A Shared Vision
for Groundfish Monitoring & Accountability

Vision
for

Transformation

A shared vision for monitoring
and accountability requires
transition from reactive to
proactive behaviors.

The current reactive state is characterized by:
●

Unpredictable and incomplete data, driving poorly timed and often
dramatic or insufficient changes in policy, guidelines, and quotas

●

Insufficient and inefficient funding with no horizontal value streams for
all players, preventing long-term planning and approaches

●

Disaggregated and uncoordinated efforts between government and
science, accelerating distrust and disaccord

●

A top-down, push approach that forces stakeholders into new behaviors

We must shift to a proactive state characterized by:
●

Coordinated and seamless operating systems

●

Data that creates a foundation for holistic information

●

Information that emphasizes overall fishery health – rather than only
groundfish health – through data streams on pollution, temperature,
current, etc.

●

Aspirational and strength-based collaboration, sparking pride and
collaboration in order to pull people into new behavior

Principles
of

Transformation

Achieving this transformation requires a
shift in behavior, and operating by a new
set of principles. The following principles
of transformation serve as the bridge
between the old and new.

Meet people where they are —
physically, cognitively, and emotionally.
Trust and collaborative action will be accelerated by enabling more
stakeholders to participate in the conversation and to learn from each
other’s experiences. This requires “meeting people where they are” —
whether that be on the docks, a fishing boat, or in each other’s
communities. It also requires recognizing each other’s experiential
truths and the emotions associated with the issue. While the Council
meetings are a venue for key discussions, they often fail as a vehicle for
sharing experiences and creating a common agenda.

Inspire pride
in our fisheries & communities
Taking an aspirational approach to monitoring and accountability of
fishing will better pull people into new behaviors and enhance their
willingness to participate. This requires celebrating and renewing pride
in the people of our fisheries and communities.

Reward positive behavior
& increase transparency
Transitioning from a push strategy for monitoring and accountability to
a pull strategy requires moving from an approach focused on curbing
negative behavior to an approach focused on rewarding positive
behavior. This also requires more transparent accountability, without
which it would be impossible to identify positive behavior.

Create new value flows
via data collection
In its current system, data is viewed to benefit the few rather than the
many. New behaviors can encourage data collection if data is viewed as
a common good, and new value chains are created with that data to
benefit multiple stakeholders.

Focus on predictability
rather than precision
The question of how many fish there are in the sea can be viewed as a
big data problem—it is complex and there are discrete indicators that
affect the outcome, making it hard to predict precisely. Big data
solutions are those that enable prediction without precision. By
focusing on predictability over time rather than discrete precision, we
can support shared trust-building and collective action.

Enforce
bi-directional accountability
Monitoring and accountability is seen as being focused solely on those
fishermen with the most to lose by doing it. Accountability should be a
shared job, with shared responsibility—including managers and
science advisors.

A Common Platform
for

Transformation

Using the principles of transformation to move from the old to the new,
we create a common platform as the foundation for collective vision and
action. It defines alignment around goals and objectives, and defines
the value proposition for how various stakeholders within a system
work together. If a business model is a network of capabilities woven
together into a sustainable financial model, a system is a network of
business models that have learned how to cooperate. The Common
Platform aligns business models for cooperation.

What is the Job to be Done?
We have significant opportunity to transform monitoring and
accountability. We must create a new value proposition for
cooperation and shared responsibility through the open, transparent,
and shared collection, analysis, and distribution of data.

What is the Concept?
We can imagine that fishing vessels could become the platforms for
shared data collection. We empower and reward fisherman who take
a greater ownership role in monitoring and accountability by
collecting and owning groundfish and other environmental data
(such as temperature, current, pollution) that can begin to build a
base of knowledge about the overall health of fisheries. In this shift,
the data would be made available to scientists for analysis, and
governmental and nongovernmental entities for policy development.

What is the Value Proposition?
Sustainability of groundfish is important to all stakeholders. This
platform would enable a common value chain for all that can
engender cooperation. A unified approach, common language, and
cooperative platform with new value streams can enhance trust and
foster collective action - in effect, giving separate business models a
reason to cooperate as a system.

8 Planks for Making it Work
1

a sense of shared purpose and objectives

2

a sense of group identity and community

3

a common understanding of the challenges

4

a sense of urgency

5

a shared language and common definition of terms

6

a shared base of information to draw on

7

the capacity to discuss tough issues

8

common frameworks to discuss tough issues

In our research and conversations, we found that while there are
opportunities to fortify the entire platform, the five yellow planks
are most in need of strengthening.
1

a sense of shared purpose and objectives

2

a sense of group identity and community

3

a common understanding of the challenges

4

a sense of urgency

5

a shared language and common definition of terms

6

a shared base of information to draw on

7

the capacity to discuss tough issues

8

common frameworks to discuss tough issues

1

a sense of shared purpose and objectives

There is a high level sense of shared
purpose and objectives, weakened
by the distrust of motivations
amongst stakeholders.
Sustainability of the New England ground fisheries
is the highest level of purpose. For fishermen, it is a
sustainability of livelihoods. For agencies, it is
sustainability of the fisheries. However, this
motivation is not visible to all stakeholders, creating
a high degree of distrust.

Opportunities
●

●

Serve as a platform that connects fishermen to
public markets to sell their monitoring data,
improving quality and creating value for
stakeholders.
Reward those who take risks, fostering a culture of
exploration and innovation for stewardship of the
fisheries.

Inspiration
●
●

Airbnb
Nike

2

a sense of group identity and community

We are all stewards of the ocean’s
resources.
Despite the various identities amongst New
England fishery stakeholders, one common desire
is for the long-term health of the ocean’s
resources. All stakeholders share a commitment to
stewardship of the sea and believe that they do
have a role and responsibility in ensuring its
thriving ecosystems.

Opportunities
●
●

Champion “superhero” stewards by shining the
storytelling spotlight.
Expand the impact and scope of existing
communications efforts to grow pride in fishing
and our communities.

Inspiration
●
●

Sports icons like Michael Jordan
“We the Heros” like storytelling campaigns

3

a common understanding of the challenges

There is common understanding
that sustainability is a challenge.
Over the past two decades, fishermen have been
challenged by the sustainability of their
livelihoods. At the same time, scientists and
conservationists have observed the volatility of the
marine ecosystem’s health and decline of
groundfish populations. As all stakeholders are
stewards of the ocean’s resources, the desire to
protect the livelihood, its heritage and its bounty is
fervent.

Opportunities
●
●

Identify a single common challenge to address.
Create a common value chain for all stakeholders.

Inspiration
●
●

Uber
eBay

4

a sense of urgency

The sense of urgency is high
among all stakeholders.
A threatened way of life and an endangered
marine ecosystem produce a sense of urgency
shared by all stakeholders. However, the source of
this urgency varies across the stakeholders.

Opportunities
●
●

Use stories to help diverse stakeholders learn about
each other’s different sources of urgency and angst.
Use experiential visits (e.g., on boats or on docks) to
better share each other’s experiential truths.

Inspiration
●
●

Dinner Clubs
Foreign Exchange

5

a shared language and common definition of terms

A shared language system does
not exist amongst stakeholders.
There is a strong consensus that terms and jargon
commonly used are not well understood by all
stakeholders. There is confusion around the
multitude of acronyms frequently used as well a
lack of agreement around the meaning of broader
terms such as accountability.

Opportunities
●
●

●

Create a dynamic and collaborative definition of
terms
Create broader access to discussions and language
through software that dynamically contextualizes
key terms and phrases.
Real-time polling and feedback during meetings
gives more voice to those present and drives
stronger collaboration.

Inspiration
●
●

Wikipedia
Loomio

6

a shared base of information to draw upon

Information is fragmented and
difficult for all stakeholders to
easily access.
Despite a large body of data on the New England
groundfish fisheries being available, it is difficult for
those without specific training to understand or
access. Further, the quantitative information
synthesized by state agencies is at odds with the
qualitative information of the fishermen at sea. In
short, there is a gap between experiential truths.

Opportunity
●

Create a platform that rewards and enables
two-way flow of information, and value exchanges
that come through exchange of information.

Inspiration
●
●

eBay
Amazon

7

the capacity to discuss tough issues

The capacity to discuss tough issues
requires a greater degree of
transparency, trust & responsibility.
The blurry lines between what is acceptable and
what is not, what is good and what is bad, complicate
the capacity to discuss tough issues. The process by
which discussions happen must be more transparent
than the current system, through which there is not a
willingness to engage with new ideas and some
voices do not feel heard.

Opportunity
●
●

Build transparency through a participatory process
of ratings for fishermen, advisors and managers.
Use platforms, e.g. Loomio, for collaboration and
decision making

Precedents
●
●
●

Airbnb
eBay
Loomio

8

common frameworks to discuss tough issues

Mutual accountability, shared
standards, and cooperative
business models become the
framework for discussion.
Council meetings are generally accepted as the
primary venue to discuss tough issues. However, the
polarized meetings have sparked frustration, distrust
and a desire for a new opportunity to set agreements
on fairness and standards. This can be accomplished
through cooperation and aligning mutual interests.

Opportunity
●

●

Transform the lens with which to view and discuss
tough issues—focus on cooperation, transparency,
and value chains as critical issues common to all
stakeholders.
Use the “data platform” and newly created value
chains as framework for discussing and resolving
tensions.

Precedents
●
●

Airbnb
eBay

Acknowledgments

First and foremost, we would like to thank the stakeholders and participants
who were incredibly generous in sharing their experiences and time with us. They
were instrumental in shaping our understanding, and vital to the process of
developing opportunities.
We would also like to thank The Gordon and Betty Moore Foundation for their
support of this initiative, and their willingness to experiment with participatory
design to tackling this complex issue. Special thanks to Rachel Strader, Program
Officer at the Gordon and Betty Moore Foundation. You have been a dynamic and
engaged collaborator, and facilitated important connections to your
knowledgeable and gracious colleagues.

We would like to acknowledge the following Business Innovation Factory employees
who aided us in this process:
Ethan Blake, Summer Associate; Jacob Brancasi, Senior Experience Designer; Tori
Drew, Operations Director; Victoria Guck, Finance & Operations Associate; Saul
Kaplan, Chief Catalyst; Samantha Kowalczyk, Senior Digital Designer; Stephanie
Lanoue, Talent Manager; Louie Montoya, Experience Designer; Tomás
Quiñonez-Riegos, Citizen Experience Lab Associate; Elizabeth Stefanski, Chief Market
Maker; and Nicole Tingle, Operations Associate.
Thank you for your insight and support.

