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Supporting community management 
of natural resources 

Customary ownership, national laws, empowering communities 
and other challenges 

Ged Acton, Wildlife Conservation Society Fiji 
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Wildlife Conservation Society (WCS) 

• Communication 

• Management Support 

• Research 

Recognition and Support of ICCAs in Fiji 
H. Govern, S. Jupiter & J. Comley, Oct 2012 

Presenter
Presentation Notes
Not to be confused with the Panda!

10 peer reviewed journal articles published in 2011, including this one (major reference for presentation and copies available at the end)

In 2011 communications included EBM Guide, Ecotales from Kubulau and Regional Conservation Science forum (200+ delegates)

Explain my role within Management Support (in relation to others)
Outline that this has generally been at tikina level – moving outwards from Kubulau
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Ecosystem-Based Management 

• Requires broad stakeholder input 

• Inland and coastal communities work together 

• Healthy ecosystems as defence against climate change 

• Bottom-up and top-down planning 

• Public health/livelihoods depend on environment 

• Ridge to Reef 

Presenter
Presentation Notes
 Ridge to reef management protects habitats for all stages of life
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Adaptive Management 

A process where management decisions can be 
changed or adjusted based on additional biological, 

physical or socio-economic information 

Acknowledging the need to act now rather than wait for perfect information 

Incorporates new threats, opportunities and objectives 

Flexible to changing social, economic and environmental connect in context 
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Conservation in Fiji 

i-Taukei focus  

Pre 1990s Protecting hunted species 
Conserving rivers and streams 
Managing growth of timber industry 
Regulating agricultural practices 
Providing for population growth 

1 local Environmental 
NGO 

Early 1990s Biodiversity conservation 
Managing logging 
Establishing protected areas 

1 BINGO 
(2nd opened in 1998) 
+ 1 local NGO 

2000 - Project based work with communities 
Locally Managed Marine Areas 
(FLLMA network) 

12 BINGOs 
+ several local NGOs 

Presenter
Presentation Notes
i-Taukei 87.9% land, customary tenure, relationship between communities and the land (vanua), community decision making.
‘Duty of Care’ 

However, there are examples resources being exploited unsustainably by their ‘stewards’ – no. of reasons including loss of traditional knowledge, faster methods of exploitation = damage caused more quickly, cash incentives, absentee landlords.
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Indigenous and Community Conserved Areas 

Locally Managed Marine Areas (LMMAs) 
 

“Inshore waters governed by local residents and 
involving a collective understanding of, and commitment to, 

management interventions in response to threats to marine resources” 

Marine Protected Areas (tabu) not gazetted 

• 150 LMMAs 
• 50% i qoliqoli 
• 10% territorial waters 
• 400 communities 
• FLLMA network 

Presenter
Presentation Notes
Figs at 2011 – FLLMA seen as big success…. Sharing experiences, learning, resources…. 

Rapid expansion of LMMAs in Fiji (and elsewhere in Pacific) proceeded without a basis in government policy or legislation – which are now being informed by experience/successes in the field




Community-Based Management Context 

Customary management in Fiji/Oceania: 

• Decisions about resource use and 
access made through traditional 
hierarchies 

• Even though current fisheries 
legislation recognizes open access 
for subsistence use, local 
management works when respect 
for chiefly authority strong (Clarke & 
Jupiter 2010)  

• Because most areas not legally 
gazetted, flexibility to adapt 
management to changing 
environmental and social conditions 

Photos © Keith Ellenbogen 

Presenter
Presentation Notes
LMMAs in Fiji are managed from the bottom-up through customary governance systems, whereby decisions about resource use and access are made through traditional hierarchies.

Even though the current Fiji Fisheries Act provides for open access of marine access for subsistence use, customary management systems are able to still regulate fishing access where the respect for chiefly authority is strong.

And in fact, having no legally binding recognition can have benefits, as communities are able to quickly change management rules and boundaries in response to changing environmental and social conditions.




Kubulau 

Photo © Lill Haugen 

Presenter
Presentation Notes
I’d like to start by taking you though a case study of Kubulau, where WCS has been working for longest and seen as a trailblazing tikina for community-led conservation in Fiji.




Kubulau 

Photo © Lill Haugen 



Kubulau 

Photo © Lill Haugen 



Kubulau 

Photo © Lill Haugen 

Presenter
Presentation Notes
Talk through map – Namena Reserve (large offshore MPA) great diving reef, uninhabited island with a resort, mostly intact ecosystems….



Kubulau’s Namena Marine Reserve 

Factors influencing MPA success: 

Photo © Lill Haugen 

Large size (> 60 km2) 

Long duration of protection 

Distance from fishing villages 

Steep reef walls with high 
currents adjacent to deep waters 
= high productivity 

Vigilant resort owners with staff 
trained as fish wardens 

Presenter
Presentation Notes
In the case of Namena, the factors influencing the MPA’s success can generally be attributed to:

It’s large size. At larger than 60 square kilometers, it is Fiji’s largest MPA
 Additionally, although the network was formally established in 2005, Namena had been informally protected at least since the mid-1990s, allowing a long period of time for reef fish recovery
 Thirdly, it is located greater than 25 km from the nearest village, which requires a substantial investment in fuel just to reach the MPA
 Additionally, the geomorphology of the reefs support naturally high productivity, with strong currents along steep walls
 Lastly, enforcement is strong. There is a resort located on the island in the middle of the reserve and its staff, who have been trained as fish wardens, are vigilant and chase away would-be poachers.



Breakdown of Protection in 2010 

What happened: 

Clan felt not adequately 
compensated for loss of 
traditional fishing ground  

Also unhappy about annual 
payments for conservation lease 
for island 

Photo © Wayne Moy 

Clan members camped on island 
and fished for sale for several 
months 

Presenter
Presentation Notes
Yet despite this, there was a breakdown in protection in 2010.

One of the clans with traditional fishing rights in the area felt that they were not adequately being compensated for loss of their fishing ground

They were also unhappy about annual payments for the conservation lease for the island, which had not been adjusted for inflation since 1983

Thus, the clan members camped on the island and fished on a commercial scale for several months



Impacts of Fishing and Traditional Resolution 

Photo © Stacy Jupiter 

Outcome: Conflict resolution through strong traditional hierarchies; compensation 
payment reinstated; fish communities rapidly recovered 

• Major change in 2010 due to 
substantial harvest for sale 
• Before (2009) and After (2011) 
communities not significantly 
different from one another. 
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Presenter
Presentation Notes
And these are the results:

We can see a major loss of fish biomass inside Namena in 2010, and in fact a major change in community structure as the fishers removed nearly all target and upper trophic level species.

In this case, once the chiefs became aware of the magnitude of the situation, they took quick and decisive action. Through traditional processes and meetings between village leaders, they resolved their differences internally such that no one lost face and compensation payments were reinstated to the clan.

As an outcome, the fishing ban has been well-respected and, as of 2011, the fish populations recovered such that they were not significantly different from 2009



Case Study II: Kia Island’s Cakaulevu Tabu 

Photo © Lill Haugen 

Presenter
Presentation Notes
Moving on to Case Study #2 at Kia Island’s Cakaulevu Tabu . . . 



Case Study II: Kia Island’s Cakaulevu Tabu 

Initial surveys in 2008 

Presenter
Presentation Notes
Kia island is on the other side of Vanua Levu from Kubulau on the Great Sea Reef. Cakaulevu tabu is part of a marine protected area network established in 2006, In 2008, WCS conducted initial monitoring surveys on the outer barrier forereef. 



Case Study II: Kia Island’s Cakaulevu Tabu 

Factors influencing MPA success: 

Large size (> 15.5 km2) 

Photo © Lill Haugen 

Distance from markets 

Steep reef walls, high currents + 
deep waters = high productivity 

Low nearby population density 
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Presenter
Presentation Notes
It was within the Cakaulevu Tabu that we recorded the highest fish biomass records that we’ve seen in Fiji, with mean values over 6 Tonnes per hectare. The factors contributing to such high biomass levels include: the large size of the protected area; it’s great distance (~40 km) to the nearest market; low nearby population density on Kia Island (with only 3 villages); and, similar to Namena, steep walls with high currents, supporting high productivity.



MPA Opened and Intensively Fished in 2008 

What happened: 

Fundraiser for school, church and 
provincial fees 

Photo © Stacy Jupiter 

No clear mechanism to shut 
down harvest after target 
financial goal reached (on day 1) 
 
 

Established links with middle-
men from seafood export 
companies  

Fishing continued 24 h per day, 6 
days per week, 5 weeks 
 
 

Presenter
Presentation Notes
Now the reason why we surveyed so few sites was that 3 days after we arrived, the communities told us that they were opening the tabu area for a fundraiser, with the aim to raise approximately $6000 US dollars for school, church and provincial fees. In order to facilitate the sale of reef products, they established links from middlemen from 2 seafood export companies. Even though we estimated that they reached their target goal after the first day of fishing, there was no clear mechanism to shut down the harvest, and effectively, people got greedy. The fishing continued 24 hours a day, 6 days per week for 5 weeks. After four weeks, I had us return to Kia to survey the impact, and we followed up with surveys 1 year later to gauge recovery.



Impacts of 5 Week Harvest 

Photo © Stacy Jupiter 

Outcome: Loss of large-bodied, primary target species (e.g. Naso unicornis, Caranx 
melampygus); increase in roving grazers (e.g. Ctenochaetus striatus, Chlorurus sordidus); 
although tabu re-instated, likely high non-compliance due to easy market access  

Jupiter et al. (2012) 

83.1% variance explained by first 8 PCOs 
94.4% observations correctly classified 

Presenter
Presentation Notes
Like the opening of Namena, the opening of Kia saw the loss of large-bodied, primary targets species and an increase in roving grazers with lower trophic levels. In the plot on the left, you can see that there was a major loss of fish biomass in the north and south regions of the tabu during the harvest and an increase in the control area, which we think is due to fish bailing out and fleeing the scene.

However, unlike Namena, although the fishing ban in the Kia tabu was re-instated, our follow up surveys showed no recovery and even a greater loss of fish biomass from the tabu. A CAP analysis on the right of species presence-absence data shows that nearly all of the primary target species (with the black vectors) are associated with pre- or during harvest sites, as most were removed from all areas by 1 year later. 

This suggests that once the communities had established links with the middlemen, who by this time had moved onto the island, the financial incentive of guaranteed sales eroded their respect for traditional authority.



Summary of Factors Contributing to Outcomes 

Success 

• Remote: Far from urban centers and 
markets 

• Productive: steep walls and fast currents 

• Large size: area greater than home 
ranges of moderately mobile reef fish 

• Chiefly respect: willingness to obey 
customary rules and/or negotiate through 
traditional protocol 

Failure 

• Encroaching markets: 
commercialization of resources 

• Ineffectual management plan: lack of 
defined process and authority to shut 
down harvest once targets reached 

• Lack of awareness: Poor 
understanding of impact of frequent or 
intense harvests and fish biology 

For more information: 
www.wcsfiji.org           sjupiter@wcs.org  

Presenter
Presentation Notes
In summary, based on our learning from the three sites in Fiji, we can conclude that the main factors that influence the very high values of fish biomass initially recorded at sites in Fiji have to do with their:

Large distance from urban centres and markets
 The natural geomorphology which promotes high productivity
 The large size of the protected areas
 And the strong respect of chiefly authority, as manifest in the willingness to obey customary rules and/or, in the case of the management conflict in Kubulau, be able to swiftly negotiate a resolution through traditional protocol.

In the meantime, other factors can contribute to management failure. These include:

Encroaching markets, particularly through globalization of fisheries resources. When coupled with light fines for breaking rules and ineffectual customary punishments, there is little incentive to obey fishing bans.
 Secondly, although periodic harvests of customary fishing closures is the norm across most of Melanesia, as we saw in Kia, unless there is a strong plan in place and someone vested with the authority to shut down a harvest once the target has been reach, fishing intensity can rapidly get out of control.
 Some of this overfishing is also due to the fact that although fishers have considerable local knowledge of fish behaviour in terms of when is the best time and place to catch them, they generally have little understanding of recovery times. With frequent harvests, this can quickly lead to population depletions, especially of large-bodied, slow maturing species.



http://www.wcsfiji.org/�
mailto:sjupiter@wcs.org�
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What Next?: Guidelines for Sustainable Harvests 

BACI surveys of 5 week intensive harvest of Kia tabu showed 
severe losses of fish biomass and no recovery by 1 year later 

CONCEPT: Conduct surveys of harvests over different 
durations, frequencies and intensities to provide sound 
scientific guidelines on periodic openings 
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Terrestrial and Freshwater ICCAs 

Relatively neglected 
LLMA-type community approaches have not emerged 

Rivers 
• Temporary bans on harvesting certain species 
• Freshwater protected areas now emerging in tikina and Provincial plans 
• Ban on riparian cutting  (Jenkins and Jupiter, 2011) 

Forests 
• Bouma National Heritage Park 
• Waisali Forest Reserve 
• Drawa Block 
• Natewa Tunuloa Peninsula 
• Kilaka  Forest Park 
• Sovi Basin (illustrative) 
 

Presenter
Presentation Notes
Rivers – e.g. Mud crabs, fwater mussells, prawns
In Macuata-i-Wai a ban on riparian cutting and harvesting from rivers led to big gains in species diversity, although these were lost when ban lifted …

Forests: No real legal designations that commonly used or easily attainable, but conservation generally relies on a working agreement between Mataqalis, TLTB and Gov’t based on conservation/ecotourism value.
Beginning to see inland ICCAs linked to LMMAs within a Watershed Management or Reef to Ridge approach.

Sovi Basin is largest proposed protected area in Fiji (13 mataqali) – jeopardised by mining interests in neighbouring basin.
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Challenges 

• Political and legal threats 
 

• Institutional weaknesses 
 

• External and environmental threats 

Presenter
Presentation Notes
2006 coup was partially triggered by govt’s support for Indigenous Claims Tribunal Bill and Qoliqoli Bill, which would have strengthened indigenous rights over land and inshore fisheries.
Constitutional reform process may change the (admittedly vague) status of ownership.
Political instability undoubtedly undermines effective indigenous and co-management.

Lack of structured policing or legal procedures to deal with infringers.
Fish wardens are poorly resourced – lack of boats. They have constitution beyond low tide mark, but aren’t able to enforce on land (and required coordination with police has proved impossible). Some Wardens also Poachers?
No equivalent of Fish Wardens for inland areas (although community forest wardens is an interesting model – N.Trust)

Increase in economic and env pressures, demand for cash (note vast increase in % fish caught for sale vs. local consumption), clearing mangroves, constructing roads, hotels, mining……. Talk through Bauxite Map



• Purpose 

• For what developments is EIA required? 

• EIA Process 

• Opportunities to engage 

• Environmental bond 
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Environmental Impact Assessment 

….and Social Impact Assessment? 

Presenter
Presentation Notes
Lack of engagement at the start of the process (ie. Prospecting) leads to suspicious communities.
No consideration of Social Impact Assessment (or established good practice in this overseas)
ELA Factsheets in Fijian
Lack of enforcement (of the EIA process and of the terms of EIA during/after development)
Lack of community confidence in the system means they become sceptical and/or pragmatic/opportunistic .
As a result the discourse can quickly turn to ensuring adequate financial recourse to resource owners.



Making and investing money without doing harm 

25 

Income generation 

Need to monitise the benefits of conservation 
Transparency essential for sustainability 
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Income generation in Kubulau 

• Stakeholders engaged in partnership to support conservation effort  

 (dive operators engaged as well as communities, agencies, NGOs) 

 

• Dive tag scheme developed and supported by all 
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Code of Conduct 
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Effective management 

Presenter
Presentation Notes
Identify, Map and Address Threats: current and future, inland and coastal.
E.g. Mooring buoys were installed so site became anchor free zone.
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Benefit sharing 

•Kubulau Scholarship Fund (27 students 
sponsored in 2010) 

•Management Fund 

•Community Development Projects 
(provincial levy, church contributions, 
School support) 
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Kubulau governance structure 

Kubulau Resource Management Committee (KRMC) 

•Local leadership, awareness, enforcement, implementation 

•Reporting to Bose Vanua 

•1 rep per village 

•Capacity building 

•Managing funds 

Kubulau Business Development Committee (KBDC) 

• Suva based 

• Establish new activities 

• Identify improvements to revenue generating activity 

• Improve & sustain revenue from Namena MPA 

• Business planning and strategy support 

• Work and liaise with NGOs operating in Kubulau 

Presenter
Presentation Notes
KBDC has sub-groups for Resource Management, Science, Community Development and Finance, Education, Communication.
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Alternative livelihoods 

Kuta mat weaving 
Virgin Coconut Oil 

Sponge farming 
Honey/others 

Cooperative structure 
Transparency and benefit sharing 

Links to markets 
 

Presenter
Presentation Notes
Go through Kuta and VCO issues

Anyone with expertise in cooperative structures? Identify key success factors?
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Climate Change, Health and Ecosystems 

Flooding in Fiji 

• Over 70% of Fiji’s native forests are cleared 

• Areas with the most clearing experiencing 
increasingly severe and frequent floods 

• Jan 2009 flood resulted in USD$150M 
damage; 8500 homeless 

• Outbreaks of waterborne disease peaking 2 
months following event 

• Damage to freshwater, coastal and marine 
systems unknown, but likely severe impacts 
to resources on which Fijians heavily 
depend 

NEED FOR NEW TOOLS: 
Climate change imagery 
Polar bears and greenhouses don’t make 
sense for the Pacific—we need locally 
relevant flagship species and analogies  

Fijian glossary of translated terms: To be circulated through FLMMA network 

Brochures on best practices for reef resilience: Highlighted with Fiji-relevant imagery 
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Targets for Protection: 

30%:  

- Fringing Reefs 
- Non-fringing Reefs 
- Mangroves 
- Intertidal Mudflats 

Planning for Management At Larger Scales 

FLLMA is contributing 
well, but under 
‘business as usual’, it 
will not achieve the 
30% target by 2020 
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Provincial scale planning 

Provincial administrators from across Fiji identified 
priority areas for protection and management to “fill 
the gaps” (Jupiter et al. 2010) 
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Bua Province 

Presenter
Presentation Notes
WCS’ focus in 2013-14
Role of Provincial Office
Challenges of new tikina – getting to know you, achieving real buy-in, moving more quickly, replicating or innovating?
Goal = tikina coverage and ICM plan linked into !
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Communities and stakeholders 

36 

•Different agendas and perspectives 

•Voluntary partnerships 

•Decision making and action processes 
 

Presenter
Presentation Notes
Communities are not just ‘another stakeholder’. Need to build their capacity for leadership of process and help them involve other stakeholders appropriately.

Explain diag: High level of complexity – all working in our little areas. How do we transcend that?
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Governance structure 

High Chief 

Bose Vanua Bose ni Tikina 

RMC 
Provincial Council Consultants/ 

NGOs/ 
stakeholders 

Bose Vakoro 

Lewe ni Koro 

Enforcement 
sub-group 

Awareness 
sub-group 

Presenter
Presentation Notes
This is the standard model that communities tend to come up with. However, I think this sort of hierarchical structure presents some challenges:
Communities not empowered
Too many perspectives and agendas for a consensus-based approach to work
Gets harder as the scale gets bigger
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Networks 

Vance-Borland and Holley 
2010 (Coastal Oregon) 

Presenter
Presentation Notes
Explain this study and map briefly.
421 named people, 229 different orgs, 344 actors with 610 ties between them. Question was who are the key people you collaborate with  on NRM. Size = bridging score (how much they connect other actors who are not otherwise connected). Businesses are isolated. NGOs are best connectors.

Big pic 2. If we look at these people by their principle ecosystem of concern, we see Freshwater collaboration far higher than terrestrial. Estuary people are isolated (with no bridgers). Only one significant bridger with a ‘multiple’ remit.
Average of 2 ties per actor (only 6% of ties were reciprocal – named by both parties). The largest no. of steps between any 2 nodes is 8.

This is just a flavour of a few of the things you can look at once you have data. There is a lot more, including:
No. ties, Strength of ties, key players, strength of the core, connectivity, cohesion, diversity…. (we’ll get into this at a later date)

By looking at the whole picture of a network - its a bit like the first person from Lami to climb Mt Korobaba…. or like an aerial photo, or perhaps an X-ray.
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Learning Networks 

Presenter
Presentation Notes
We can’t tackle these problems by pouring knowledge into people.
We can only make ‘big change’ by mentoring people, encouraging them to work together, share experiences, learn together…& keep moving towards the goals!
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Network Leadership 

 
1. Help others become leaders 

 
2. Bring in new voices 

 
3. Connect across divides 

 
4. Help people experiment 

 
5. Learn from others 
 (locally & across the world) 

 
 

Presenter
Presentation Notes
So how do we encourage and support these ways of working?   Through Network Leadership.
This is not a traditional model of leadership, where someone at the top tells everyone else what needs to be done and exerts control to ensure tasks are completed.
Its about creating and supporting leaders at all levels, modeling and mentoring, facilitating and supporting ‘self-organising’ activities.
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What Next?: Expand Management Across Vatu-i-Ra Seascape 

CONCEPT: Integrate top-down 
and bottom up planning 
 
Build on Vatu-i-Ra Stakeholders 
workshop to help provinces 
build ICM plans. 
 
Develop climate-ready EBM 
plans at district level 

Community Request for 
Assistance 

Proposals in to support 
ongoing terrestrial and 
cetacean work 

Opportunity for offshore 
no-take MPA 

Presenter
Presentation Notes
Effective networks will be even more important as we upscale to Seascape
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Planning for Management At Larger Scales: National 

• Conservation of Fiji’s remaining forests could 
improve the health of coral reefs by 8-58%, 
depending on model parameters 

• The most cost-effective forest is in 
watersheds that are heavily forested and 
influence a large area of coral reefs, thus 
contributing most to increasing coral reef 
health 

• Coral reefs 
influenced by heavily 
cleared watersheds 
are a low priority for 
implementing 
protected areas 
regardless of fishing 
pressure (Klein et al. 
in review) 

Presenter
Presentation Notes
And National level.
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Partnerships 

Current: 

Fiji 

Future?: 

Fiji 

Vinaka vakalevu 
 
 
 
 
 
 

www.wcsfiji.org 
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