollar, increased competition, environmental
challenges and the global financial crisis have resulted in a halving of the landed
value of the fishery over the last 10 years.

This economic performance has been exacerbated by a limited entry
management system that creates perverse incentives that lead to over-
capitalisation in catching technology and dissipation of economic rents through
competition for catch.

In summary maintaining the current management regime for this fishery will
inevitably cause continued poor economic performance.

The uncertainty over recruitment into the fishery due to poor puerulus
settlement has resulted in management intervention to cut catches to build up
breeding stocks has resulted in further declines in the value of the fishery and a
rationalisation of boat numbers.

Need

As a result of these pressures in early 2010 both WAFIC and WRLC approached
the Western Australian Government requesting that the fishery management
arrangements for the fishery be fast tracked to an output control system for the
2010/11 season.

The truncated period for introduction gives the regulatory agency and the
industry only 4 months to make the necessary legal and operational changes to
ensure its introduction by 15 November 2010.

In order to tap into the benefits that this shift to ITQ can provide there is a need
to provide targeted extension on aspects of this management system to a large
group of fishermen over a short period of time so as to facilitate a smooth
transition.



Objectives

To inform Western Rock Lobster industry members of the opportunities that
moving to ITQ provides.

Methods

Small joint working committee was formed with representatives from WAFIC,
Western Rocklobster Council and the Department of Fisheries to ensure that the
program was fully integrated with the Department’s plan to introduce the
interim quota regime.

Communication: The great challenge was to get as many Managed Fishery
Licence (MFL) holders to attend in at short notice prior to the beginning of the
season. To create awareness, urgency and the need to attend the project team
e-mailed as many MFL holders as possible and all Professional Fishing
Associations (PFA) presidents telling them we were going to have the dates of
the education days and that a formal invitation would be mailed to every MFL
holder.

The formal invitation/program brochure was mailed to every MFL holder. It
extended the invitation to fisher’s partners and crew members.

This was followed up with an email to flag the pending RSVP date, and asking
people to respond.

After the RSVP date, we sent a 2nd letter to every MFL saying either we were
glad they had replied, and confirmed date, time and venue; or alternatively
acknowledged they had told us they couldn’t attend, or had not replied, and gave
them a 2nd chance to attend and also provided them with the Department of
Fisheries number to book a smaller briefing with Department officials.

After the events we again wrote to all MFL holders and sent a DVD of the
Fremantle education day, so that at the end of the process EVERY MFL holder
had the opportunity to hear all speakers, regardless of whether they had
attended or not. The vessel helpline sticker was also included in this mail-out.

High caliber speakers & independent MC: The level of respect the fishers would
have for the speakers and the independent MC was crucial to the success of the
event. The attendance of the Department’s CEO and participation in the panel
discussion gave the program additional authority.

Follow-up services: A range of follow-up opportunities was available and well
publicized at the event, in a kit handed out at the end of the information days and
in a letter after the event.

Financial counseling - The Small Business Development Corporation presented
at the conference and designed a follow up program for industry members. The
first one hour consultation was offered free of charge.

Fishing regulations in depth - the Department of Fishing offered smaller Quota
Briefing Sessions to go through the new regulations in detail a phone number to
make this booking was included on the brochure, and Department attended both




events to take bookings. Fishers were asked to say if they had booked a session
on their evaluation forms.

A Going to Quota manual was mailed to every MFL holder prior to the opening of
the season by the Department of Fisheries.

A bumper sticker for vessels was produced promoting the Going to Quota
helpline number that fisherman could ring if they believed they would not be
able to comply with the rules once the season commenced.

Results/Discussion
Attendance: The events attracted 335 license holders, skippers and crew.

Discussion: In the season preceding the introduction of the interim ITQ
management system approximately 340 vessels fished. A great deal of effort was
put into inviting MFL holders. It was felt that a colour brochure invitation and
program would give the event substance - not just another meeting, but a VERY
important meeting. Inviting MFL holders to bring their partners also helped to
provide additional incentive to attend. We also believe that making contact twice
by email, and twice by letter leading up to the events helped to make fishers who
often ignore industry meetings to take notice and make a commitment to attend.
The momentum continued to go grow and we had at least 30 people in
Fremantle, and more than 50 people “roll up” on the day (did not RSVP), and
there was almost no “no shows” from people who had replied.

General reaction to the Program:

Fishers attending | 175 160 335

Evaluation forms | 45 57 102
returned

Yes to have 20 48 68
booked DoF

briefing

No to booking 25 9 34
Average rating of | 7.6 7.3

the event

Discussion: The content, duration, and differing perspectives provided by the
speakers clicked and resonated with the attendees- this was evident from not



only the comments on the evaluation forms but also from the fact that attendees
all stayed for the duration of the events.

The overwhelming concern prior to the event in both Fremantle and Geraldton,
as stated on the evaluation forms, was lack of information on how the new
system would operate.

After the two events the concerns were mainly over compliance issues, in
particular: “who would bear the cost for the weight difference of the lobster as
the result of water loss in transit from boat to depot?” and “the timing of the
season.”

There was also a thread of residual anger over the move to quota, however at
both venues this was more evident at the beginning of each session, and seemed
to abate as the sessions progressed, especially after the speakers who had gone
through the quota experience related their stories.

Richard Stevens, Deputy Chair of the Australian Fisheries Management
Authority, as MC was vigilant in ensuring that audience did get the chance to ask
all their questions, engage in discussion with the speakers and to some extent
allowed them to express anger, so that there was not a feeling that they were
being gagged. Mr. Stevens between promoting freedom of expression and not
allowing a free for all and a “Ground Hog Day” over the pros and cons of quota,
managed to achieve a good balance.

The general feeling at the end of the sessions was a coming to terms with the
reality of quota and focusing on how they were going to fish to it. The decision
was made to leave the DVD unedited so that there could be no accusations of
editing out any difficult questions.

There is no doubt that the esteem in which the audience held the speakers was
crucial to the communication. The audience was prepared to give everyone a
hearing, because they respected the guest speakers giving up their time to share
their knowledge, there was no accusations of “wise men from the East coming to
tell us what to do”.

Valuable information obtained from face to face contact:

How the regime would operate at remote landing locations was a practical issue
that was canvassed at the events, with detailed maps as reference points, in the
breaks and at lunch time, with fishers and the Executive Officer of the WRLC.
Additional information was gathered on the evaluation forms concerning when
fishers would start the season and from what port. This helped the WA
Department of Fisheries with their planning.




Benefits and adoption

There is no question that going to quota was a major transition for Western
Australian lobster fishers. Providing practical information, and a broad picture
of benefits and honest appraisal of the problems, helped to calm the waters for
most fishers, and helped them focus on the challenge ahead as opposed to trying
to stop something that could not be stopped - the move to interim quota at the
opening of the season on November 15, 2010.

Planned Outcomes:

The industry has successfully moved to interim Quota without any major
disruption to fishing operations.

The Fremantle meeting was recorded, and the DVD distributed unedited to every
MFL holder and processor.

The Quota briefing manual was printed and mailed to every MFL holder and
processor by the Department of Fisheries.

Conclusion:

Every member of the Western Australian rock lobster industry was invited to
attend the two education days and every member was also mailed a DVD of the
Fremantle event to ensure no one was denied the opportunity to gain
information.

The transition to interim quota in 2010/2011 is generally considered to be a
success. The Going to Quota events not only informed, but helped to focus the

industry members on the transition and how best to make it work for their
fishing enterprise.

Intellectual Property: N/A
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Non-technical summary

OUTCOMES:

The Western Rock Lobster industry has successfully moved to interim Quota
without any major disruption to fishing operations.

Two education extension programs were held in Fremantle and Geraldton to
inform Western Rock Lobster fishers of the opportunities that ITQ provides.

Attendance was beyond expectations. 175 industry members attended in
Fremantle, 160 in Geraldton, making a total of 335 industry members over the
two days. I.

The brochure promoting the program and the speakers is attached (PDF).

The overwhelming concern prior to the event was lack of information on how
the new system would operate.

Key issues after the event were more focused concerns over specific issues:
* Compliance-landing and weighing areas
* Lobster losing water from boat to depot - who bears the cost of the loss.
* There was also a lot of discussion about timing of the season- need to
move quickly to 12 month season to fully gain market benefits
* There was also some discussion about the need to move to in-season
transferability and real time trading as soon as possible

Generally the atmospherics were more positive in Fremantle than Geraldton.

In Geraldton the negative element was mainly expressed in the “Rush to Quota”
quote. Despite this negativity nobody who attended left with the illusion that
there was still a chance that quota would not go ahead this season. This was
reinforced by the speakers who made the point that no fishery that had moved
from input controls to quota had gone back and, importantly, that none of the
fishers wished to return to input controls. This is important for industry to
understand as it should lead to industry engagement on transitioning to a full
Individual Transferable Quota (ITQ) system as soon as possible rather than
arguing endlessly about the merits or otherwise of quota. Again the speakers
reinforced this with the emphasis on the need for industry leaders to be
provided with clear and strong mandates from industry in subsequent
negotiations with Government on the speed of implementation to a full ITQ
system.

The presentations from the speakers covered the range from big picture quota
experiences in a number of fisheries to rock lobster specific to a fishing family’s
experience in making the choice to stay and their subsequent decisions




(improving business skills, value adding and marketing, providing career paths
for family and employees).

There was not one negative comment about the speakers, and most highly
complimented their quality and enjoyed learning more about quotas from people
who had “experienced” it. There were also positive comments about the Small
Business Development Corporation presentation; it obviously struck a cord with
some of the audience.

The presentations were filmed in Fremantle and an unedited DVD, plus a Going
to Quota Helpline Vessel sticker, was mailed to all lobster fishers including those
who were unable to attend the information sessions.

Two education extension programs were held in Fremantle and Geraldton to
inform Western Rock Lobster fishers of the opportunities that ITQ provides.

FISHERS & 175 | 160

PROCESSORS

335

It was estimated that around 330 vessels would participate in the 2010/2011
season so the total attendance of 335 skippers, crew and processors was an
outstanding result.
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Background

The Western Rock Lobster fishery is one of Australia’s most valuable commercial
fishery generating a landed value of $191.6 million in 2009.

Rising costs, a strong Australian dollar, increased competition, environmental
challenges and the global financial crisis have resulted in a halving of the landed
value of the fishery over the last 10 years.

This economic performance has been exacerbated by a limited entry
management system that creates perverse incentives that lead to
overcapitalisation in catching technology and dissipation of economic rents




through competition for catch.

In summary maintaining the current management regime for this fishery will
inevitably cause continued poor economic performance.

The uncertainty over recruitment into the fishery due to poor puerulus
settlement has resulted in management intervention to cut catches to build up
breeding stocks has resulted in further declines in the value of the fishery and a
rationalisation of boat numbers.

Need

As a result of these pressures in early 2010 both WAFIC and WRLC approached
the Western Australian Government requesting that the fishery management
arrangements for the fishery be fast tracked to an output control system for the
2010/11 season.

The truncated period for introduction gives the regulatory agency and the
industry only 4 months to make the necessary legal and operational changes to
ensure its introduction by 15 November 2010.

In order to tap into the benefits that this shift to ITQ can provide there is a need
to provide targeted extension on aspects of this management system to a large
group of fishermen over a short period of time so as to facilitate a smooth
transition.

Objectives

To inform Western Rock Lobster industry members of the opportunities that
moving to ITQ provides.

Methods

Small joint working committee was formed with representatives from WAFIC,
Western Rocklobster Council and the Department of Fisheries to ensure that the
program was fully integrated with the Department’s plan to introduce the
interim quota regime.
Communication: The great challenge was to get as many Managed Fishery
Licence (MFL) holders to attend in at short notice prior to the beginning of the
season. To create awareness, urgency and the need to attend we
Emailed as many MFL holders as possible and all Professional
Fishing Associations (PFA) presidents telling them we were going
to have the dates of the education days and that a formal invitation
would be mailed to every MFL holder.



The formal invitation/program brochure was mailed to every MFL
holder. It extended the invitation to fisher’s partners and crew
members.

This was followed up with an email to flag the pending RSVP date,
and asking people to respond.

After the RSVP date, we sent a 2nd letter to every MFL saying
either we were glad they had replied, and confirmed date, time and
venue; or alternatively acknowledged they had told us they
couldn’t attend, or had not replied, and gave them a 2nd chance to
attend and also provided them with the Department of Fisheries
number to book a smaller briefing with Department officials.

After the events we again wrote to all MFL holders and sent a DVD
of the Fremantle education day, so that at the end of the process
EVERY MFL holder had the opportunity to hear all speakers,
regardless of whether they had attended or not. The vessel
helpline sticker was also included in this mail-out.

3. High caliber speakers & independent MC: The level of respect the fishers
would have for the speakers and the independent MC was crucial to the
success of the event. The attendance of the Department’s CEO and
participation in the panel discussion gave the program additional authority.

4. Follow up services: A range of follow-up opportunities was available and well
publicized at the event, in a kit handed out at the end of the information days and
in a letter after the event.
Financial counseling - The Small Business Development
Corporation presented at the conference and designed a follow up
program for industry members. The first one hour consultation
was offered free of charge.
Fishing regulations in depth - the Department of Fishing offered
smaller Quota Briefing Sessions to go through the new regulations
in detail a phone number to make this booking was included on the
brochure, and Department attended both events to take bookings.
Fishers were asked to say if they had booked a session on their
evaluation forms.
A Going to Quota manual was mailed to every MFL holder prior to
the opening of the season by the Department of Fisheries.
A bumper sticker for vessels was produced promoting the Going to
Quota helpline number that fisherman could ring if they believed
they would not be able to comply with the rules once the season
commenced.

Results/Discussion

Attendance: The events attracted 335 license holders, skippers and crew.

Discussion: In the season preceding the introduction of the interim ITQ
management system approximately 340 vessels fished. A great deal of effort was




put into inviting MFL holders. It was felt that a colour brochure invitation and
program would give the event substance - not just another meeting, but a VERY
important meeting. Inviting MFL holders to bring their partners also helped to
provide additional incentive to attend. We also believe that making contact twice
by email, and twice by letter leading up to the events helped to make fishers who
often ignore industry meetings to take notice and make a commitment to attend.
The momentum continued to go grow and we had at least 30 people in
Fremantle, and more than 50 people “roll up” on the day (did not RSVP), and
there was almost no “no shows” from people who had replied.

General reaction to the Program:

Fishers attending | 175 160 335
Evaluation forms | 45 57 102
returned

Yes to have 20 48 68
booked DoF

briefing

No to booking 25 9 34
Average rating of | 7.6 7.3

the event

Discussion: The content, duration, and differing perspectives provided by the
speakers clicked and resonated with the attendees- this was evident from not
only the comments on the evaluation forms but also from the fact that attendees
all stayed for the duration of the events.

The overwhelming concern prior to the event in both Fremantle and Geraldton,
as stated on the evaluation forms, was lack of information on how the new
system would operate.

After the two events the concerns were mainly over compliance issues, in
particular: “who would bear the cost for the weight difference of the lobster as
the result of water loss in transit from boat to depot?” and “the timing of the
season.”

There was also a thread of residual anger over the move to quota, however at
both venues this was more evident at the beginning of each session, and seemed
to abate as the sessions progressed, especially after the speakers who had gone
through the quota experience related their stories.



Richard Stevens, Deputy Chair of the Australian Fisheries Management
Authority, as MC was vigilant in ensuring that audience did get the chance to ask
all their questions, engage in discussion with the speakers and to some extent
allowed them to express anger, so that there was not a feeling that they were
being gagged. Mr. Stevens between promoting freedom of expression and not
allowing a free for all and a “Ground Hog Day” over the pros and cons of quota,
managed to achieve a good balance.

The general feeling at the end of the sessions was a coming to terms with the
reality of quota and focusing on how they were going to fish to it. The decision
was made to leave the DVD unedited so that there could be no accusations of
editing out any difficult questions.

There is no doubt that the esteem in which the audience held the speakers was
crucial to the communication. The audience was prepared to give everyone a
hearing, because they respected the guest speakers giving up their time to share
their knowledge, there was no accusations of “wise men from the East coming to
tell us what to do”.

Valuable information obtained from face to face contact:

How the regime would operate at remote landing locations was a practical issue
that was canvassed at the events, with detailed maps as reference points, in the
breaks and at lunch time, with fishers and the Executive Officer of the WRLC.
Additional information was gathered on the evaluation forms concerning when
fishers would start the season and from what port. This helped DoF with their
planning.

Benefits and adoption

There is no question that going to quota was a major transition for Western
Australian lobster fishers. Providing practical information, and a broad picture
of benefits and honest appraisal of the problems, helped to calm the waters for
most fishers, and helped them focus on the challenge ahead as opposed to trying
to stop something that could not be stopped - the move to interim quota at the
opening of the season on November 15, 2010.

Further Development: N/A

Planned Outcomes:

The industry has successfully moved to interim Quota without any major
disruption to fishing operations.

The Fremantle meeting was recorded, and the DVD distributed unedited to every
MFL holder and processor.

The Quota briefing manual was printed and mailed to every MFL holder and
processor by the Department of Fisheries.
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Appendix 5-Communication Materials

Communications materials including:

* Notice to Western Rocklobster Professional Fishermens Associations
Presidents

* Reminder to Rock Lobster Fishers and Processors
e Sample Letters
* Handout Materials

26
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boat can be used at any time. The CDR
book and tags relating to the licence
attached to the unoperational boat must
be onboard the replacement boat. These
must be used in relation to the catch
pertaining to the licence attached to the
unoperational boat.

Do southern rock lobhsters come off
my catch limit?

Yes. Southern rock lobsters taken in the
fishery are subject to the same tagging,
weighing, recording, and consignment
rules as western rock lobsters.

What is a secure container?

A secure container is one sealed by two
landing tags issued by the Depdrtment
from which lobsters can’t be removed or
to which lobsters can'’t be added without
breaking one or both tags. Examples will
be displayed at the fisher awareness
sessions.

What if a tag on a container gets
broken before | consign my catch?

You must immediately replace the tag on
the container, retain the broken one and
phone the Helpline to report the broken
tag’s number.

What if | make an error on a CDR?

You can correct the error provided the
CDR remains legible. If the CDR is
illegible, you must write ‘cancelled’ across
the incorrect CDR, fill out a new CDR and
send both originals (white copies) to the
Department. If you realise you have
made an error after lobsters have been
consigned or after you have sent the
form, you must immediately advise the
helpline.

What if | weigh my catch and realise
I’m just over my catch limit?

There is a defence to prosecution if the
overrun is not more than 10 kg, you notify
the Department of the overrun before the

lobsters leave the landing area and you
pay the value of the lobsters to the
Fisheries Research and Development
Account.

Who can | sell lobsters to?

You can only sell (consign) lobsters to
registered rock lobster receivers.

Who can become a registered rock
lobster receiver? '

All rock lobster processors will
automatically be registered receivers.
Restaurants or others wishing to
purchase lobsters directly from operators
in the fishery will be able to apply to the
Department to become registered
receivers (application forms will be
available in November).

Can a CFL holder become a registered
receiver?

No.

If you can’t find the answer to your .
question on this sheet:

Attend a Fisher Awareness session;
Contact your local Department of
Fisheries District Office; or

e Call a Management Officer on 9482
7333.

For licensing matters contact the
Licensing Section.

If you believe you will not be able to
comply with the rules due to unusual
circumstances, phone the Helpline:
1300 574 071







