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MEMORANDUM
TO: American Lobster Management Board
FROM: American Lobster Technical Committee

DATE: April 16, 2021
SUBJECT: Lobster Management Strategy Evaluation Options

The Atlantic States Marine Fisheries Commission’s Lobster Technical Committee (TC) was tasked by the
American Lobster Management Board (Board) at the Commission’s 2021 Winter Meeting to develop a
set of prioritized options, timelines, and draft budgets to assist the Board in considering if management
strategy evaluation (MSE) could be of use for management of the lobster fisheries. The TC met via
webinar two times following the Winter Meeting to develop and prioritize these options. Options are
outlined at the end of the memorandum, and include anticipated personnel needs, major budget line
items, and timelines with milestones that would incur a substantial cost. However, the TC indicated that
due to the highly interdisciplinary nature of MSE, additional perspectives are needed to provide a
comprehensive work plan. Therefore, the TC has provided some recommendations for next steps for
MSE development in addition to a recommended option to pursue. In addition to the line item cost
estimates for each option, it is important to keep in mind that these costs do not include time and,
consequently, indirect costs of several participants’ time being allocated to participating in the MSE
process (e.g., TC members); workloads would have to be prioritized and modified to accommodate the
MSE workload. Competing workloads include the next lobster stock assessment (tentatively scheduled
for 2025) and a potential Jonah crab stock assessment (tentatively scheduled for 2023), at a minimum.
The details of the options provided at the end of the memorandum are considered preliminary and may
change dependent on management goals and objectives (e.g., need to include anthropologists to
address human dimensions objectives).

TC Recommendations on MSE Focus

The TC recommends the option for a two-phase MSE of the Gulf of Maine/Georges Bank (GOM/GBK)
stock. The first phase of this option would provide an intermediate MSE at a coarser spatial resolution
(i.e., stock level) that can be used to support a management framework in a relatively short timeframe,
while also allowing time to build knowledge and tools to develop a subsequent, spatially-explicit MSE in
phase two. This phased approach provides short term management guidance, while concurrently
building the framework to expand to a spatially explicit approach in phase two. The extended timeframe
may also allow several large-scale changes on the horizon for the lobster fishery to develop that could
impact the lobster fishery and management goals, and thus better guide the cost and focus of
incorporating spatial considerations explicitly into the MSE.

The TC believes MSE has potential for supporting a management framework for the Southern New
England (SNE) stock, but believes a SNE-focused MSE is a lower priority option for several reasons. First,
the scale of the fisheries in terms of fleet size and landings make the GOM/GBK stock a higher priority.
Second, MSEs are generally focused on proactive management strategies for the future of the fishery,
such as strategies intended to promote stock resilience, as opposed to reactive management strategies
responding to stock conditions estimated in past stock assessments; the TC believes this further skews
cost-benefit considerations of MSE in favor of the GOM/GBK stock. Third, the TC anticipates unique
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challenges that would require more complex tools to provide a successful SNE MSE. These challenges
include the dominant mixed-crustacean nature of the fishery, and the degree and rate at which the
lobster population and fishery have changed in response to climate change. These factors require
modeling aspects of both Jonah crab and lobster population dynamics and distributions, as well as
spatial dynamics of the fishery in any MSE option. There is also a high likelihood for an MSE to require
customized model development and data collection by stock (e.g., socio-economic indicators), making
MSE focused on one stock at a time most feasible.

TC Recommendations on Next Steps

The TC recommends two next steps for development of an MSE. First, a formal process is recommended
to develop management goals and objectives for the future of the lobster fisheries. A good example is
the process used by the Ecosystems Management Objectives Workshop conducted by the Commission
to guide development of ecological reference points for Atlantic menhaden. Objectives developed from
such a process would be used to further develop an MSE work plan for lobster. The second
recommendation is to form a steering committee for additional scoping and development of a
comprehensive work plan with a detailed timeline, including: outreach components that are not
anticipated to incur a substantial cost but are imperative to the success of an MSE (e.g., outreach at
regularly scheduled industry association meetings), identification of funding sources for the MSE costs,
and identification of personnel. Representation recommended for the steering committee includes
Board members, TC members, Commission staff, members of the Commission’s Committee on
Economics and Social Sciences, industry stakeholders (preferably those with past experience in MSE),
and members of the Commission’s Assessment and Science Committee or Management and Science
Committee with past experience in MSE. To be effective, the number of people in the steering
committee should be limited to approximately a dozen members.

The TC discussed two ongoing developments that will potentially streamline the development of a
formal MSE approximately a year from now. First, University of Maine researchers have submitted a
proposal to the current round of the Sea Grant’s American Lobster Research Program funding; while
funding is uncertain, the project is to evaluate population dynamics simulations that will incorporate
environmental effects into the biological modeling framework likely to be used in a lobster MSE. Second,
work towards the conceptualization of an economics model and economic data gathering is being
funded by NOAA Fisheries; this will support development of an economic model within the MSE
modeling framework. These developments support the TC recommendation for the formation of a
steering committee, with a start date for the MSE to be determined pending the results of the steering
committee’s findings.

GOM/GBK MSE Option (high priority)
Phase One - Stockwide GOM/GBK MSE

Purpose: Evaluate performance of management strategies at the stock level for the GOM/GBK stock
in response to changes in recruitment with biological, fishery, and other socio-economic
performance metrics.

Timeline: Three years. One modeler workshop in the first year and one modeler and one
stakeholder workshop in years two and three.

Personnel and responsibilities:

e ASMFC Lobster TC — Stakeholder recruitment and engagement, data gathering, guidance on
technical aspects of the MSE, report writing, and training for using the MSE tools in future
updates



Costs:

ASMFC Staff — Project management, data gathering, workshop coordination, and report
writing/publishing

ASMFC Lobster Board Members — Define management goals and provide guidance on the
direction of the MSE based on established goals, participate in stakeholder input gathering
(webinars and workshops)

Stakeholders — Identify desired objectives and outcomes of an MSE and provide guidance on
the direction of the MSE, participate in stakeholder input gathering (surveys, webinars, and
workshops)

Biological modeler — Couple existing assessment model and operating model in a closed-
loop model (six months to program, six months to modify based on workshop feedback and
to provide training to TC members)

Economics modeler — Develop an economics model guided by NOAA Fisheries” economic
model conceptualization and data gathering work and couple with the assessment model
and operating model in a closed-loop model.

Professional facilitator - Facilitate stakeholder webinars and workshops, assist with
stakeholder input survey development and analysis

Facilitator - $25,000

Travel - $37,500 for two in-person stakeholder workshops (30 people), $22,500 for three in-
person modeler workshops (12 people)

Biological model development - $85,000 (one year postdoc with ASMFC indirect cost cap)
Economic model development - $115,000 (one year full time or two six month full time
contractors)

Total - $285,000

Phase Two - Spatially-Explicit GOM/GBK MSE

Purpose: Evaluate performance of spatially-directed management strategies for the GOM/GBK stock
triggered by external forces (e.g., whale interactions, wind farm development and operation,
climate change).

Costs: Estimates to be developed during phase one.

Spatially-Explicit SNE MSE Option (low priority)

Purpose: Evaluate performance of spatially-directed management strategies for the SNE stock in
response to changes in recruitment and diversification of the fishery (targeting lobster and Jonah crab)
with biological, fishery, and other socio-economic performance metrics.

Timeline: Five years. One modeler workshop in years one through five. One stakeholder workshop in
years two, four, and five.

Personnel and responsibilities:

e ASMFC Lobster TC — Stakeholder recruitment and engagement, data gathering, guidance on
technical aspects of the MSE, report writing, and training for using the MSE tools in future
updates



Costs:

ASMFC Staff — Project management, data gathering, workshop coordination, and report
writing/publishing

ASMFC Lobster Board Members — Define management goals and provide guidance on the
direction of the MSE based on those pre-defined goals, participate in stakeholder input
gathering (webinars and workshops)

Stakeholders — Identify desired objectives and outcomes of an MSE and provide guidance on the
direction of the MSE, participate in stakeholder input gathering (surveys, webinars, and
workshops)

Biological modeler — Conceptualize modeling of the spatial dynamics necessary to address
stakeholder objectives by integrating lobster population distribution models along with Jonah
crab population distribution and the resulting fleet dynamics. Identify biological and fleet spatial
dynamics and resolution of each that can and cannot be modeled with available data to guide
configuration of operating and assessment model. Couple assessment model and operating
model in a closed-loop model (eighteen months to program, eighteen months to modify based
on workshop feedback and provide training to TC members).

Economics modeler — Conceptualize modeling of the economic processes driven by lobster
landings, and interactions between lobster and Jonah crab effort and landings. Identify
processes that can and cannot be modeled with available data to guide configuration of model.
Couple economics model with the assessment model and operating model in a closed-loop
model.

Professional facilitator — Facilitate stakeholder webinars and workshops, assist with stakeholder
input survey development and analysis

Potentially others dependent on management and stakeholder objectives (e.g., reduce whale
interactions would require a whale biologist and protected resource personnel)

Facilitator - $42,000

Travel - $56,250 for three in-person stakeholder workshops (30 people), $46,875 for five in-
person modeler workshops (15 people)

Spatially-explicit closed-loop model development: $255,000 (three year postdoc with ASMFC
indirect cost cap)

Economic model development: $345,000 (three year full time or two one and half year full time
contractors)

Total - $745,125 (minimum with potential for additional costs dependent on stakeholder
objectives)



