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The “Case Profile from the Tool Sheet” outlines the case example that informed the creation of the tool sheet, summarizing its
background, innovative ideas and tips, implementation process, key achievements, challenges, lessons learned, and relevant references
in a concise manner. The English version follows the Japanese text.
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Tool Title

Low-cost Fish Aggregating Device (FAD) | ToolNo. | C-6

Country

Grenada

Case

JICA Technical Cooperation Projects “Caribbean Fisheries Co-Management Project
(CARIFICO)” (2013-2018)

Summary

In Grenada, declining coastal fishery resources had led to unstable catches, prompting the need
for offshore fishing. Through the JICA CARIFICO Project, locally sourced, low-cost Fish
Aggregating Devices (FADs) were introduced, enabling fishers to construct and deploy them
independently. This supported a transition to offshore fishing and helped stabilize both catch
volumes and incomes. In addition, the project facilitated the formation of fisher organizations,
technical training, rule-setting, and the development of financial mechanisms, resulting in a
successful model of sustainable fisheries co-management.

Background

In the Eastern Caribbean, fisheries have long operated under open-access schemes, leading to
overexploitation of coastal resources, declining catches, conflicts among fishers. However, the
lack of reliable catch data made it difficult to establish effective management measures. Grenada
was no exception; the absence of fisher cooperatives and limited government capacity made
sustainable fisheries management difficult. As coastal resources became depleted, fishers were
increasingly forced to operate farther offshore. In response, the JICA CARIFICO Project
introduced low-cost FADs made from repurposed local materials, designed to be installed and
managed directly by fishers. This approach aimed to improve incomes while promoting resource
stewardship and advancing resource co-management through the establishment of a co-managed
fisheries governance system.

Innovative ideas
and tips

Low-cost FADs were designed using locally available materials, enabling fishers to install
and maintain them on their own, which significantly reduced setup and maintenance costs.
Through rule-setting, financial management, and technical training provided to the fisher
organization, an orderly fishing system and a self-reliant maintenance structure were
established.

Implementation
Process

1. Fisher Meetings: Weekly meetings were held with fishers in Grenville to build trust between
the Fisheries Division and fishers. A total of 119 meetings were conducted during the project,
discussing FAD deployment plans, fisher organization formation, and rule-making. Initially
led by the Fisheries Division, leadership gradually shifted to the fisher organization,
establishing fisher-led decision-making.

2. Formation of Fisher Organization: In October 2014, the Grenville FAD Fishers
Organization Inc. (GFFO) was established, with nearly all 170 local fishers joining.
Membership was required to access FADs. Registration fees and a sticker marking system
helped maintain operational order, and the organization facilitated joint procurement of
fishing gear and equipment.

3. Technical Training: A total of 22 training sessions were conducted on FAD design and
deployment, vertical longline fishing, and fish preservation techniques. Fishers acquired
skills to catch large pelagic species such as tuna and marlin, enabling new market
opportunities.

4. Rule Development: GFFO formulated and approved operational rules at its general
assembly, covering safe operations, mutual monitoring, and prevention of disorderly FAD
deployment. These rules were aligned with national fisheries regulations, ensuring orderly
FAD-based fishing.

5. Catch Data Collection: Fishers submitted log sheets, which were analyzed by the Fisheries
Division. Biological and economic data supported resource assessment and policy
formulation, and were also used to evaluate the cost-effectiveness of FAD fisheries.

6. Fee System: A registration fee (EC$20) and usage fee (ECS$5 per 22.5 kg of catch) were
collected. Over three years, approximately US$12,000 was accumulated and used for FAD
maintenance and gear procurement. Funds were managed through the fisher organization’s
bank account.

7. Market and Distribution Improvements: Ice boxes were installed on nearly all 30 fishing
vessels in Grenville, improving product quality. A “Fish in Ice Box” manual was developed,
expanding domestic distribution and later enabling tuna exports to the United States.
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8. Maintenance System: Fishers and the Fisheries Officers acquired FAD maintenance skills.
With operational rules and financial mechanisms in place, autonomous management became
feasible. A medium-sized vessel provided by CARIFICO was used to train fishers
domestically and abroad.

(Reference 1, 2, 3)

Key
Achievements

With nine FADs deployed (four operational at the time of project completion), Grenville fishers
reduced pressure on coastal fisheries. The FADs were constructed using plastic sheets and rope
- materials readily available locally - and fishers took responsibility for installation and repairs,
significantly lowering costs. Organizational development resolved conflicts among fishers,
institutionalized catch data collection and analysis, and established order through self-imposed
rules. Youth participation increased, expanding the base of active fishers. Quality improvements
through preservation techniques boosted domestic distribution. Furthermore, as larger tuna began
to be landed, tuna exporters started coming to the Grenville fish market to purchase catch, leading
to an expansion of sales channels. The fisher organization also became a hub for regional and
international technical exchange, serving as a model for sustainable fisheries management.

Challenges

The promotion of FAD fisheries is expected to significantly increase catch volumes; however,
this may lead to a decline in domestic fish prices due to oversupply. To safeguard fishers’
incomes, it is essential to develop strategies in advance to diversify sales channels, including
export-oriented approaches. Given the simple structure of FADs, issues such as durability and
the risk of drifting must be addressed, and their maintenance requires both financial and human
resources. In this context, the unauthorized use of FADs by “free riders” may give rise to a sense
of unfairness between fishers who are members of FAD groups and those who are not, potentially
undermining cooperative resource management. To ensure equitable and sustainable use of
FADs, regulatory measures such as limiting the number of operating vessels and introducing a

Lessons Learned

licensing system should be considered.

. Low-cost, self-managed FADs using local materials can enable autonomous operations.
Technical deployment alone is insufficient for sustainable fisheries management. It requires
fishers to acquire installation and maintenance skills, establish rules, and manage funds -
only then can FAD operations and co-management of resources function effectively. Such
proactive involvement is driven not by external pressure, but by expectations of tangible
benefits such as increased catch and income.

Creating an environment that encourages fishers’ voluntary participation through training
and organizational development is essential. This fosters collaboration among fishers and
amplifies the collective voice of fishers in policy-making. Such a comprehensive approach
is key to achieving sustainable fisheries management.

Continued FAD operations require optimizing vessel numbers and collecting and analyzing
catch data to understand resource use and fishing pressure, enabling science-based
management decisions.
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