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Background

On September 22–23, 2003 over 60 people met to talk about the concerns and future of the Pribilof
Islands’ economy and ecosystem and how they might be able to work together to address issues of
common concern. These individuals were from St. Paul and St. George Islands, fishing industry and
environmental groups, and federal government agencies.  All individuals spoke on behalf of themselves,
not their organizations.

Proposed Collaborative Design

After a day of meeting and discussing issues, individuals worked in small groups to address
components of a collaborative process. This summary is comprised of their proposals along with
suggested next steps that were also discussed. These proposals were presented by the small groups to
all present, but were not discussed in detail by the larger group due to time constraints; the proposals
should be viewed as a starting point for discussion by stakeholder groups. Those who met on
September 22–23 recognized that there were a number of perspectives not present, and those
perspectives will also need to be woven into the process design.

Components of a Collaborative Process
1. Problem Statement
2. Interaction with the North Pacific Fisheries Management Council
3. Structure of Collaborative Process
4. Timeline
5. Information needs
6. Funding/resources

Proposed Problem and Mission Statements

This small group drew twice as many participants as any of the other groups, which was a sign that
participants clearly understood the significance of a problem statement being fundamental to the success
of a collaborative process.

Proposed Problem Statement
The human, economic, cultural and social health of the Pribilof Communities, as well as the
commercial fishing industry, are threatened by declines in the populations of marine mammals,
birds, crabs, and other species. Some of these changes are significant, including recent declines in
the halibut CPUE in and around the Pribilof Islands. The causes and effects of such changes are not
well understood. Existing data are not being adequately utilized and additional research may be
necessary. Traditional knowledge and wisdom are not currently supported and are not routinely and
properly included in management and research decisions.

There are a variety of methods that may be available to address these concerns, including the
creation and/or modification of conservation zones, seasonal opening/closings, by-catch
regulations, and other fish and non-fish management tools. Because of the wide variety and
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disparate interests invovled in the Central Bering Sea, an inclusive process needs to be
developed that can address these issues and that will result in one or more proposed measures
designed to address them.

Proposed Mission Statement
The Pribilof Collaborative process is intended to establish a forum of stakeholders and
controlling government agences dedicated to identifying issues confronting the environment
surrounding the Pribilof Islands and take decisive actions to address these concerns through
methods and actions recommended by the collaborative. The collaborative recognizes the
inhabitants of the Pribilofs as the primary stakehoders with respect to such issues and will
advocate the equal contribution and importance of Western science and Traditional
Environmental Knowledge in addressing these issues.

Proposed Interaction with
the North Pacific Fisheries Management Council Process

The following proposal was based on the premise that the Pribilof Islands Collaborative will interact
with the North Pacific Fisheries Management Council on an on-going basis, and that the Collaborative
will also meet on a regular, on-going basis. The Collaborative needs to meet regularly in order to clarify
its message to the Council, and to understand the Council’s responses. Further, this group stated that it
would also be necessary for those in the Collaborative to report back to their respective organizations
and constituencies regarding the information between the Collaborative and the Council. In this way, the
issues and responses will be better understood by a much larger number of individuals and organizations.

Why is it important to interact with the Council?
• To get data that the Council has/Council can get.
• To take action, as the Council has jurisdiction or decision-making authority over fishery issues.

How does interaction usually occur?
• Formally, by having consistent, committed engagement between the Council and those

representing the Collaborative.
• Informally, by having the Collaborative:

–  Represent a critical mass of constituents,
–  Develop Council champion(s) (liaisons who are credible with both the Collaborative
    and the Council), and
–  Use good, credible information that the Council knows is reliable.

How could the Collaborative effectively interact with the Council?
•  Collaborative designates “Council Team.”
•  Collaborative holds regular meetings.
•  Council Team reports at the beginning of the Collaborative’s regular meetings.
•  Collaborative develops task list for Council Team during meeting.
•  Collaborative sets the Team’s agenda at the end of each meeting.

How does the Collaborative choose the Council Team?  The following characteristics were identified:
•  Needs to be composed of “honest brokers.”
•  Needs to disclose any agenda conflicts.
•  Needs to be transparent in its representation (clear about which hat a Team member is
   wearing on any given issue, at any given time).
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Proposed Structure of a Collaborative Process

Those present were provided information on three primary collaborative design options and other
information regarding the elements of a collaborative. From that, this small group suggested:

Proposed Collaborative Process Option: Committee and Task Groups (See page 7 of this summary)

Proposed Stakeholder Groups
•  Island entities (9 from each Island, with 1 individual from each of the city governments, 1 from

each of the corporations, 1 from each of the tribal councils),
•  CDQ groups (2 people),
•  Fishing industry (8 people, each from a different type of fishery),
•  Environmental organizations (5 people),
•  Government: Non-voting, NPFMC, NMFS, USFWS, IPHC and others.
•  Science (including traditional & local knowldege): Non-voting, but are key to provide information

and technical support, but are not stakeholders.  How this group interacts with the stakeholder
group needs to be determined.

Proposed Rules
Members: Each interest group names its members (33 members was considered the maximum number

feasible. (Rationale: If open to larger number of people there was concern that chaos would result).

Alternates: None (Rationale:  Alternates lead to lack of continuity).

Consensus Definition: Recognition that two definitions could have value. One is using a range or a
continuum, and two, a strong or overwhelming majority would be required from each group.  (See
page 8 for Definitions of Consensus)

Steering Committee: The Organizing Committee should serve as the initial Steering Committee. (If others
want to participate they are welcome to do so. Conference calls are held every Wednesday at 9 am
Alaska time. Call in number: 1 (800) 503-2899 pass code: 2795504#)

Participants:
Aqualina Lestenkof, St. Paul Island Greg McLashen, St. George Island
Heather McCarty for CBSFA Larry Cotter, APICDA
Evie Witten, World Wildlife Fund Randy Hagenstein, The Nature Conservancy
Georgia Kashavarof, St. George Island Joe Sullivan, Mundt McGregor

Staffing for the Organizing Committee has been provided by Evie Witten, and the group was comfort-
able with her continuing in this role for the time being/until the next meeting when staffing could be
addressed more fully.

Broader Participation: Achieved through caucuses or conferences to enable all who want to participate.

Subcommittees or Task Groups: Should be used to address specific issues/topics.
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Proposed Informational Needs

Recognizing the enormity of determining the information needs regarding concerns and the future of the
Pribilof Islands’ economy and ecosystem, this small group structured their response as follows:

Determine What’s There:  Assemble and compile available data, and make it accessible to all and
in layman’s terms. This should include the history of Pribilof people and the fishing fleet.

Determine What’s Not There: Traditional environmental knowledge not used. Also need to
include non-Native experience, i.e. those in the fishing industry are a community with valuable
knowledge too.

Determine What’s New: Many items, or examples, were provided:
•  Socio-economic status of all effected, from Pribilofs to the broader state impacts, to  Seattle,
California, processors.etc.
•  Size of fishery in relation to size of area to fish.
•  Establish place where documents can be accessed by all,
•  Transfer satellite data into useable information on a continuous basis (more than a thesis
project),  Learn more about juvenile seals, and social structure of fishes,
•  Learn more about other collaborative efforts (both sucesses and hurdles)
•  Who should all the stakeholders be; how do we determine who’s missing?
•  Effectiveness of no-trawl zones

Additional Recommendations:
•  Leverage, related, existing work (ecosystems/economies)
•  Participate with existing research that being done by other

Proposed Funding and Resources

Budget
$250,000–$350,000 for 18 months. This was a figure roughed out a year ago for 9 meetings, which
would include some travel to/from Islands, facilitation, and some data analysis.

Possible Funding Sources
• Federal Government, both agencies and direct appropriations
• Foundations (Rasmuson may be a possibility), usually takes a lot of relationship building
• Existing Federal Grant programs, such as U.S. EPA Environmental Justice, which usually take about

six months from submitting
• Individual contributions (by stakeholders), which is probably not viable over the long-term

If a federal agency is to assist, there needs to be a contract in place with a 501(c)(3) nonprofit to do so.
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Proposed Next Steps

October 3rd:  Develop Executive Summary of this Preliminary Design meeting within the next week.
October 9th:  Status report/update to the North Pacific Fisheries Management Council by the Organizing

Committee during the Council’s October meeting in Anchorage.
October 31st:  Those at the meeting agreed to “get as much support” as possible from their organizations

by October 31st. This could mean a resolution or checking-in with Evie Witten, who will continue to
staff the Organizing Committee. (Please contact Evie, preferably by email: wwf@acsalaska.net or
907.279-5504).

Ongoing:  Organizing Committee should continue to support this effort and target January for a next
meeting.

January 2004:  Proposed next meeting.
January 2004:  Those who have been shepherding this process over the past year will determine what has

been spent, as a means to develop a budget projection.

Proposed Agenda Items for a January 2004 Meeting

Purpose of a January 2004 meeting is to learn about the following. This meeting may be held jointly
with the NPFMC Fur Seal Committee.

•  Traditional Environmental Knowledge
•  Western Science being used to formulate NMFS/ Draft EIS on the Pribilof northern fur seal

subsistence harvest
•  History of the Pribilof Islands
•  History of the fishing industry
•  NPFMC process

To provide information about the proposed Collaborative, such as:
•  Budget information
•  Detailed workplan
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Figure 1.  Committee and Task Groups Model

The most commonly used model for structuring a public/community consensus process is a
committee, combined with task groups or subcommittees.

The committee may have anywhere from 10 to 60 members, who represent the differ-
ent interest groups concerned about a problem.

The committee agrees on procedures, identifies issues, gathers information, generates
options and develops recommendations or reaches agreements.

Task groups are established by the committee to:
• Gather information on specific issues,
• Identify related concerns, or
• Develop alternative strategies to solve a problem.

Task groups are usually organized around substantive topics identified by the larger
committee. Often members of task groups include those from different interests and others
who have different roles, and are therefore knowledgeable about the issues from a variety of
perspectives, such as decision makers, technical resource people, those who will need to
implement the decisions, and the general public.

Individuals invited to join a task group can then contribute their expertise and experience on a
specific topic without also having to invest the time to participate in the larger process. Task
groups report their results to the committee.

The committee may use one set of task groups to help it research information and identify issues

to be addressed, and then establish a new set to help it generate solutions, or it may retain the

same task forces through an entire program. A committee should be large enough to permit the

representation of different interests and small enough to make decisions.

COMMITTEE AND TASK GROUPS

( —from the Preliminary Design Meeting handouts)
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Endorse Endorse with Agree with Abstain Stand aside Formal   Block
a minor point reservations
of contention

“I like it.” “Basically “I can live “I have no “I don’t like “I want my “I veto
I like it.”  with it.” opinion.” this, but I disagreement this

don’t want to be noted    proposal.”
to hold up in writing

but I’ll
support the
decision.”

(Adapted from Facilitator’s Guide to Participatory Decision-Making 1996)
This definition has been used by many Watershed Efforts in Oregon and Washington.

The last (shaded) column on the right side of the continuum is not considered
“consensus” in this process. However, anything in the other six columns could be
considered “agreement by consensus.”

Option 2: Overwhelming Agreement—Agreement Among Nearly All Stakeholders

This definition of consensus means overwhelming agreement. And, it is important that
consensus be the product of a good-faith effort to meet the interests of all stakeholders. The
key indicator whether or not a consensus has been reached is that everyone agrees they
can live with the final proposal; that is, after every effort has been made to meet any
outstanding interests. Thus, consensus requires that someone frame a proposal after listening
carefully to everyone’s interests. Interests, by the way, are not the same as positions or
demands. Demands and positions are what people say the must have, but interests are the
underlying needs or reasons that explain why they take the positions they do.

Benefits of Using this Definition
Most consensus building efforts set out to achieve unanimity. Along the way, however, it
often becomes clear that there are holdouts – people who believe that their interests will be
better served by remaining outside the emerging agreement. Should the rest of the group
throw in the towel? No, this would invite blackmail (i.e., outrageous demands that have
nothing to do with the issues under discussion). Most public dispute resolution professionals
believe that groups or assemblies should seek unanimity, but settle for overwhelming
agreement that goes as far as possible toward meeting the interests of all stakeholders. It is
absolutely critical that this definition of success be clear at the outset.

DEFINITIONS OF CONSENSUS

DEFINITIONS

Option 1: A Continuum

( —from the Preliminary Design Meeting handouts)
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List of Participants

David Banks  •  Alaska State Director, The Nature Conservancy
421 West First Avenue, Suite 200, Anchorage AK 99501  •  907.276-3133  Fax 907.267-2485
dbanks@tnc.org

Rob Bosworth  •  Southeast Alaska Program Director, The Nature Conservancy
119 Seward St. #2, Juneau AK 99801  •  907. 586-8621  rbosworth@tnc.org

Jason Bourdukofsky, Sr.  •  Board of Directors, TDX Corporation
P.O. Box 325, St. Paul Island AK 99660  •  907-546-2312  Fax 907.546-2366  jason_pbs@tdxak.com

Shane Capron •  NMFS/AKR, Protected Resources Div.
222 West 7th Avenue, Suite 43, Anchorage AK 99513  •  shane.capron@noaa.gov

Ron Clarke  •  Executive Director, MCA
P.O. Box 20676, Juneau AK 99802  •  907.523-0731  Fax 907.523-0732  ronclarkemca@aol.com

Dave Cormany  •  Pribilof Islands Program Manager, NMFS/AKR,  Protected Resources Div.
222 West 7th Avenue, Suite 43, Anchorage AK 99513  •  907.271-3024  Fax 907.271-3030
dave.cormany@noaa.gov

Larry Cotter  •  Chief Executive Officer, APICDA
234 Gold Street, Juneau AK 99801  •  907.586-0161  Fax 907.586-0165  lcotter@apicda.com

Connie Fredenberg  •  NR Coordinator, A/PIA
201 East 3rd Ave., Anchorage AK 99501  •  907.222-4222  constancef@apiai.com

Karl Hafflinger  •  SeaState Inc.
P.O. Box 74, Vashon AK 98070  •  karl@seastateinc.com

Randy Hagenstein  •  Director of Conservation, The Nature Conservancy
421 West First Avenue, Suite 200, Anchorage  AK 99501  •  907.276-3133  Fax 907.276-2584
rhagenstein@tnc.org

Karin Holser  •  Coordinator, Pribilof Islands Stewardship Program
P.O. Box 306, St. Paul Island, AK 99660  •  907.546-3190  Fax 907-546-2210  kholser@hotmail.com

Shelley Johnson  •  Program Coordinator, AON
441 West 5th Avenue, Suite 402, Anchorage AK 99501  •  907.929-3553  Fax 907.929-1562
shelley@alaskaoceans.net

Andy Kashevarof  •  U.P. of Operations, St. George Tanaq Corporation
P.O. Box 939, St. George Island AK 99591

Georgia Kashevarof  •  Administrator, St. George Traditional Council
P.O. Box 940, St. George Island AK 99591  •  907.859-2205  Fax 907.859-2242

true_d36@yahoo.com Kevin Kennedy  •  PASCO c/o TDX Corporation
4300 B Street, Suite 200, Anchorage AK 99503  •  907.351-3850  Fax 907.278-2316
tunaking2000@aol.com

Layton Lakett, Student
P.O. Box 6, Nelson Lagoon AK 99571

Clair LeClair  •  Board member, Alaska Marine Conservation Council
P.O. Box 101145, Anchorage AK 99517  •  907.277-5357  northsister@hotmail.com

Dennis Lekanof  •  President, St. George Fisherman’s Association
P.O. Box 933, St. George Island AK 99591  •  907.859-2727  Fax 907-859-2214
bigred76@starband.net

Aquilina Lestenkof  •  Co-Director, St. Paul Tribal Ecosystem Office
P.O. Box 86, St. Paul Island AK 99660  •  907.546-2641  Fax 907.546-2655 aquilina@tdxak.com

Leland Little  •  Chief Executive Officer, St. George Tanaq Corporation
2600 Denali St. , Suite 300, Anchorage AK 99503  •  907.272-9886

Paul MacGregor  •  General Council, At-Sea Processors
999 3rd Ave., Suite 4200, Seattle WA 98104  •  206.624-5950  Fax 206.624-5469
pmacgregor@mundtmac.com

Macarius Mandregan, Sr.  •  Prib. Islands Marine Mammal Comm.
P.O. Box 9, St. Paul Island AK 99660  •  907.546-3325  Fax 907.546-2356

Jessica Mata-Rukovishnikoff  •  Tribal Government of St. Paul
P.O. Box 86, St. Paul Island AK 99660  •  907.546-2211  Fax 907.546-2407

Heather McCarty  •  CBSFA
319 Seward Street, #3, Juneau AK99801  •  rising@ptialaska.net
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Greg McGlashan  •  Environmental ProgramCoordinator, St. George Tribal Ecosystem Office
P.O. Box 940, St. George Island AK 99591  •  gregorymcglashan@yahoo.com

Victor Melividof  •  TDX Corporation
4300 B Street, Suite 220, Anchorage AK 99503  •  907.278-2312  Fax 907.278-2316

Boris Merculief  •  President, St. George Traditional Council
P.O. Box 940, St. George Island AK 99591  •  907.859-2205  Fax 907.859-2242
stgcouncil@starband.net

Patience Merculief  •  CBSFA
5811 Radcliff Drive, Anchorage AK 99504  •  907.301-8280  Fax 907.929-1849
pmerculief@cbsfa.com

Anthony B. Merculief  •  Council Member, St. George Traditional Council
P.O. Box 970, St. George Island AK 99591  •  907.859-2249  Fax 907-859-2430

Larry Merculieff  •  Bering Sea Council of Elders, AK Native Science Comm.
429 L St., Anchorage AK 99501  •  907.258-2672  Fax 907-336-0678  lmerculief@netscape.net

Victor Merculieff  •  TDX Corporation
P.O. Box 88, St. Paul Island, AK 99660  •  907.546-2641  vmerculief@tdxak.com

Jeremaih Millen  •  TOC
425 G Street, Suite 400, Anchorage AK 99501  •  907.258-9941  seaotter@alaska.net

Art Nelson  •  APA
431 W. 7th Ave., Suite 103, Anchorage AK 99501  •  907.276-8252  Fax 907.276-8262
anelson@atsea.org

Kris Norosz  •  Government Affairs, Icicle Seafoods
P.O. Box 1147, Petersburg AK 99883  •  krisn@icicleseafoods.com

Peggy Osterback  •  Executive Director, Aleut Marine Mammal Commission
P.O. Box 920045, Dutch Harbor AK 99692  •  907.581-5324  Fax 907.581-5325 pno@arctic.net or
ammc@arctic.net

Brent Paine  •  Executive Director, United Catcher Boats
4005 20th Ave., Suite 116, Seattle WA 98199  •  206.282-2599  bpaine@ucba.org

Michael Payne  •  Chief, Marine Mammals Div., Protected Resources, NMFS
709 West Ninth Street, Juneau  AK 99802  •  michael.payne@NOAA.gov

Ron Philemonoff  •  Chief Executive Officer, TDX Corporation
4300 B Street, Suite 220, Anchorage AK 99503  •  907.278-2312  Fax 907.278-2316
ron@tdx.alaska.com

Anthony Philemonoff  •  President, TDX Corporation
P.O. Box 88, St. Paul Island AK 99660  •  907.546-2312  Fax 907.546-2366  anthonyp@tdxnet.com

Karen Plentikoff  •  Trade Food Assistant, A/PIA
201 East 3rd Ave., Anchorage AK 99501  •  907.222-4286  Fax 907.222-4273  karenp@apiai.com

Larry Prokopriof  •  Vice President, STGFA
P.O. Box 969, St. George Island AK 99591  •  907.859-2450

Astrid Scholz, Ph.D.  •  Economist, Ecotrust
P.O. Box 29189, San Francisco CA 94129  •  ajscholz@ecotrust.org

Susan Schulmeister  •  USFWS/AMNWR
95 Sterling Hwy., Homer AK 99603  •  907.235-6546  sue_schulmeister@fws.gov

Brad Smith  •  NMFS/AKR Protected Resources Div.
222 West 7th Avenue, Suite 43 Anchorage AK 99513  •  brad.smith@noaa.gov

Art Sowls  •  USFWS/AMNWR
2355 Kaeluak Bay Road, Homer, AK 99603•  907.235-6546907-235-7783  Art_Sowls@fws.gov

Mark Spalding  •  Alaska Oceans Program Director, Alaska Conservation Foundation
441 W 5th Avenue, Suite 402, Anchorage AK 99501  •  907.276-1917  Cell 907.229-0285
Fax 907.274-4145  mspalding@akcf.org

Joe Sullivan  •  Attorney at Law, Mundt MacGregor
999 Third Avenue, Suite 4200, Seattle WA 98104  •  206.624-5950  Fax 206.624-5469
jsullivan@mundtmac.com

Kent Sundseth  •  Refuge Operations Specialist, USFWS/AMNWR
P.O. Box 938, St. George Island AK 99591  •  907.859-2233  Fax 907.229-2297
kent_sudseth@fws.gov
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Becky Thompson  •  APA
431 W. 7th Ave., Suite 103, Anchorage AK 99501  •  907.276-8252  Fax 907.276-8262
bthompson@atsea.org

Dan Vos  •  NMFS/AKR Protected Resources Div.
222 West 7th Avenue, Suite 43, Anchorage AK 99513

Mike Williams  •  Biologist, Alaska Research Associates, Inc.
1101 East 76th Street, Suite B, Anchorage AK 99518  •  907-562-3339  Fax 907.562-7223
mwilliams@lgl.com

Bill Wilson  •  Protected Resources Coordinator, NPFMC
605 W. 4th Ave, Suite 306, Anchorage AK 99501  •  907.271-2809  Fax 907.271-2817
bill.wilson@noaa.gov

Evie Witten, Director, Alaska Field Office, World Wildlife Fund
406 G Street, Suite 303, Anchorage AK 99501  •  907.279-5504  Fax 907.279-5509
wwf@acsalaska.net

Richard Zacharof  •  President, Tribal Government of St. Paul
P.O. Box 86, St. Paul Island AK 99660  •  907.546-2211  Fax 907.546-2407

Phil Zavadil  •  Co-Director, Tribal Government of St. Paul Ecosystem Conservation Office
P.O. Box 86, St. Paul Island AK 99660  •  907.546-2641  Fax 907.546-2655  pazavadil@tdxak.com

Teleconference Participants
Gordon Blue  •  Fisherman, The Crab Group  •  gblue@crabgroup.org
Thorn Smith  •  North Pacific Longline Association  •  206.282-4639  thorndog@worldnet.att.net

Presenters
Debbie Harrison  •  Director, South Florida Ecoregion Program, WWF

8075 Ols Way, Marathon FL 33053  •  305.289-1010  Fax 305.289-0113  forpanda@bellsouth.net
Tony Iarocci  •  S.A.F.M.C

236 Guava, Marathon FL 33050  •  305.743-7164  Fax 305.743-2697
Buffy Turner  •  WWF

805 Ocean Road Stuart, FL 33996  •  772.286-1089  Fax 772.219-7537  wwf4@bellsouth.net

Facilitator
Margaret (Meg) King  •  Program Manager, Resource Solutions, Environment and Natural Resources Institute,

University of Alaska Anchorage
707 A St., Suite 101, Anchorage AK 99501  •  907.257-2716  Fax 907.257-2754
anmjk@uaa.alaska.edu
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