chapter 6:	efficient and cost-effective FISHERIES management


Objective (a)		implementing efficient and cost-effective fisheries management on behalf of the Commonwealth.


AFMA is required to implement efficient and cost-effective fisheries management on the Commonwealth's behalf. The 1989 policy stated that no matter what type of agency manages Commonwealth fisheries, if Australia's fisheries are to be exploited in an economically efficient manner then the administration of fisheries management must also be undertaken in a cost efficient manner.� 


The 1989 policy statement also highlighted the importance of the cost recovery approach to fisheries management and the relationship this would have to the delivery of efficient and cost effective fisheries management. It was seen that cost recovery in fisheries management would give industry a strong incentive to ensure that efficient and cost-effective fisheries management is implemented.� Through AFMA's accountability provisions the public, including industry, has the opportunity to assess and comment on AFMA's performance in relation to the efficiency and cost-effectiveness of the organisation, its administration and management. 


The ANAO findings on cost-effectiveness


In relation to this objective the ANAO concluded that:


While AFMA has made significant progress towards achieving this objective there are, however, significant impediments, many of which are outside AFMA's control. These include unresolved jurisdictional arrangements, complex inter-agency arrangements, a lack of administrative policies covering some fundamental day-to-day fisheries management issues, and too few statutory management plans (SMPs) in place. �


In its report the ANAO highlighted that AFMA inherited a range of administrative systems and procedures which have made the implementation of efficient and cost-effective fisheries management difficult. The problems identified in the ANAO include the OCS arrangements, designated fisheries, management planning, consultative arrangements, policies, management information systems, licensing systems, fishing controls and some existing staff. The ANAO recognised that AFMA has undertaken extensive work in addressing these problems.� 


The ANAO believed the most important step AFMA needed to take to improve its performance in the delivery of efficient and cost-effective fisheries was to develop and implement more fishery management plans. The ANAO stated that efficient and cost-effective fisheries management would result from management plans that are:


simple to administer;


easy to police;


readily understood;


have easily calculated fees; and


create an environment which facilitates the achievement of AFMA's other goals.� 


As with AFMA's other legislative objectives, the ANAO found there were insufficient measures against which to judge AFMA's performance and a lack of information on AFMA's actual performance against this objective. As a result, the ANAO recommended that AFMA should:


endeavour to provide more comprehensive information on achievements relating to OCS arrangements, stock assessments, annual management strategies, research plans, cost reduction measures and productivity.� 


AFMA agreed with this recommendation and reported to the Committee that its 1995/96 Annual Report contained an assessment of each fishery against each legislative objective. In its submission AFMA identified its intention to develop and refine reporting against all its legislative objectivises in future Annual Reports, Annual Operational Plans and Corporate Plans.� 


Industry views on cost-effectiveness


On the whole the Committee did not receive extensive comments in relation to this objective. There were a number of fishers concerned at rising costs in their fishery since AFMA's establishment, in particular increases in costs borne by industry. In evidence to the Committee, the Victorian Fishing Industry Federation identified the costs as one of their major concerns in Commonwealth fisheries management.


We have some major concerns about the size of AFMA, as in numbers of employees. That relates to cost — the costs of management to the fishers, the costs per fishery and the communication of the AFMA material to the fishers and vice versa.�


The Federation also provided a written submission to the inquiry. This referred to the impact of increasing management costs, particularly in fisheries that are restructuring:


Management costs in a number of commonwealth fisheries are excessive. Issues of compliance, monitoring and management need to be weighed up against the value of the fisheries. To achieve a 100% compliance rate and management controls that work is possible in any fishery, at a price, but the question is, who can pay the price? The cost of management needs to be analysed against the effectiveness of management controls in fisheries. We currently have the situation where many are unable to meet these ever increasing costs. This is particularly serious, when it is noted that industry's only option to meet the increasing costs is to catch more fish — a situation they are trying to reverse! 


... As fisheries are being restructured, the number of fishers in fisheries has been reduced considerably. While concurrently, the costs of management have increased markedly. This leaves the situation where there are fewer fishers paying for increased management costs. Fishers can no longer pay for exorbitant management costs for management which has in the past proved ineffective and not cost justified.�


Similarly, the submission from the Small Fishing Boat Operators Association voiced concern at the escalation in license fees since AFMA's creation and the impact this has had on small operators. Many of these operators are bewildered at the rise in costs and are angry at the outcome:


Costs have also escalated under AFMA management for fishers. An example is the Southern Shark Fishery (SS). In 1988 a five unit holder (five nets) paid $1250, but in 1996-7 the cost is $4250. 


... Costs imposed on industry through levy bases have more to do with raising the necessary funds to finance the running of AFMA's bureaucracy, than they do to meet the aims and objectives of the AFMA legislation. �


While there were voices of discontent about the costs being imposed on industry through AFMA's management, some were pleased with AFMA's performance in this area. The submission from the Northern Prawn Fishery Industry Organisations, which represents operators in the Commonwealth's most valuable fishery, was positive about AFMA's efforts to reduce administrative costs of management:


AFMA's efforts to reduce management costs is commendable, those for the NPF being lower than when the authority was established.�


Interestingly, a number of submissions focussed on industry involvement in the management process and they believed this would help bring about efficient and cost-effective management. The submission from ASIC, saw the importance of accountability through industry involvement in the management process. They believed that because of this, AFMA would have to provide cost-effective management regimes:


There is strong accountability and responsibility taken up by industry and others in the MAC process, with emphasis on building trust and confidence — and cost effective management arrangements — versus the old adversarial relationship based on a command-control philosophy.�


SETFIA also saw advantages in having industry involvement in management and highlighted the strong incentive this provided AFMA to implement efficient and cost-effective management. The submission from SETFIA stated:


Responsible industry involvement ensures compliance plans are cost effective and practical, making it possible for operators to physically comply with management arrangements.�


�Committee findings and conclusions


An important point to highlight is that efficiency and cost-effectiveness in Commonwealth fisheries should not be interpreted simply as cost minimisation. The Committee believes that some parts of industry may have misinterpreted this objective in this way. Cost reductions through changes to management arrangements should in no way compromise AFMA's capacity to achieve its legislative objectives. To achieve this objective AFMA should:


use an appropriate management regime in each fishery which accounts for the value of the fishery and the number of operators;


employ highly professional staff whose performance is optimised;


operate MACs cost-effectively;


administer cost-effective computing services, compliance and licensing arrangements, monitoring and observer programs, and logbook system; and


ensure their financial status is transparent and accessible. 


AFMA's operating budget has remained relatively stable since its establishment. In AFMA's first full year of operations (1992-93) its operating budget was $16.6 million. This had fallen to $15.3 million by 1995-96 and is estimated to increase marginally in 1996-97.� In 1996-97 AFMA returned funds totalling $3.5 million to consolidated revenue from savings it has made since 1992 on Government funded programs.� 


While AFMA's overall operating expenditure has remained relatively stable, the level of funding provided by the Commonwealth Government has fallen. This has resulted because the proportion of AFMA's total costs recovered from industry has steadily increased. In 1992-93, AFMA's first full year of operations, the Government allocated $22.5 million in special and annual appropriations, and $20.6 million in 1995-96.�


AFMA provided details of changes in its staffing since its establishment. In June 1992 AFMA employed 107 staff. Since that time staffing levels have gradually fallen and at June 1996 AFMA employed 88 staff (67 full time and 21 temporary/contract staff). The 1993-94 Commonwealth Budget required to AFMA to reduce operating costs through reduced staffing and greater efficiencies. This was a three year program over which AFMA was required to reduce its staffing to around 80. The impact of this program was a $1.5 million saving against 1996-97 budget outlays.� 


The Committee is satisfied AFMA has met the budgetary and staffing reduction obligations placed upon it since its establishment. The Committee recognises that not all parts of industry are satisfied with the costs associated of management in this era of full cost recovery. However, industry must recognise that recovery of management costs is an important component of managing Commonwealth fisheries. There will always be individuals who believe the costs of operating are excessive, however, the Committee believes that AFMA is moving in the right direction both from the industry's and the Government's perspective. 


One of the difficulties in assessing AFMA's performance in relation to cost-effectiveness objective has been the absence of adequate reporting against this objective. Hence the general recommendation from the ANAO that AFMA improve its reporting against specific performance indicators (ANAO recommendation 34). The quality of the reporting against this legislative objective improved markedly in AFMA's 1995/96 Annual Report compared to previous Annual Reports.


Despite this improvement, AFMA did not report against this objective for each Commonwealth fishery. If the accountability process is to provide AFMA with an incentive to implement efficient and cost-effective fisheries management, then fishers must have access to information so they can assess AFMA's performance in relation to this objective in their fishery. AFMA's Annual Report provides a mechanism through which this information can be provided and is a particularly important source for those fishers unable to involve themselves closely with the MAC and other management processes. 


In its 1995-96 Annual Report AFMA only provided cost-effectiveness performance information under the following headings:


AFZ observer program;


compliance and monitoring (domestic);


licensing and entitlements;


systems;


human resources and communications; and


logbooks. 


The Committee also notes there is reference to a number of AFMA's activities in relation to this objective in the Managing Director's report in the 1995-96 Annual Report. The Managing Director's report highlighted activities related to cost-effectiveness in the following areas:


systems section;


logbook program;


five year strategic research plans in MACs and CCs;


cost benefit analysis of AFZ observer program;


legal section;


fraud control policy; and


communications with the development of promotional material to raise awareness of organisation and its role. �


In its 1996-2001 Corporate Plan AFMA has identified the strategies it will use to achieve efficient and cost-effective management of Commonwealth fisheries. The strategies outlined in the Corporate Plan are to:


streamline administrative processes and procedures;


maintain and enhance transparent and efficient financial management and budget processes;


provide consultancy services on a commercial basis;


promote a flexible and responsive working environment and secure the commitment of staff to AFMA goals; and


optimise the performance of AFMA human resources. 


While the strategies in the Corporate Plan are important, their applicability to individual fisheries is somewhat limited. AFMA should develop strategies for achieving efficient and cost-effective management in each of the Commonwealth's fisheries. Currently, the only way industry can judge whether there has been an improvement in the costs of managing individual fisheries is through the levies it has to pay. The problem with this method is that changes in levy costs are a poor proxy for judging the efficiency and cost-effectiveness of management in a fishery, and something the Committee believes AFMA would be unhappy to find fishers using this method to judge its performance in this regard. 


The Committee believes there is a need for AFMA to report its performance in relation to this objective in each of its fisheries reports in its Annual Report. This will improve the transparency and accountability of management costs in each fishery. The Committee recommends that:


(15)	the Australian Fisheries Management Authority report its performance against the objective of implementing efficient and cost-effective fisheries management for each Commonwealth fishery in its Annual Report. This requires AFMA to detail the strategies it will use, as well as the actions it has taken, to achieve this objective in each fishery.
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