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These guidelines have arisen from a perceived need to synthesise, in an
accessible manner, the wealth of experience gained about community
fisheries and their management in Southern Lao PDR since 1995 in general,
and 1999 in particular.

This experience, the result of close collaboration between MRAG Ltd
(London, UK) and the RDC (Savannakhet, Lao PDR) could not have been
gained without the help and participation of a vast number of people. In
particular, we thank the Department of Livestock and Fisheries, (DLF), in
Savannakhet for making their staff available whenever possible, and the
district staff of 8 districts in Savannakhet and 4 districts in Khammouane who
worked with energy and enthusiasm throughout. Very little would have
peen achieved without the interest and effort of the 38 villages who are
managing community fisheries and who shared their knowledge and
experiences with us. We are extremely grateful to them.

These guidelines are an output from the Adaptive Learning project (R7335)
funded by the UK Department for International Development (DfID) as part
of their Fisheries Management Science Programme (FMSP). The views
expressed here are not necessarily those of DfiD.
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‘Community fisheries’ -
the name that has
been given to a
particular rural
developmentinitiative;
Systems of
management where
small waterbodies are
managed by the local
community,
collectively, to obtain
penefits for the village
as a whole.

Financial benefits

During the last decade,
these benefits have
been increasingly in
the form of cash
income, raised from
fish and used for
development such as;

improving the
village school or
health centre,

building local access
roads,

improving the
village temple,

contributing
towards costs of
bringing electricity
to the village.

Where they exist, these
community fisheries
are often one of the
principal, if not only,
ways that villages can
generate communal
income to help
themselves.

Other material
benefits

Besides much needed
cash income,

fish for households
assisting in
community work,

fish for village
festivals or to feed
guests visiting the
village,

fish for poorer
households at times
of household
emergency (e.g.
funerals).

community fisheries
can also be managed
to produce other
material benefits
including;

cheaper or free fish
for local household
consumption,

Selling tickets on fishing day, Yomolad 2001

Non-material
benefits

Butitis not only for
their material benefits
that community
fisheries are valuable.

Other benefits can
include;

e

increasing village
managerial
capacity, a sense
of ownership and
awareness of the
importance of
aquatic resource
management,

increasing village
harmony and
solidarity,

through the
entertaining of
guests, fulfilling a
traditional social
function of
strengthening links
between villages.

Finally, many of these
initiatives involve the
stocking of fish, often a
new technology in the
village.

Community fisheries
are therefore a means
of extending a new
aguaculture
technology to a large
sector within a
community at little
personal risk or cost to
individual households.

Entertaining guests in Outhomp

i

hone, 2002

/ﬂWhHst all these benefits have been seen,
they rarely all occur in one place. Chances
of sustainability are enhanced by villages deciding

which benefits they want for themselves
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General characteristics of community fisheries

® How large are the waterbodies?

® \\/ho owns the waterbodies?

® \Who manages the waterbod)
® Who fishes the waterbody?

® Can the waterbody be used for
anything other than fish?

® How often are they harvested?

® [s management the same
everywhere?

What they are

The diagram on this
page details;

* the characteristics
that all community
fisheries share (top

® Are there benefits aside from income?,

® Does it take much time for the village to organise?

circle)
® \W/ho does the fishing?
* the characteristics ¢ Howlong s L ished for?
that differentiate © fowenes
the most Common,y ® \Where does the income come from?
fOUﬂd @ \l{/hat is quantity of income made dependant on?
maﬂagemeﬂt ® \When do they get the income?

categories (3
smaller circles)

In fact, given that local  an infinite number of
villages determine small management

management for variations based on
themselves, there are

local experience of
what works best.
However, they

Group fishing

A O S

generally fit into the 3 of fish for food security, / uccessful

broad management neither are they always community
categories discussed managed to maximise fisheries cannot be
here and throughout fish yields. If these are established overnight.
the guidelines. objectives of yours itis — Establishimentis an
important to determine  Incremental process
What they are not whether the villages that needs to build
While community share them BEFORE upon what the
fisheries are managed starting. community want, what

they know and, often,

to bring benefits to the
what they already do.

Renting Fishing day

community, they are
not necessarily
managed as a source




/{“ﬂCosts here refer

to cases where
waterbodies already
exist. Whether it
would be worth
investing in the
creation of a new
waterbody
specifically for this
purpose is doubtful,
particularly if one
wished to recover
costs. Community
fisheries work
because they are low
input and relatively
low output systems.
Man-made
waterbodies are
suitable but usually if
they have already
been built or are
being built for
additional purposes.
e *
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What
information do |
need?

Before starting it is
necessary to have, or
to develop, the
following;

agood
understanding of
the needs and
wants of the villages
that you work with,

an understanding
of the types of
waterbodies in your
Jurisdiction and
what they are used
for,

An understanding
of any waterbody

-

Boy washing buffalo in a community fishery

management
already being
carried out in your
area or any other
local experience
with ‘aquaculture’,

communication
with organisations
who already have
experience with
community
fisheries,

where applicable,
knowledge of
local fingerling
suppliers and
pasic technical
understanding of
stocking and
nursing.

All of these are
relatively easy to
obtain.

Knowledge of
local conditions

A lot of information
probably already
exists. For waterbody
information check
Provincial or District
Agricultural
Departments. Even if
not written down,

extension staff are
likely to have a lot
of local time and
place knowledge
and their local
knowledge should
be used. After that,
visits to villages will
be necessary. PRA
techniques are a
useful means of
learning about
village priorities,
resources and
capabilities. Specific
information needed
to enable selection
of villages is
discussed on
subsequent pages.

Organisations with
experience of
community fisheries

Whilst guidelines
are a help, nothing
will beat talking to
those with hands-
on experience.
Again, check with
the local
Agriculture or
Planning
Departments. They
are likely to know of
any initiatives being

L e

carried out by
themselves or
NGO's. In Southern
Lao PDR, experience
with community
fisheries exists in at
least Savannakhet,
Khammouane and
Champassak
Provinces.

Training needs

These are minimal.
Information about
stocking and
nursing can be

Training farmers to build hapas
with RDC, Savannakhet

obtained from the
local Livestock &
Fisheries Department
or from literature
(some suggestions
on p.26] RDC also
conduct training
courses and if
interested, contact
them.
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Underlying guiding
principles

From research over the
past seven years, it is
known that villages,

can and do
manage local
waterbodies to
produce benefits,
that are seen to be
useful by all the
villagers.

have extensive time
and place
knowledge of their
resources, their
needs and their
capabilities.

appreciate, and
benefit from,
sharing experiences
with other villages.

are more likely to be
successful in
management if they
have interest and
commitment prior
to stocking.

Any promotional
strategy must play to
these strengths, whilst
at the same time

making up for
constraints such as
lack of technical
understanding, or
limited opportunities
to learn from other
villages. Experience
has taught us that
pest results occur
when outside

organisations and
villages work in
PARTNERSHIP,
sharing

responsibilities and
learning together.

The role of the
outside organisation
is partly to provide
technical advice, and
possibly financial
resources (but see
orange box) to help
the village manage
for itself. However,
the most important

function is to
facilitate
communication
between villages -
SO that those
villages new to
community fisheries
can see or hear for
themselves, and
those already
practising can learn
from each other
and build from
what is already
known.

Ways to
facilitate
learning from
each other

Study tours

Taking
inexperienced
villages to villages
with community
fishery
management
experience enables
them to see things
for themselves; the
waterbody, how
management works
and the benefits it
brings. This is
particularly

beneficial for villages
new to the idea and
will encourage
interest and
commitment.

Village workshops

Workshops, bringing
villages together
from different
districts or even
Provinces, provide

good opportunities
for sharing
experiences,
discussion, reflection
and evaluation.

For more information
about facilitating
learning, see the
adaptive learning
guidelines in the same
series.



Timing
Community fisheries
can fit well with the

demands of wet
season rice

cultivation, peaking
when agricultural
labour demands are
low, and vice-versa.
The diagram,
showing peak times
for annual activities,
highlights this.

e G e

Some of the
community fishery
activities are fixed,
timewise. Stocking is
constrained by
factors such as seed

availability and the
need to maximise

the growing season
SO is commonly
carried out in July
(unless the
waterbody is prone

to flooding in which
case stocking should
not occur until
October). Nursing, if
occurring, directly
follows stocking, and
SO any nursing
training has to be
arranged before the
waterbodies are
stocked. Time and
duration of harvest-
ing will depend on
the harvesting
method chosen
(discussed in
subsequent pages). It
can range from 1 day

up to 6 months but
will almost always
occur between the
months of December
and May.

harvesting fish

The timing of other
activities is more
flexible. The first
step - collect
information and
choosing
communities and
waterbodies -
inevitably comes
first. We
recommend that
research on this
starts well before
intentions of
stocking (Up to six
months before).
Later sections of
this booklet explain
more on this

planting and harvesting wet season rice

stocking and nursing (where applicable)

selection process.
The other two
activities involve
discussing plans with
villages, both before

management
begins (where
strategies can be
discussed) and after
harvesting (where
success and failures
can be highlighted).
Again this is likely to
occurin the
December to June
period.

How many
villages?

AS many
appropriate sites as

you can

accommodatel The
more villages you
involve, the greater
the opportunity to
share experiences
and learn from each
other.

other activities concerning community fisheries
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Over the next few
pages we will be
discussing, in turn,
how to select
villages,
waterbodies,
stocking strategies
and, finally,
management
options. There are
some instances
when a community
fishery is not
appropriate or has
little chance of
success and how to
avoid selecting these
is the subject of
these two pages.

Village criteria

Commitment. As
discussed on p.10,
there needs to be a
commitment to
manage before
stocking. Perhaps
the village has
already expressed
interestin a
community fishery
or there is evidence
that the village is
actively trying to
improve and
develop.

Strong leadership.
Linked to the last
point, the village
leadership should
be active and
‘strong’. Evidence
for this could be
other activities
already organised in
the village, or the
purpose and
frequency of village
meetings.

Jurisdiction to
manage. The village
must have at least
de facto ownership
of the waterbody
and be in a position
to make decisions
about the
management of it.

Village agreement.
Most importantly
there must be
broad agreement
within the village
for establishing a
community fishery.
This will ease
monitoring and
enforcement of
regulations but also,
given the
importance of

14

waterbodies to rural
housenholds (see
p15), is vital for
equity
considerations.

It is not necessary for
a village to have
prior experience of
aguaculture to
successfully manage
a community fishery.
If it does exist
however, it can be a
useful foundation to
build upon.

Waterbody
criteria

Not the only, or
most highly rated,
fishing spot. Given
the importance of
subsistence fisheries,
the waterbody
should not be the
only fisheries
resource for the
community, or the
mMost iImportant
source of fish for
housenholds (see

p.15).
Between 1 and 40

hectares. Although
other sizes may be

considered, larger
waterbodies are
difficult to monitor
and in smaller
waterbodies, the
returns can be
insufficient to make
it worthwhile.

Close to village. The
further away the
waterbody the
more difficult it will
be to monitor or
enforce regulations.
Most community
fisheries are in, or
adjacent to, villages.

Other
considerations
include; few aquatic
plants such as lotus
or emergent trees
which make
harvesting difficult,
understanding of
flooding/drying
regime. Flooding
and drying will both
reduce the growing
season and
therefore the choice
of species to stock -
see page 16.
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This will depend upon certain characteristics; Income, except
perhaps from

' the waterbody and the fish species, renting

the management objectives.

The flow chart
can be used to
help you make a
decision.

Work through
the questions
starting at the
top with “what

ShOUld we have to be ransported long
stock?” The ad- e

vice written here

is based on what T

has been
learned from
stocking carps
(Chinese and

INndian ) and Total kg is not alays the priority. In
. . SOme cases, communiies mely prefer|
tl la pla N larger fish so fish that grow fast

Southern Lao
(see Garaway &
Arthur (in prep).
i stocking is
not desirable
or possible, a
village can still
have a
community
fishery but they
are less likely to
be able to make

Fishing is not permitted in all
waterbodies Check that fishing is
not restricted for raditional/religious
Ppurposes or because it is used for
some olher purpose, such as
drinking water.

Transport time affects seed quality -
mortalty is high and fish condiition of|
survivors is low if the fingerlings

the growing season and if so,
species that grow fast should be
chosen.

shouid be chosen.

Productivity can be tested using a
Secchi disk when the waterbody is not
turbid. Productive water will have a
Secchi depth of less than about 0.4m
Fish grow better in productive water
and in less productive waterbodies
tilapia do poorly and should not be
stocked. While carps grow faster than
tilapia in high productivity
waterbodies, tilapia may spawn and
produce self sustaining populations
that can produce larger overall catches|
of fish

Cam stk tilzpics
ccanp ar ot

Canp spedEs
Shawld e

Sitokimg) stoultd!
Mot e

How many fish
should we
stock?

As stocking density
increases, individual
fish size at harvest
time decreases. After
a point, if there are
too many fingerlings,
total yield will also
decrease. In order to
obtain high yields
together with good
size fish, we
recommend that
fingerlings should be
stocked at densities
between 3000 and
6000/ha

S
Stocking in K
2001
What size
fingerlings should
we buy?

ong Knak village,

Bigger fingerlings (5-
10cms) have a better

chance of survival
than smaller
fingerlings (3-5cms),
as they have a
broader diet and will
be safer from
predators. Bigger
fingerlings will also
mean larger fish
when it comes to
harvesting. However,
they are often
harder to find and
more difficult and
Costly to transport.
An alternative is to
buy smaller
fingerlings (3-5cms)
and then nurse
these in hapas
before releasing
them into the
waterbody.

What are the
practicalities
and benefits of
nursing?

Nursing in hapas has
been shown to
improve fingerling
survival, which can
lead to larger
catches. Nursing can
be low cost with

physical
requirements limited
to hapas and a
cheap, locally
available, feedstuff
such as rice bran. In
addition to this the
villages will

need some basic

Releasing fingerlings into a
hapa

training (for details
contact the RDC)
and the
commitment and
motivation to
regularly tend to the
fish for up to eight
weeks.

e
f[‘ /!n community
fisheries, this
commitment has
often been difficult,
though not
Impossible to secure,
SO must be
considered carefully.
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Having decided
whether or not
stocking is advisable,
decisions must be
taken on
management
strategy.
Management choice
will be a TRADE-OFF
between what
villages want from
their waterbodies and
what their constraints
are.

Onp.7 the
characteristics of
three broad
categories of
management were
outlined. In fact, if
stocking is not to be
carried out,
experience tells us
that ‘group fishing' is
not a good option, as
the outputs would
not justify the level of
effort putin to
harvesting. Instead,
an option would be a
fisning day (likely to
be free) or, if the
village were intent on
making income, they
may be able to rent it

dm Throughout

these pages

"T"\f‘\(’M’KZ)‘HT"TH’T[

categories are dis-

e.g used fish for
g uests or commu-

nity work through-
out most of the ye
and had a fishir

day at the end of

yvear

N

1J

ry season.
J

Over the next few
pages we will be
highlighting the
benefits and draw-
backs of the different

types of
management.

As a starting point,
the diagram on the
Oopposite page gives a
summary of each of
the option’s principal
benefits and the
objectives that they
seek to achieve. As
can be seen, there

are overlaps.

Working through
the next few pages
will give some ideas
on what
management may
De appropriate.
However, as
mentioned
previously,
developing
community fisheries
management is a
slow and
incremental process
and success is
unlikely to be
achieved overnight.
Likewise small
incremental changes
to what is already
being done are
more likely to be
successful than large
or abrupt ones. We
aavise using
traditional decision-
making structures
and building on any
management that
already exists. This
may, above
anything else,
influence what
management
options are chosen.

e D

A traditional system that is also
common in North East Thailand. It
is only recently, and with the
advent of stocking, that it has been
used to generate income. See

p.23

Fishing Day

if a village does
not want to or
cannot stock,
management of
the waterbody for
communal benefit
is still an option

Renting

This strategy has been promoted the most
strongly and, when operational does on
average bring in more community income
than the other options. However, more
recently it has been recognised that it
requires a lot of effort and it is now
considered only one of a range of options.

See p.20 - 21 /

Group fishing

Definitely requiring the least effort
but often frowned upon as the
renters take a lot of the benefit
which some believe should be
going to the community. See p.22
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Benefits

‘Group fishing” was
the first system of
management that
got the, then
Department of
Livestock & Fisheries
Dept, (DLF), in
Savannakhet,
excited about
community fisheries
pack in the early
1990's.

Since that time it has
always been
promoted as an
‘ideal strategy.
Indeed, in research
over the last four
years, this system of
management has
consistently earned

the villages more
community income
than other systems
and has other
benefits besides. (see
graph below and
references by
Garaway).

As can be seen, the
vast majority of fishis
for community
income (>60%) but
fish is also given, for
example, to guests
when they visit the
village or to village
households if they
have been involved
in village work.

Garaway (1999)
found that in places
where group fishing

20

occurred, household
annual contributions
of food and/or
money to the village
had gone down as
a direct result of the
administration being
able to get the food
and money from
other sources.

Even seemingly
indirect benefits
such as ‘food for
guests’ have a more
direct benefit
therefore than one
might originally
think.

The graph only
shows values for
group fishing
initiatives (in our
project) where the
community had
fished for more than
30 man hours (22
instances over the
two years). In fact in
the two years there
were another 20
cases (almost 50%)
where villages had
fished for less than
30 hours. The types

of benefit they got
from the waterbody
were similar, but,
unsurprisingly, less.

Group fishing will
only be beneficial in
proportion to the
amount of effort the
village puts in to
harvesting It.
Towards the end of
the fishing season a
village will not get as
many fish as at the
start and there will
come a point where
catches are too low
to warrant
continuing fishing. In
our experience this is
not the only reason
villages stop fishing.
They also stop
because the activity is
not a priority in the
village. Whilst such
cases are not
unsuccessful, for
group fishing to
produce the scale of
benefits often
described, real
commitmentis
required.

Constraints

Whilst arguably giving the
greatest benefits to the
community, it also
reqguires the most;

harvesting effort,

how?

a system for
recompensing
fishers for their
labour,

a transparent

Group fishing with cast nets in Nong Chang,
Hinboun, Khammouane

organisation
leadership skills

Before choosing group
fishing as a management
strategy the following
must be organised;

a system for harvesting.
Will it be a fixed team
or will everyone in the
village participate and

21

system for
recording catches
and income,

a system for
looking after
money during the
fishing season,

a system for
monitoring
regulations and
avoiding illegal
fishing.
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Benefits

The most obvious
benefit of renting a
waterbody is that
the village does not
have any
responsibility for
monitoring the
waterbody,
enforcing
regulations or
harvesting fish. It
therefore requires
little effort on the
part of the village
and is good in cases
where;

the village are
busy with other
work and do not
have the time
and/or
inclination to look
after the
waterbody,

the village lacks
the leadership
skills to organise
activities
requiring greater
collective effort.

Renting is also the
only system, in our

experience,
where a
village has
been able to
generate
income from
their
waterbody
without
stocking and,
unlike group
fisning, the income
is fixed and
guaranteed.

Itis also the only
system in our
experience that has
included

waterbodies some

Community fishery that has been
pumped dry by renters, Sonbuli,
Savannakhet

distance from the
village.
Constraints

Contrary to other
systems, a significant

22

proportion of
benefits (50% in the
graph above) go to
a few (the renters) at
the expense of the
village. This can
cause criticism. Itis

also not unknown
for the renters to be
‘relatives” of village

. leadership leading to

claims of corruption.

In addition, not all
waterbodies are
suitable for renting
with renters
preferring those that
can be harvested
completely (smaller
and shallower).
Finally, total harvest-
ing implies that the
proodstock will not
De protected.

%

Benefits

Fishing days, a
tradition that in
some cases goes
back hundreds of
years, have begun
to re-establish
themselves.

Our research
suggests that, on
average, more fish is
harvested in this
system than the
others. Other
benefits include;

an inclusive
system with men,
women and

Women fishing with drag nets
on fishing day in Champon,
Savannakhet 2002

children all
participating on
the fishing day.
a social occasion

where
households and

neighbouring keep ticket prices low,
villages can perhaps because of
maintain and the traditional nature
strengthen of the management
liNks. system.

a transparent Another issue to

system of consider is that the
harvesting fisning day must be
the villagers advertised,‘ as its

: success relies on how
cachis many people attend. If
generally the fishing is not too
worth rmore good one year, this
than the ticket may have knock on
price, thus effects for the next.
households
benefit directly Finally, with all types
(see graph). and sizes of fish being

exploited, this is not a
good system if the
village is trying to grow
on broodstock for the
following year.

This last point is
often seen as a
disadvantage.

Constraints

A far smaller %
total catch goes
to making
community
income, making
it an inferior
system in this
respect. The
village
leadership are
often under
pressure to

23



What do we
mean by
success?

Success to one
person may not be
success to another.
This fact has
implications for any
attempt to measure
and evaluate the
success of a
community fishery.

One important way
of evaluating
success is to
measure the extent
to which it has
achieved the realistic
objectives of those
managing it i.e.
villagers. However,
this is not necessarily
enough. Firstly,
villages are not
homogenous
entities and not all
the village may
agree with the
objectives of
management,
particularly in cases
where there has
been a reduction in
personal access to

Selecting
indicators

As mentioned
above, indicators (i.e
what needs to be
measured) will be
case-specific but
some examples are
the waterbody. given in the orange
Secondly, outside pox. Joint
organisations may
have their own
evaluative criteria.

Wghing fish on a fish
catching day, Champon

Discussion prior to
management
should attempt to
establish what the
objectives of the
different
stakeholder groups
are, whether they
are in anyway
contradictory and
whether broad
agreement has
been reached. This
should lead the
way to identifying
what needs to be
monitored, and
whose opinions
need to be sought
before the initiative
begins.

24
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identification of what
should be measured
and how, will
increase the
likelihood that the
information gathered
is relevant and easily
understood. Desired
outcomes are unlikely
to be fully realised in
one year, so itis

important to have advantage of clarity,

indicators that can and making

show a move comparison
towards their between
achievement. waterbodies easier.
Evaluation itself, like .

selection of Cheqkmg and
indicators, should be ?hamng t'fhe
carried out jointly. information

As hinted at above,
most can be learned
from the omparative
analysis of the per-
formance of differ-
ent community
fisheries. An explicitly
experimental ap-
proach can even be
taken (see adaptive
learning guidelines).
Sharing of results at
village workshops
ensures that
learning potential is

Collecting
information

Experience has
shown us that
communities are
well equipped to
collect information
about catches,
income and what
fish from the fishery
was used for. Some
of this information is
automatically
collected but

designing a standard maximised.
form together has -
the o g s o g i e (0
: = :
] I T
& S ot
- vl 0L PR B
Sl o | w [l s | @ ; 7 [
W |t
_sin Y R 2 Juges
B | 4| | B | e | it
- & t ok =
& | e
q. g B :
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Village records showing how much and what
type of fish has been caught
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ABOUT THE ORGANISATIONS

RBDC The Regional Development Co-ordination for Livestock and
Fisheries Development in Southern Laos (RDC) is a regional tier of the
government of the Lao PDR, co-ordinating livestock and fisheries
development in the six southern Provinces of the country. The RDC has
many partners in its development activities, and acts as a link between
external agencies and target populations. Its primary focus has been in
aqguatic resources management, these resources being a major
proportion of the protein intake in the local diet. The RDC has taken a low
input, low technology approach that has relatively quick results; when
success is observed, it can be a key for opening up other development
activities. The RDC approach is to work firstly with Provincial Government
Officers, who then work with District Officers (government staff at ground
level who are often farmers/villagers themselves). These District Officers
are then well placed to encourage participation and monitor results
within local communities.

MRAG LTD MRAG are a UK-based consulting firm dedicated to
promoting sustainable utilisation of natural resources through sound
integrated management policies and practices. MRAG has a long and
highly productive history of designing and implementing integrated
resource management systems in marine, estuarine, riverine and
floodplain environments. It has a core staff of more than 30 full time
specialists with a wide variety of expertise and practical and technical
experience, providing a multkdisciplinary approach to every project. For
over a decade, MRAG has worked in more than 60 countries for
government agencies, international agencies, non-governmental
organisations and private sector companies. MRAG's capability to service
an extensive array of resource management needs is further extended
through our network of associations and collaborations with
internationally acclaimed experts from academic institutions and other
private organisations worldwide.
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