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8. EEMP 
Tareas iniciales A:
Preparando el terreno 

EEMP Esencial
Fecha  • Lugar
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Presenter
Presentation Notes
We are now at the Start up stage – not yet started the cycle.

Refer to large visual of this on wall (keep up as reference throughout course). 
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Objetivos de la sesión
Al final de la sesión usted será capaz de:

• Describir los pasos clave necesarios para iniciar el 
proceso EEMP y el co-manejo

• Identificar y priorizar las partes interesadas
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Presenter
Presentation Notes
Self explanatory



Para prepararse, hay 8 tareas que 
necesitan realizarse

i. Identificar el equipo EEMP y los facilitadores
ii. Identificar el área general a ser manejada
iii. Desarrollar el plan de trabajo de las tareas iniciales
iv. Introducción del EEMP
v. Coordinar con otras agencias y niveles de gobierno
vi. Identificar y priorizar a las partes interesadas y las 

organizaciones
vii. Establecer un grupo clave de partes interesadas
viii. Determinar la base jurídica para el EEMP (revisar 

legislación para el EEMP)
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Presenter
Presentation Notes
In the Handbook, there are 8 tasks to be carried out in STARTUP A.  However, in this session we will only focus on FIVE of them, shown here in the red boxes. These are:
Task 1 Form an EAFM team and facilitators
Task 2 Identify your broad geographic area and possible fishery to be managed
Task 3 Develop startup work plan
Task 6 Identify stakeholders and organizations; and 
Task 7 Determine the legal basis for EAFM




Horneando un pastel: una analogía
Las tareas iniciales se utilizan para preparar el terreno para el 
EEMP, una analogía es hornear un pastel.

• Antes de hornear un pastel, el cocinero debe decidir:

• Quién horneará el pastel (equipo EEMP)

• Qué receta usará (plan de trabajo inicial)

• Dónde se cocinará el pastel (ubicación general)

• Quién comerá del pastel (partes interesadas)

• Quién supervisará la cocción y la distribución del pastel a 
otros (grupo clave de partes interesadas)
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Presenter
Presentation Notes
This analogy helps us understand what Start up A is.



• Establecer un equipo base para guiar las tareas iniciales 
del EEMP
- idealmente para incluir a las organismos clave
- identificar un(a) líder de equipo para liderar el 
proceso

• Acordar en qué área se centrará el EEMP
• El equipo desarrolla un plan de trabajo de las tareas 

iniciales para guiar el resto de las tareas iniciales . Esto 
identifica:

- qué, cómo, quién y cuándo (y presupuesto) 6

Identificar el equipo EEMP y 
desarrollar el plan de trabajo de las 
tareas iniciales (ítem i, ii and iii)
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Presenter
Presentation Notes
This slide covers Task i to iii of the original list. The lead agency is often the Fishery Agency, for example an officer at the Provincial office. However, the lead agency could equally well be a NGO or a key stakeholder.

The core team act as steering committee:
Task ii is to agree on an area where the EAFM is to be developed
Task iii. The Startup workplan then identifies what tasks need to be carried out, and who will be responsible for theses. It also sets timelines and looks at the budget available to do the tasks.



Identificar y priorizar a las partes 
interesadas y organizaciones
(ítem vi)

• Identificar a TODOS los interesados para comenzar

• Priorizar a las partes interesadas

• Esta es una identificación inicial de partes 
interesadas y será revisada después
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Presenter
Presentation Notes
This is task vi of the original list. At the beginning, it is important to include all potential stakeholders. Over time this number will reduce as trust is built up and various interest groups feel that they have been heard.

There are different methods for analysing stakeholders. Elicit from participants if they are familiar with any. After lunch we will do a matrix to analyse stakeholders, as well as a Venn Diagram (other examples of tools in People Toolkit).



¿Quiénes son las partes 
interesadas? 

“Cualquier individio, grupo u 
organización que tiene un interés, 
que puede afectar o ser afectado
(positiva o negativamente ) por el 

proceso del EEMP”
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Presenter
Presentation Notes
This definition of a stakeholder stresses that the individual, group or organisation should have an interest in the process and could affect, or be affected. Refer to same slide on wall as visuals gallery.

Debate definition. Stress that stakeholders must include all who affect, and all who are affected by EAFM objectives/ plans. Give examples of being negatively affected. For example, it may be necessary to reduce fishing in certain closed areas or seasons and this will have a short-term impact on income and livelihoods.

See next slide for examples of stakeholders. 



Posibles partes interesadas
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Presenter
Presentation Notes
This diagram includes fishers, governments, other fisheries stakeholders such as compliance & enforcement officers, coastal communities and “advisors” such as NGOs, researchers etc




Importancia: qué tan importante es una parte interesada para el EEMP
Influencia: qué tanta influencia (poder) tiene una parte interesada 

sobre el proceso del EEM

Análisis de partes interesadas

Matriz 2x2
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Importancia alta /
Influencia baja 

Importancia baja/
Influencia baja 

Importancia alta/
Influencia alta

Importancia baja/
Influencia alta 

AltaBaja

Alta

Influencia

Im
po

rt
an

ci
a

Presenter
Presentation Notes
Need to spend time explaining this as it is a group activity later.

This tool allows stakeholders to be categorised (by EAFM team) into four groups using two dimensions – influence & importance. 

On the X axis we have the degree of influence a stakeholder will have i.e. how much power do they have to influence decisions? On the Y axis, we have the stakeholder’s importance i.e. how important is their influence?

In the right hand top box we have the stakeholders who have high importance and high influence. 

This tool can be used more than once. It might be worth repeated once a Key Stakeholder Group has been formed (Task vii).  It’s also good practice to do same exercise 1 year on and see if stakeholders have moved places (acts as  a form of monitoring/ assessment).





Priorizando las partes interesadas
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Necesita ser representado

Partes interesadas clave 
para el EEMP
Necesita ser incluido en el 
grupo clave  de partes
interesadas

Necesita que se  involucre 
en el proceso del EEMP

Importancia baja / Influencia baja Importancia baja / Influencia alta 

Importancia alta / Influencia altaImportancia alta / Influencia baja 

No está interesado

Presenter
Presentation Notes
Result: those in the red box are key stakeholders for EAFM success; you need to keep them motivated and on board, they are your ‘allies’. Keep communicating results to them. You don’t need to convince them of importance of EAFM- they already know. Those in green box are not interested and have little influence- keep them informed and involved, minimal effort, just monitor. Those in yellow boxes you must have strategies for. High influence + low  importance: these ones you need to move along to the red box, you need to get them to ‘buy in’ into EAFM process, as they could be potential supporters and could use their influence to support EAFM process. However, some of these influential ones could also hinder/ block the EAFM process (political/ other gain…) so need to watch out for them. Those with high importance + low influence are often the most affected (i.e. have a high stake in the EAFM process) but do not have the power/ a voice. They need to be represented, be supported in having more of a say and influence over the EAFM process.
After groups have done their analysis reflect on how useful this tool is; what it can bring to light (depending again on who takes part) and what you can do about next steps. 



1. Listar TODAS las posibles partes interesadas de la UMP. 
Escribir cada parte interesada en una tarjeta diferente

2. Dibujar una matriz 2x2  con "Importancia" en el eje Y e 
"Influencia" en el eje X

3. Ordenar cada tarjeta de partes interesadas en uno de los 4 
cuadrantes. Pueden mover las tarjetas mientras lo discuten.

Basado en qué tan importante  es cada parte interesada en el 
proceso EEMP y qué tanta influencia (poder) tiene cada uno 
sobre/en el proceso EEMP.

En los grupos de trabajo
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Presenter
Presentation Notes
See instructions in notes for slide 9 matrix.  

The next slide shows how to deal with those in each of red/ yellow/ green boxes.- i.e. develop strategies, monitor, etc. (see slide 11).
Main point is the discussion that evolves as different participants’ views are expressed. Stakeholder cards will be moved, maybe new cards will be needed; there may be disagreement... All this ok. 
Trainer: if participants can’t think beyond obvious stakeholders, refer to Checklist in Trainer Resource Guide, section 9 Selected resources, for more stakeholder categories.





Útil para describir las relaciones como parte del análisis 
institucional

• Dimensión 1 = Tamaño del círculo (importancia)
• Dimensión 2 = Proximidad del círculo (frecuencia de 

contacto)
Círculos separados = no hay contacto
Círculos en contacto= información pasa entre las instituciones
Poco traslape = cierta cooperación en la toma de decisiones
Mucho traslape = considerable cooperación en la toma de decisiones

Diagrama de Venn
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Presenter
Presentation Notes
We will now look at a tool to help analyzing linkages/ inter-relationships between organizations.  Venn diagrams show the key institutions and individuals in a community, together with their relationships/ linkages and their importance in decision-making. Venn diagrams can help to identify potential conflicts between interest groups, and to clarify the roles of individuals and/or institutions. 
This is a participatory tool so process as important as the end product. Refer to tool 5 in Technical Toolkit for explanation of how to use Venn diagrams.
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Presenter
Presentation Notes
Use this slide to explain how to do a Venn Diagram.
STRESS that this is just an initial analysis and may need to be revisited as the EAFM plan takes shape with its vision and goals.
1. Take the stakeholder group list (previous activity). 2. Write each stakeholder on a pre-cut circle of card ( decide if they are important (big circle) or not so important (smaller circle).  This will be informed by the 2x2 matrix analysis 3. Identify the degree of contact and overlap between each circle in terms of decision-making. Overlap occurs if institution/stakeholder asks or tells another to do something or if they have to co-operate in some way. 
Separate circles 	=	no contact
Touching circles 	=	information passes between institutions
Small overlap		=	some co-operation in decision-making
Large overlap	=	considerable co-operation in decision-making
It is best to do this with pre-cut circles on a flip chart sheet so stakeholders can be moved around as discussion progresses. If you draw with pen then difficult to erase/ change position.  Stick circles onto sheet with stickytac/ sellotape, so sheets can be displayed later on your EAFM teamwall if wanted. 



1. Representar la organización de pesca y otras 
partes interesadas usando la técnica del diagrama 
de Venn

2. Identificar las interrelaciones y vínculos entre 
organismos e instituciones

3. ¿Qué podría fortalecer los vínculos y la 
coordinación?

En los grupos
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Presenter
Presentation Notes
Having explained how to do a Venn diagram, get groups to actually do one. Have slide 13 on the screen  so they can refer to it. 
N.B. Explain this is work in progress and can be added to later.  At this stage of the process the relative importance of the different stakeholders 
The importance of exercise is in the DISCUSSION (and eventual consensus of placing stakeholders) and in 3. generating ideas for strengthening linkages between institutions. Ask groups to be creative in displaying the types of linkages (e.g. dotted lines, colours… each can represent something (ensure they have key on finished product).

Trainer: see photos of example Venn diagrams in Trainer Resource Guide.



Determinar la base jurídica para el EEMP

• Es deseable tener un mandato legislativo o de 
política

• Especialmente cuando se utiliza el co-manejo a fin 
de que las comunidades locales tengan la 
autoridad legal

• La falta de legislación existente adecuada
no debe ser motivo para retrasos

• Revisar la base jurídica del EEMP
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Presenter
Presentation Notes
It is desirable to have a legislative or policy mandate to undertake an EAFM. This is especially true when using co-management so that local communities have the legal authority to manage. 
Although establishing a legal basis for an EAFM is desirable, the lack of appropriate existing legislation should not be used as a reason to delay starting the process. As a start you should at least review the legal basis for EAFM so that you understand the existing supporting or non-supportive policy.
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Presenter
Presentation Notes
Summary slide. This is a visual representation of the main elements you need in place to be able to start EAFM planning process. 

Up the top of the diagram we have the EAFM Team who have (ii) defined the broad are of interest (iii) written a  workplan (vi) identified stakeholders, (v) and formed a Key Stakeholder Group. Although not covered in this session, the EAFM Team would have done a legal/policy review and as part of the stakeholder identification, (v) coordinated with other agencies and government levels 

The checklist is more comprehensive.



Mensajes clave
Antes de comenzar el proceso de EEMP, el equipo del 
EEMP debe realizar algunas tareas iniciales:

1. Organizarse; e
2. Iniciar el involucramiento de las partes interesadas
3. Realizar una revisión legal
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Presenter
Presentation Notes
Self explanatory
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