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Introduction 
In 2002 a number of people came together to discuss an issue of mutual concern: the high 

number of seabirds being injured or killed in the course of fishing. Southern Seabird Solutions grew 

out of that meeting.

On the face of it, we were an unlikely coalition: fishing industry leaders, government officials, 

conservationists, eco-tourism operators, scientists and researchers. Yet a decade on the principles 

on which Southern Seabird Solutions was founded have endured: a collective commitment to 

improving the conservation status of our magnificent seabirds, a desire to work collaboratively 

across our diverse interests, and a deeper understanding of and healthy respect towards 

alternative viewpoints.

It’s a model that, despite the odds, is working.

Through the Trust’s work New Zealand fishers have been regularly exposed to the message that 

fishing can have a serious impact on seabird populations and that fishers themselves are best 

placed to develop, test and refine seabird smart fishing techniques.

There is still significant progress to be made on the issue in New Zealand, but having an 

independent organisation like the Trust to raise awareness of the problem and solutions has been 

very helpful.

We believe this partnership model may be useful for other countries, hence this attempt to 

document what we have done over the years to create, maintain and strengthen the Southern 

Seabird Solutions Trust.

Happy reading!

Janice Molloy
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Cover photograph: Salvin’s albatross – by Peter Marriott

Seabird photographs in this Trust history came from the 
Trust’s 2005 and 2008 Seabird Photo Competition.
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Purpose 
of this Trust 

history
The principle underpinning Southern Seabird Solutions is 

‘conservation through cooperation’. While there’s no single way to go 

about improving the conservation status of seabirds, there is considerable 

value in working together to own the problems and find effective, 

sustainable solutions.

This document is intended as a guide, rather than a prescription, 

for those interested in creating a similar type of collaborative 

organisation. You are also welcome to contact us with any 

follow-up questions, on

info@southernseabirds.org 

The issue
Seabirds are international travellers. They may breed in one part of the world but spend most of their 

lives in another. New Zealand, for example, is the seabird capital of the world. Its waters and offshore 

islands are the breeding grounds for more albatross and petrel species than any other country but many 

leave after raising their chicks to feed elsewhere. 

Unfortunately, seabirds have learned that the easiest way to get food is to forage behind fishing vessels, 

where they risk becoming caught on baited hooks or caught in fishing gear. 

Such accidental death from fishing is the key threat to the survival of many of these ocean-going birds. 

32 Photo by John Cleal, F.V. Management Services Ltd.
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Achievements 
Southern Seabird Solutions has led or facilitated 

a number of projects over the years to increase 

awareness of the issues, and support changes in 

fishing practices. These projects have included:

•	 An international mitigation mentoring 

programme to assess and help to 

develop mitigation ideas which have 

promise

•	 Fisher exchanges between countries 

– supporting fishers to share their 

innovations and insights

•	 Workshops for fishers, encouraging a 

‘seabird smart’ approach to fishing

•	 Awards and competitions to recognise 

industry efforts 

•	 Development and distribution of 

factsheets and other resources 

•	 Provision of “seabird smart” training 

•	 Hosting events such as the first 

international trawl workshop with a focus 

on seabird mitigation

Outcomes include:

•	 engagement of fishers and fishing 

industry leaders with the issue of seabird 

mortality and the need for effective 

mitigation techniques

•	 the development of mitigation devices

•	 increased general awareness of seabird 

issues

•	 strengthening of relationships and 

networks between the fishing industry 

and others with a shared interest in 

resolving seabird mortality, in New 

Zealand and internationally. 

People and 
partners
Partners and Sponsors

Southern Seabird Solutions Trust is financially 

supported by the New Zealand Seafood Industry 

Council and the Department of Conservation. The 

Trust is also supported by WWF, the Ministry of 

Fisheries, and Te Ohu Kaimoana. Funding for the 

Trust’s projects comes from a variety of sources, 

both within and outside New Zealand, and includes 

financial contributions from supporters, grants, 

sponsorship and services in kind. 

Trust Board
•	 Eric Barratt, Sanford Ltd

•	 Peter Te Matakahere Douglas, 

Te Ohu Kai Moana

•	 Chris Howe, WWF-New Zealand

•	 Bill Mansfield (Chair)

•	 Kevin O’Connor, Department of 

Conservation

•	 Graeme Sinclair, TV & radio presenter

•	 Scott Gallacher, Ministry of Agriculture 

and Forestry

“We are totally focused 
on receiving the good 
ideas that we know are 
out there, and turning 
them into workable 
solutions.” 
Barry Baker, 
International Mitigation 
Mentor.

Contacting the Trust

Email the Trust at info@southernseabirds.org 

or via project-specific email addresses on the 

Trust’s website, www.southernseabirds.org 

“If we’re going to succeed in terms of protecting seabirds 
we need to instill values in our children as they go 
through the schools. We’re doing work in this area with 
Southern Seabird Solutions.” 

Alan Riwaka, Te Ohu Kaimoana.

Eric Barratt

Peter Te Matakahere Douglas

Chris Howe

Bill Mansfield (Chair)

Kevin O’Connor

Graeme Sinclair

Case study 1:

Finding solutions at home and abroad

They may speak a different language, fish in different waters and target different species, 

but Uruguayan fishers and their New Zealand counterparts have at least one thing in 

common.

“Just like in New Zealand, there are many fishermen in Uruguay who want to stop catching 

seabirds,” says Uruguayan fisher Gabriel Tomas.

And Gabriel should know, he has a lot of experience with seabird bycatch mitigation and 

has taken part in New Zealand-based Southern Seabird Solutions Trust workshops to pass 

his knowledge on to others.

“For some (fishers) who are less willing to change we need to take time to discuss with 

them why it is to their benefit to reduce incidental captures. Some people will change 

because they want their children to grow up and be able to see albatrosses at sea and 

others are willing to change when they understand the economic advantages.”

Many seabirds seen in Uruguayan waters, like the wandering albatross, northern and 

southern royal albatross, and white chinned petrel, are familiar to New Zealand fishers. 

Others, like the yellow-nosed albatross and Tristan albatross, breed on islands in the South 

Atlantic and forage in the South Atlantic from South America to Africa.

Gabriel’s visit to New Zealand was not all one-way traffic. He returned to Uruguay with a 

number of Kiwi ideas on seabird bycatch mitigation.

And, as Deepwater Group representative Richard Wells says, “a reminder for all New 

Zealand fishers that we are not alone in either the issues or the solutions to longline 

captures.”

(Seafood New Zealand, 2008)
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Origins 
Before Southern Seabird Solutions

In the early 1990s when the potential impact of fishing on seabird populations was just becoming known, 

there was little or no constructive dialogue between the fishing industry, government and environmental 

groups in New Zealand. The focus was on discrediting the other “side”, denying the problem was caused 

by fishing and down-playing the extent of the industry’s interactions with seabirds. But while there was 

little real progress “on the water” during this period, there was considerable media interest, and this put 

pressure on all parties to address the problem.

In 1996, the New Zealand Government amended the Fisheries Act to enable it to impose a levy to 

investigate and mitigate the impacts of commercial fishing on seabirds and other protected species. The 

annual consultation process associated with this Conservation Services Levy meant all sectors regularly 

met together. While this wasn’t always a constructive experience, it did mean that key people started to talk 

about the issue, and it was out of this critical first step that the first tentative relationships began to form. 

Around the same time, a number of fishers who had witnessed seabird deaths on their vessels began to 

experiment with different operational approaches to their fishing methods. Several early projects funded 

through the Department of Conservation’s Conservation Services Levy supported the development of these 

fishing ideas. 

These two things - fishers testing new fishing practices and people getting to know each other - changed 

the way many people thought about the issues. Fishers were no longer a faceless group of individuals that 

could be written off as uncaring scoundrels. The more collaborative government officials and environmental 

groups such as WWF showed willingness to work with the industry, and this meant that fishers themselves 

could no longer hold the view that these organisations were using the seabird issue to close the fishing 

industry down. 

This was a significant turning point in seabird conservation. Suddenly it was possible to contemplate 

working together. Not everyone held this view, of course, and some NGOs have declined to be part of the 

Trust. But for many, the quest for effective, long-term solutions to the issue of seabird bycatch was worth 

putting aside historic differences. 

“Fishermen are the same the world over, we’re in the same business 
and with seabirds there are things to learn from each 
other. We need fishermen to put on their thinking 
caps and share their good ideas.
I believe we can solve this!” 
Dave Kellian, tuna fisherman

The Founding Workshop

In 2002, the Department of Conservation decided to focus on 

reducing the mortality of New Zealand seabirds in fisheries 

outside of New Zealand’s Exclusive Economic Zone (EEZ). A 

number of initiatives were already underway within the EEZ, but 

it was clear these would fail unless fishing threats were addressed in other parts of the seabirds’ foraging 

ranges. The Department decided it was time to see whether enough trust had been built across fishing, 

conservation and government interests to enable a collaborative approach to the problem. A wide range 

of individuals and groups were invited to a workshop in Nelson in July 2002 to discuss new ways of 

addressing seabird deaths in fishing.

The key planning elements were:

Leadership: individuals within the Department of Conservation and Ministry of Fisheries who were known 

and trusted by all parties (Janice Molloy and Neville Smith) were used to promote the workshop. Fishing 

industry leaders were also involved in the workshop’s development and promotion.

Common Understanding and Buy-in: a document was prepared to state the facts of the issue, without 

emotion or rhetoric. This document outlined the risks of not addressing seabird mortality, including the 

potential impact on the New Zealand fishing industry if the Government was forced to introduce stricter 

regulations. 

Shared Outcome: while the organisers had a general idea about what might emerge from the two day 

workshop, the outcomes were not premeditated and these arose spontaneously from the collected group. 

A total of 35 people attended the workshop - fishers, company operational managers, fishing training 

schools, environmental NGOs, government, eco-tourism operators, and Maori fishing interests. Several 

international participants (NGO and government) also attended, and this gave the workshop a broader 

perspective.

Following lively, frank and respectful discussion, workshop participants decided to form a group to tackle 

fishing-related seabird deaths. Industry participants argued that the newly formed group needed to address 

seabird mortality in New Zealand fisheries, as well as internationally, and that view was supported by the 

group.

Looking back, the key to the workshop’s success was having known people organising the event, a “we’re 

all in this together” approach, an open agenda and enough trust for industry members to feel safe to talk 

openly about the issue.

It is particularly pleasing that almost all of these original supporters have maintained a strong interest 

and, in many cases, active involvement in Southern Seabird Solutions over the years. In 2008, we held a 

workshop to review what had been achieved since 2002, and to obtain a mandate from supporters on the 

Trust’s future direction, and many of the original participants attended.

 “We were uncertain what might emerge from the workshop. At worst we 
worried it might become a forum for dispute. We certainly didn’t want that, 
so we put a great deal of thought into the planning.”

Janice Molloy

 “There was a 
strong view that we 
needed to continue 
cleaning up our 
own backyard.”

Janice Molloy

The Nelson workshop, 2002
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Consolidation

Janice Molloy from the Department of Conservation coordinated the group’s activities following that 

ground-breaking workshop. With the help of the New Zealand Seafood Industry Council (SeaFIC), she 

developed a sponsorship proposal and secured funding for two international initiatives (a skipper exchange 

with Chile, and an advisory officer in the South African pelagic fishery) and a local initiative (a video for New 

Zealand fishers). 

The new group wanted to work with fishers to raise awareness in that first period and to publicise the 

industry’s efforts to solve the problem. As a result, SeaFIC agreed to fund a part-time communications 

manager to drive this work, and Cushla Managh was appointed to work with Janice Molloy. 

For the first 18 months the partnership operated without any formal structure, holding open planning and 

reporting meetings. Usually about 20 people would attend – but not always the same 20, which made it 

difficult to maintain continuity for planning and direction of the group. As well, because Southern Seabird 

Solutions was at that stage operating from within a government department, it could not hold funds across 

years. 

The group decided to investigate governance options to better suit its needs, which included having:

•	 the scope to raise funds and hold assets

•	 the ability to operate internationally, which includes receiving and investing funds

•	 low risk of personal liability

•	 the ability to enter into contracts in the organisation’s name

•	 a process for winding up the organisation

It obtained legal advice from the Department of Conservation and, as a result of that advice and its other 

discussions, decided to establish itself as a charitable trust under the Charitable Trusts Act 1957. This 

required developing a trust deed, having Settlors to provide the original funds for the Trust, and establishing 

a Trust Board. 

The group as a legal entity

The Department of Conservation funded a law firm to prepare the Trust deed, guided by the following three 

principles: 

•	 the importance of supporters as the backbone of the group (at this stage still primarily the 
workshop participants who instigated the partnership) 

•	 decision-making by consensus 

•	 the right of members to go about their normal business, in recognition of the diverse views 
and interests within the group. Related to this, because government agencies belonged to 
the group, it was decided that Southern Seabird Solutions would not make submissions 
on government policy during consultation rounds or in any way comment on government 
initiatives. 

The following was agreed as the purpose of the Trust:

“The Trust will promote the conservation of albatrosses and petrels within New Zealand and internationally. 

It may, among other things:

•	 encourage New Zealand fishers to become world leaders in developing and using effective 

mitigation measures, and acknowledge role model fishers and fleets

•	 implement cooperative projects that build commitment for use of mitigation measures, and 

transfer of technology and knowledge between countries

•	 establish multi-stakeholder groups with similar objectives to the Trust in other countries

•	 encourage all fishing nations to join the Agreement for the Conservation of Albatrosses and 

Petrels (ACAP), and encourage them to implement effective National Plans of Action

•	 carry out research that contributes to the conservation of albatrosses and petrels

•	 seek resources to enable the Trust to implement its projects”.

The following roles in the Trust were also agreed: 

•	 Settlors, responsible for formally establishing Southern Seabird Solutions Trust and for 

providing the initial funding. Fishing companies which decided to be Settlors were able to 

publically associate themselves with a positive conservation initiative. The Trust has 11 

Settlors, and they were presented with a certificate by the then Minister of Fisheries, the Hon. 

Pete Hodgson, at the Trust’s launch in Auckland in November 2004. 

•	 Supporters, who set the direction of the group and its projects, and elected people to 

office-holding positions. Initially the Trust maintained a register of supporters because of 

their powers under the deed (the Trust needed to know who held the powers). However, this 

“ground up” approach to decision-making proved cumbersome and required annual meetings 

of supporters to make decisions. The deed was subsequently altered to allow Trustees to 

make decisions about membership of the Trust Board and the Management Committee, as 

well as staffing decisions. 

•	 Trustees, who are accountable for the activities of Southern Seabird Solutions. The Trust deed 

states that Trustees will be chosen for their enthusiasm for the Trust’s work, and for their skills 

and expertise in promoting the Trust. In practice, Trustees have also been chosen because 

of the positions they hold within government, industry and within WWF. The deed has been 

updated to reflect this, and now specifically states that senior representatives of WWF-New 

Zealand and the Department of Conservation will be Trustees. Trustees (or their organisations) 

provide their time pro bono. The Trust Board meets twice or three times a year. 

•	 Management Committee members, who are responsible for managing the Trust’s 

activities. The deed states the Committee comprises between 6 and 12 members representing 

fishing interests, conservation, non-government organisations, Maori, and government 

agencies. The Management Committee’s purpose is to prepare strategies, identify projects, 

 “My work experience both as an international negotiator and head 
of a government department has convinced me that if you’ve got a 
difficult problem, the way forward is to get everybody who has direct 
responsibility or expertise together to work collaboratively on the 
issue. That’s how you make progress.”

Bill Mansfield, Chair of the Trust. 

Photo by John Cleal, F.V. Management Services Ltd.
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pursue funding, prepare annual reports about the Trust’s activities, and manage the Trust’s 

bank accounts. Management Committee members (or their organisations) provide their time 

pro bono. The Committee meets approximately three times per annum. A communications 

sub-committee meets several times each year to provide guidance and advice to the Trust’s 

communications work, and project groups formed around specific projects provide leadership 

and direction. Part-time operational roles, including:

•	 Trust Convenor, who reports to the Trust Board and oversees the running of the Trust. 

This includes managing relationships, increasing and maintaining networks, fundraising, 

developing the strategic direction of the Trust, overseeing the annual planning and 

reporting, and approving communications. 

•	 Trust Manager, who reports to the Convenor, and delivers the core activities that 

maintain the Trust. This includes preparing the annual business plan, annual report, 

sponsorship plan and sponsorship proposals, as well as preparing Board papers and 

minutes, financial reports and other documents.

•	 Communications Manager, who reports to the Convenor and delivers a mix of core and 

project communications activities.

During the Trust’s set up phase, the Department of Conservation carried out and funded the necessary 

work to establish the Trust. 

Case study 2:

Working together to solve the problem

The auto-line fishing industry has come a long way since the 1990s. Back then, former 

deepsea vessel manager for Sealord Malcolm McNeil says, the smaller birds that stole bait 

were regarded as a “feathery squawky pain in the butt.”

He says that at the time they didn’t know the issues, but things changed in 2000 when 

Government warned that if deepwater fishers did not reduce the numbers of seabirds they 

caught some fisheries would be shut down.

“I phoned the Sanford vessel manager and suggested we work together to try and sort out 

the problem and he jumped on board. We realised that, to solve it, we had to work with 

everyone involved: fishing companies, vessel managers, skippers, DOC, MFish, fishing gear 

suppliers and even NGOs.”

The companies got to work and developed a code of practice, wrote a training manual, and 

began working on tori lines. 

“We came to realize that there is no silver bullet to reducing seabird bycatch, fishers need 

a suite of measures and devices that they can turn to.”

One of the breakthroughs for the auto-line fisheries was a special type of fishing line, called 

an Integrated Weighted Longline, which had small lead beads woven into the rope to make 

it sink to a depth that seabirds could not reach. 

“Suddenly mitigation became easier to manage. The new line didn’t impact negatively on 

catching fish, it behaved nicely on the boat and soon the crew preferred it.”

There has been a dramatic reduction in the number of seabirds caught by New Zealand’s 

deepsea fishers since 2003 and The Integrated Weighted Longline is now used all over the 

world by auto-longliners. New gear and techniques have helped, but fishers acknowledge 

that the best tool for reducing seabird bycatch is a crew that is aware of the issue. 

(Seafood New Zealand, 2010)

Tuna fishing – Photo by SeaFIC
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In 2011, the Trust began forecasting the time required of each committee member over the coming year, 

so they can better allow for this in their work programming, and to also to show the true cost of running a 

partnership such as the Trust.

Because only one environmental NGO is fully involved in the Trust, there are more industry representatives 

around the Management Committee table than conservation voices. This becomes particularly problematic 

with the project steering groups, which are a subset of the Management Committee. However, government 

representatives (Department of Conservation, Ministry of Fisheries, and in early years the Ministry of 

Foreign Affairs and Trade), an independent seabird expert, the Convenor and the Trust Manager help to 

balance the industry voice. 

The first set of Management Committee members helped create the Trust and set up the systems and 

processes that are currently used. They were all present at the formative workshop and felt a strong 

sense of ownership for the partnership. There was also a high level of cohesion and harmony within the 

Committee.

Over time, the original Committee Members have served their term and stood down, and others have taken 

their place. An induction is provided for all new members (and Trustees) to ensure they understand the 

Trust’s role within the broader political landscape.

There has been a slight change in group dynamics over the life of the Trust, with more differences of 

opinion. Partly this has been personality driven, but it could also be due to individuals not having the same 

connection back to the formation of the partnership. 

Overall, the parties involved in the Trust have worked very constructively over the years, and individuals and 

organisations have been extremely generous with their time and resources. 

“There’s an understanding among us that we can put our disagreements 
and conflicts to one side and work together in a collaborative and open 
manner on the issues of seabird conservation that we all agree on. This 
has been critical for the successful operation of the Trust at all levels.”

Chris Howe, WWF-New Zealand. 

“Here in Kaikoura 
we can see up to 14 
species of albatross 
off the coastline. It’s 
a real privilege and 
we’d hate to lose these 
magnificent birds. 
We’ve been working 
with Southern Seabird 
Solutions since the 
beginning, and we’ve 
been heartened by the 
progress made over the 
years.”

Dennis Buurman, 
Encounter Kaikoura,  
eco-tourism business 

owner.

Governance in practice
The charitable trust model has proven to be an excellent fit for the partnership, providing both 

flexibility and a robust governance framework.

Trust Board

The fishing industry and senior management within the Department of Conservation, Ministry of 

Fisheries and WWF were consulted to identify individuals suitable as Trustees. The Trust particularly 

wanted to attract leaders who could promote the Trust’s work within their sectors, and “open 

doors”. All of the individuals approached agreed to be Trustees and their appointments were later 

approved at a Supporters’ meeting. 

At the time Trustees were first being appointed, senior officials within the Ministry of Fisheries 

felt their organisation could not be represented because this could cause a conflict of interest 

with the Ministry’s regulatory role. This decision has since been reviewed and the Ministry is now 

represented on both the Trust Board and the Management Committee. However, the State Services 

Commission has instructed that only Deputy Chief Executive Officers (not the Chief Executive) can 

be a Trustee because of the CEO’s regulatory powers. 

As outlined in the deed, the Trustees appoint one of their number as a Chair. To date both Chairs 

have been from outside the industry. 

The Trust Board carries out normal governance responsibilities such as approving the Trust’s annual 

business plan, long term strategies and annual report (examples of these can be found on the 

Southern Seabird Solutions website at www.southernseabirds.org). It contracts staff to carry out the 

work of the Trust (the Convenor reports to the Board), and develops policies as it sees fit. Trustees 

have also attended Trust events, used their networks and profile to broaden the support base within 

their sector and helped raise funds. In short, having the buy-in of sector leaders through the Trust 

Board has significantly strengthened the reputation and capacity of the Trust.

Management Committee

Although the deed states the Management Committee’s role is to manage all of the Trust’s 

activities, in reality this is not workable. Management Committee members who are employees 

of other organisations or businesses generally do not have time allocated within their jobs for 

Trust work, so they are somewhat limited in their capacity. Others who are self-employed, such 

as fishers, are obviously fully committed earning their living. There have been notable exceptions, 

but most of the Trust’s work is undertaken by the Convenor and Trust Manager, on behalf of the 

Management Committee. The Trust is therefore careful to involve the Committee members where 

they add most value. Examples include advising on annual work programmes and specific project 

plans, as role models (fishers), accessing their commercial connections for sponsorship, and 

opening doors into their networks. Several Management Committee members have played key 

roles in delivering projects.

Southern royal albatross – Photo by John and Sue Bennett
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Staff roles 

Because the Trust is a small organisation, it means the Convenor, Trust Manager and Communications 

Manager need to cover a broad range of work which some larger organisation would employ specialist staff 

to deal with. This includes managing the finances, supporting the various committees, developing policy, 

raising funds, arranging events, managing relationships, recruiting and managing contractors, planning and 

managing projects, strategic planning, and managing media and communications. Recruiting staff to carry 

out this range of activities is difficult, because generally people have strengths in some but not all of these 

areas. For instance communications or fundraising experts are not necessarily experienced (or interested) 

in administration and financial management.

When recruiting for Trust Managers, we have had to decide which of these skill areas is the most important 

at the time, and balance these against the Convenor’s skills. For instance, the first Trust Manager was a 

communications expert and able to cover this aspect of the Trust’s work, as well as the core administration 

functions. At the time, funding was well provided for, so fundraising was less important. By comparison, 

the current Trust Manager was chosen in part for her fundraising skills because of the need to grow our 

sponsorship base, and a communications expert was contracted to respond to the Trust’s communication 

needs. 

The role of Convenor has proved to be central in the smooth running of the Trust. This position acts as the 

‘glue’ in the organisation, holding people together when their differences of opinion might otherwise split 

them apart, providing strategic advice to the Board and Management Committee, and securing funds which 

enable further conservation activities to be carried out. 

Communication
All of the Trust’s work involves communicating information or ideas. The audience is usually fishers, but 

sometimes includes fishing companies, port communities, governments, sponsors, school children and the 

public. Communications need to be carefully managed so that important information and messages are 

conveyed without alienating any of the Trust’s partners. The Trust has a Communications Strategy that lays 

out agreed high level messages, defines an approval procedure for any communications, and identifies and 

manages risks around communications. 

Fishers and fishing companies need to feel good about themselves, and about their adoption of ‘seabird-

smart’ fishing techniques. Like everyone, they like to be seen as ‘good citizens’. Southern Seabird Solutions 

has helped industry mitigation efforts and successes to be celebrated publicly through the general news 

media, as well as through seafood trade publications.

Southern Seabird Solutions focused much of its efforts during its first three years on this communication of 

successes; and most particularly communicating these successes within industry circles. Monthly stories 

were carried in the Seafood New Zealand magazine that celebrated role-model skippers, new ‘seabird-

smart’ fishing technologies and information on the birds themselves. The stories had a huge effect in 

building and maintaining support from across the fishing community and wider industry.

One of the key messages is that even occasional catches of albatrosses will have an impact. A fisher who 

catches one or two albatrosses over a year may not appreciate the seriousness of this, but when he or she 

realises that literally thousands of fishing boats operating in the southern hemisphere are killing the same 

number - and in some cases, many more - the impact on seabird populations becomes much clearer.

Partners have occasionally suggested that the Trust become a public commentator on seabirds. This would 

mean responding in the media to statements about seabirds and fishing. Partners have proposed that this 

would raise the Trust’s profile in the public domain and help to attract sponsors. However, the Trust has 

decided it would divert time and energy away from our work focus and be a difficult role to carry out in 

practice. 

“When we’ve managed these differences to our advantage it has 
pushed us to think more deeply about problems and come up with novel 
approaches. When we haven’t dealt well with the tension and resolved 
differences of opinion quickly as a group, then myself and the Trust 
Manager have met with individuals to look for common ground.”

Janice Molloy.

Fishing for snapper

Photo by Greg Tinney
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Funding and financial management
 Finances are separated into core work and project work. Core costs include all costs not directly 

associated with a project such as: staff time for managing the Trust, fundraising and work not associated 

with projects; accounting fees; general administration and meeting costs; some communications work 

such as maintenance of the Trust’s website and preparation of newsletters and other incidental costs 

such as travel associated with the core work of the Trust. All other costs are those linked directly with 

projects for which staff time is specifically allocated and accounted for. 

In the first three years, the Trust received adequate funding from the Department of Conservation, 

DeepWater Group and Seafood Industry Council to cover all core costs and some project management 

and communications costs. This helped the Trust establish itself and begin its first projects without 

significant fundraising. More recently core funding has reduced, and more time has been spent on 

raising funds to cover both core work and projects. All project management and communications costs 

are now included in project budgets, and we add an administration fee of 15% to help cover our core 

costs where possible. 

It is recognised that this partnership model requires a larger core funding base. For example, 

approximately 25% of combined Trust Convenor and Manager time was spent on projects in 2010. For 

this reason the Trust is looking to diversify its core funding income streams.

Sponsors of projects have primarily been the Trust’s partners – fishing companies, government and 

WWF. The Trust has also attracted funds from granting agencies, and hopes to grow this source in the 

next few years. Multiple sponsors are preferred for projects, and a mix that represent our key sectors 

(government, industry and environmental interests). The Trust has a standard tiered sponsorship 

programme, with different benefits for each tier. A “Supporter” tier has been added recently for 

organisations which want to show their support for the Trust, but cannot afford to become a sponsor of a 

project. This funding is untagged, and can be used at the Trust’s discretion. 

Project selection
The Trust’s work has been guided at a high level by two five-year strategy documents. These contain 

the Trust’s overarching goal, and intermediate outcomes (or objectives) that when met, will collectively 

achieve the goal. The Management Committee has used this to help select annual projects that are 

included in business plans, also bearing in mind the skills, networks and expertise within the group 

and initiatives already underway elsewhere. More recently the Trust has begun to undertake multi-year 

projects, and to form stronger links between our projects so that they reinforce each other. Multi-year 

projects such as “seabird smart” training for New Zealand’s inshore fleets allow the Trust to take on 

larger projects and achieve greater conservation gains. 

Most of the projects involve fishers, simply because fishers are most receptive to new ideas from their 

peers. They can also more easily stand in the shoes of another fisher and know how to communicate the 

message in a way that is meaningful.

Deciding what projects will be most effective is not easy, because measuring the difference the Trust makes 

is not straight forward. The ultimate measure of success is a reduction in the number of seabirds caught by 

vessels in fisheries with which the Trust works. However, most fisheries have low observer coverage. Even 

when there is adequate observer coverage to be able to measure trends in seabird numbers, it is not easy 

to explain what has caused any observed reductions. It could be the efforts of other organisations (including 

the industry) that created this change, or it could be due to changes in seabird abundance at the fishing 

grounds. Most likely it is a mix of things, which makes it difficult, if not impossible, to accurately measure 

the Trust’s effectiveness. 

The Trust has considered surveying New Zealand fishers to gauge the impact of activities on attitudes and 

at-sea practices. Others who have attempted surveying fishers in the seafood sector have found contacting 

and getting a response from fishers to be difficult. Probably the only real way to do this would be to employ 

a person to spend time around ports and other places frequented by fishers to get a qualitative response; 

to date, the Trust has not done this. 

New seabird issues have emerged since 2002. At first the Trust’s projects focused on the impact of 

long line fishing on seabirds but it subsequently became apparent that some trawl fisheries were killing 

significant numbers of seabirds. More recently, attention has turned to the potential impact of recreational 

fishing on rarer species. The Trust has had to carefully consider whether to maintain its focus on one 

mortality source or to spread efforts more broadly across different types of fishing interactions, taking into 

account what others are already doing, and where the Trust’s strengths and skills lie. 

“The Department of Conservation has supported the Trust from the 
beginning, because we recognise how important it is to work with the 
key players in a collaborative way in helping solve the issue of seabird 
mortality at both a national and international level.” 

Kevin O’Connor, Deputy Director General (R&D), Department of Conservation. 

Southern Buller’s albatross.
Photo by Bruce Mockett
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Maintaining relationships 
As would be expected, there have been challenges in maintaining relationships both within and outside 

the Trust. These mostly arise through inadequate communication or misinformation. Identifying potential 

sensitivities early and taking care to keep particular people very well informed saves a great deal of effort 

later on. 

Not every person or group agrees that a partnership approach is an effective way to solve seabird deaths, 

and this is something the Trust has had to accept and manage. 

Looking ahead 
Since the partnership was formed in 2002, many more government, industry and environmental groups 

have begun working to reduce seabird mortalities in the Southern Hemisphere. Because of this, the Trust 

needs to ensure projects focus on unaddressed issues, or that a new or more effective approach is taken. 

A key point of difference between the Trust and other organisations is the active involvement of fishers and 

fishing industry groups in the partnership. It means industry members can reach new fishing audiences, 

and champion the changes that are needed. 

In 2008 the founding supporters were asked if the Trust still had a role and if so what that might be over 

the coming decade. Supporters also provided feedback on the Trust’s strengths and how best to use these. 

There will come a time when the partnership will wind up, or significantly change its focus. As with any 

longstanding collaboration, this can be a hard decision to make. However, hopefully there will be a time in 

the near future when seabirds are adequately protected from fisheries mortalities or when other groups or 

organisations are better placed to undertake the remaining work. 

Case study 3:

Ingenuity helps seabirds but job not yet done

You’ll find every personality type there is represented in the ranks of commercial fishers. 

But there are a few traits that seem common to them all: an independent spirit and 

inventiveness. 

Both of those qualities tend to be on display when Southern Seabirds Solutions Trust holds 

workshops where fishers and inventors from around the world can showcase their ideas.

Take Carlos Moreno, Professor at Univeridad Austral de Chile, for example. His ‘cachaloteras’ 

invention was developed in conjunction with Chilean fishers to stop whales from taking 

the catch off longlines in the Chilean toothfish fishery. Turns out the device also eliminates 

seabird bycatch.

Hans Jusseit of Australia, an ex-tuna longline fisher turned inventor has developed the 

aptly named Smart tuna hook which 

discourages seabird bycatch.

Not forgetting New Zealand’s own John 

Bennett whose Kiwi Longline Setting 

Tunnel was included as part of an 

overall retrofit on the autoliner Antarctic 

Chieftain. The tunnel allows baited 

hooks to be released closer to the 

water’s surface.

These ideas were all well received, but everyone agrees more work is still to come. Which 

raises the question, when do you know the job is done? 

A recent workshop put this question to fishers and others, and here is what they said.

The job will be done when:

- Fishers around the world are seabirds’ greatest advocates

- Every vessel has been assessed and is deploying effective mitigation measures

- The public is aware of fishers’s contribution to protecting seabirds

- Seabird-smart fishing is the norm

(Seafood New Zealand, 2008)

 “Fifteen years ago the problem of incidental seabird bycatch was 
not fully recognised by all. Since then there has been a steadily 
developing working relationship between environmental groups 
and industry to understand and address problems related to 
seabird bycatch.”

John Bennett, fisher.

Photo by SeaFIC

Photo by Janice Malloy
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Conclusions
Partnerships need to be carefully managed if they are to stay functional and useful. This maintenance takes 

a significant amount of time. For instance, all of the partners need to be kept well informed, and listened to. 

Identifying partners that feel less engaged or disenfranchised is very important, and efforts should be made 

to rectify this. Because decisions are by consensus, regular meetings to discuss issues are necessary, and 

the administration associated with this can be significant. Fundraising, staff recruitment, preparation of 

publicity material, and other communications all take time. 

For some environmental issues there may be more direct and effective ways to achieve the desired 

outcome. For instance regulation, policing, market restrictions and other mechanisms can be used. In the 

case of seabird mortalities and fishing, however, the mortality happens over the horizon, away from the 

gaze of the public and the regulator. Unless fishers care enough to change their behaviour, regulations and 

incentives will only work when someone is watching. Southern Seabird Solutions Trust aims to achieve a 

situation where all fishers care enough to apply best practice seabird smart techniques.

This project was sponsored by WWF. Southern Seabird Solutions Trust is financially supported by the New Zealand 

Seafood Industry Council and the Department of Conservation.

“The fishing industry is committed to solving this issue and has 
made significant gains over the past decade. There is enormous 
value to be gained in working together and bringing different 
perspectives to bear on the same problem.”

Eric Barratt, Sanford Ltd.
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