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Executive Summary
In recent years, the State of Alaska’s fiscal challenges have eroded its ability to maintain its
fishery management systems. The Bristol Bay Fisheries Collaborative (BBFC) is a grass-roots
initiative developed in 2016 by stakeholders to help stem the erosion of financial support for
the Bay’s fishery management. In October 2016, the Bristol Bay Science and Research Institute
(BBSRI) and the Alaska Department of Fish and Game (ADF&G) entered into a Memorandum of
Agreement (MOA) that established a formal structure for collaborative working relationship
between the two organizations. The BBFC MOA requires the formation of a working group
(WG) that is charged with providing an annual report each year. This is the first such report
since the MOA was signed. The annual report summarizes WG activities, BBFC project results,
and an accounting of funds raised.
Within eight months of signing the MOA, $687,539 was pledged to fund salmon monitoring
projects in whole or in part for the 2017 season. Expenditures on BBFC-supported projects in
2017 were less than forecast ($481,824) largely because other sources of funding were used to
offset those needed by BBFC. Lower-than-forecast expenditures resulted in more funds
pledged than were needed ($205,715). Those funds raised that were above project
expenditures will likely be applied against the 2018 fund raising goal for BBFC.
The inaugural year of BBFC was a success. The goal of BBFC to resurrect management
capacity lost due to budget cuts in recent years was met. Fish stocks were better utilized,
important long-term datasets were maintained, all in a more coordinated manner than would
have occurred without BBFC. ADF&G’s Bristol Bay budget was not cut for its fiscal year starting
on July 1, 2017. Cost recovery test fishing was not implemented in 2017. None of the funds
raised were spent to administer BBFC. The size and impacts of budget cuts on ADF&G’s ability
to manage the fishery are better understood among many stakeholders.
A draft of this report was released on November 6, 2017. The BBFC Working Group met on
December 7, 2017 in Anchorage to review and finalize the scope of the 2018 program and
incorporate the results from the meeting into the final report. The entire Core Program for
Bristol Bay, as defined by the WG, requires approximately $2,775,000 annually (not including
the regional personnel who spend part of their work year on Bay matters). Of this total, BBFC
would seek to raise $815,000 (29%) for salmon-related components, with the remainder,
$1,912,000 coming from the current State budget (if it is not changed during the legislative
session early in 2018). The Togiak herring assessment project is kept separate from those for
salmon, and it would require an additional $61,000.
The 2018 fund-raising goal of $815,000 for salmon will be reduced by $128,000 if funds
raised in 2017 that were more than actual expenditures are applied to the 2018 program cost.
It appears that this will be the case and therefore, the fund-raising goal for salmon in 2018 is
likely $687,000 ($815,000 minus $128,000).
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Introduction
Fishery management in Bristol Bay exemplifies the world-class approaches the State of
Alaska has developed over the five decades since it took control of managing its fisheries. In
recent years, the State of Alaska’s fiscal challenges have eroded its ability to maintain its
management systems. The Bristol Bay Fisheries Collaborative (BBFC) is a grass-roots initiative
developed in 2016 by stakeholders to help stem the erosion of financial support for the Bay’s
fishery management.
In October 2016, the Bristol Bay Science and Research Institute (BBSRI) and the Alaska
Department of Fish and Game (ADF&G) entered into a Memorandum of Agreement (MOA) on
that developed a formal structure for collaborative working relationship between the two
organizations. The MOA requires the formation of a working group (WG) that is charged with
providing an annual report each year. This is the first such report since the MOA was signed.
The four-person technical WG of the BBFC is charged with identifying projects and staffing
levels that will help sustain a world-class fishery management system in Bristol Bay. The scope
of projects and staffing identified by the WG constitutes the Core Program of the BBFC. The
WG has two technical experts from each of ADF&G and BBSRI.
As set out in the MOA, the WG is to provide an annual report to its benefactors and the
public that summarizes WG activities, BBFC project results, and an accounting of funds raised.
In addition, the annual report provides an opportunity to review changes to the scope of the
Core Program. This report fulfils a requirement of the MOA and informs the public of the BBFC
activities since its inception 12 months ago. The report will be first distributed as a draft for
comment in November 2017 and finalized after a meeting of BBFC’s WG in December 2017.
Over the last year we received many questions and comments from stakeholders and
media outlets. BBSRI, who led the effort to raise funds for BBFC, addresses some of these
questions on their website (www.bbsri.org/bbfc). As the first annual report for BBFC, we
elaborate in places to address questions and comments received over the last 12 months. We
expect that future BBFC annual reports will contain less background material than this one.

Working Group Meetings
The Working Group of BBFC met three times since the MOA was signed in October 2016.
On November 9, 2016, the Working Group met in Anchorage to address the following.
•
•
•
•

Establish rapport within WG to pursue the mission of BBFC.
Agree to basic procedures/ protocols for the WG.
Discuss performance metrics to define success of the BBFC.
Identify the scope of the Core Program (CP) for 2017.
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•
•

Establish critical dates for go-no-go decisions on Core Program projects.
Review the financial shortfall to implement a Core Program and establish the
funding-raising goal for BBSRI to pursue.

On February 8, 2017, the WG met to conduct operational planning for the 2017 season
given likely funding scenarios from BBFC. The meeting addressed the following.
•
•
•
•
•

Which Core Program projects would proceed if fund raising fell short.
How cost recovery fishing might be used to provide some financial support.
What information was needed in a contribution agreement between BBSRI, who
would conduct fund raising, and ADF&G.
Scope of Togiak herring assessments.
Which BBFC-supported projects ADF&G could do under expected late funding
commitments, and, which project BBSRI might assist in conducting in 2017.

The WG also reviewed the goal and scope of a BBFC-mandated annual meeting the
following week between ADF&G Commissioner Sam Cotten and BBSRI’s Board of Directors.
On December 7, 2017, the WG met to review the outcomes from the 2017 season and
review and approve the scope of the Core Program in 2018. The meeting was open to the
public and, in addition to the 4 WG members, 12 others participated. The goals of the
December 7 meeting were the following.
•
•
•

Review the 2017 results of BBFC and the scope for 2018
Provide an opportunity for contributors and others to ask questions of the Working
Group and provide input
Review and finalize administrative processes, including billing, to deliver the Core
Program in 2018.

The WG personnel met informally over the year to refine budget details for BBFC projects
and to ensure that the Togiak herring work was proceeding. The latter was funded by ADF&G
in 2017.

Overview, Goals, and Scope of the Core Program
The overarching goal of BBFC was to reintroduce monitoring projects and management
capacity to reestablish the State’s ability to manage Bay fisheries that was present prior to
recent budget cuts to ADF&G. Across-the-board cuts by the State occurred over four years as it
grappled with a major decline in revenue. We refer to the suite of projects promoted by BBFC
as its Core Program.
BBFC is not a research consortium, nor are any of the projects it promotes new to Bristol
Bay. The suite of projects reestablished by BBFC’s Core Program represent the evolution of the
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management system from statehood to the present. Its scope is less than what was done in the
mid-1980s, and very similar to what Clark (2005), in a Bristol Bay program review, described as
the “Basic Program”.
BBFC is an attempt to address needs of management in a coordinated and less ad hoc
manner than had been developing in recent years. As budgets and the Bay program were cut
over successive years, ADF&G relied more and more on cost-recovery test fishing to generate
revenue, and industry was asked more often to support projects that had been cut (e.g., Togiak
and Igushik towers in 2016). Many stakeholders saw cost-recovery fishing in the Bay, at least in
its current format, as an inefficient and expensive means to raise money for management. So
much so that, in 2016 fishermen and several processors stepped up to give money to ADF&G to
eliminate cost-recovery fishing that season.
Some stakeholders saw ad hoc fund raising as inefficient and potentially damaging because
their support had the potential to embolden further budget cutting. Furthermore, solicitations
for funding for projects that had been cut was done in isolation, and the relative merit and
value among projects was not clear, making donors weary of many requests. Working
together, BBSRI and ADF&G developed BBFC to provide a rigorous approach for stakeholders to
provide funding with less fear of further cuts and/or some projects receiving support instead of
more valuable projects.

Keeping Overhead to a Minimum
Given an overarching goal of resurrecting ADF&G’s capacity to manage the fishery with
projects that had been done in the past, stakeholders and ADF&G looked to create a simple
process that would incur little indirect costs to administer. The goal was to apply funds raised
directly to projects fishery managers use to better manage the fishery. Toward this end, BBSRI
does not charge for indirect costs associated with orchestrating BBFC, including financial
administration, fund raising activities, and participation in the WG. Small fees are charged to
recoup a portion of true overhead costs on BBFC project expenditures. ADF&G charges no
administrative overhead on non-labor project costs and reduced its indirect cost on labor to
10% for BBFC projects that had been eliminated due to budget cuts. For the two BBFC projects
BBSRI operated in 2017, it charged a 5% overhead rate on project expenses, including labor.

Is this permanent?
Organizations that provide funding via BBFC, including BBSRI, believe that Bristol Bay
fisheries warrant financial support by the State of Alaska generally commensurate with the
scope of the Core Program. All who support BBFC see it as a relatively short-term bridge to the
State rebuilding its commitment via its operating budget (see more at www.bbsri.org/bbfc).

Goals of Core Program
Four goals of a Core Program and the scope to achieve them are outlined below. Many of
the projects described below as part of the Core Program are still within ADF&G’s annual
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General Fund (GF) budget; those components that are not in the GF budget are characterized
as BBFC-supported projects in the following section of this report.
1. A team of professionals to collect and interpret information on the status of the fish
stocks and regulate fishing effort (45%). The cornerstone of ADF&G’s management is
the team of professionals who have the appropriate knowledge and experience to
prosecute the fishery.
a. Three full-time Area Management Biologists (FBIII) and one assistant (FBI), two
research biologists (FB II and III). There is a large cadre of seasonal staff and we
associate those with implementation of monitoring and research projects (goals
#2 and #3 below). In the budgets in this report we have excluded the cost
several components of the overall Bristol Bay management by ADF&G: 33-50% of
two regional management coordinators (FBIV), a regional supervisor, as well as
several admin staff, office space, and IT functionality.
2. Protect weak stocks while exploiting productive stocks to the extent possible (36%). A
Core Program provides managers and industry with tools to prosecute the fishery in a
manner that distributes effort and harvests across time within and among seasons to
the greatest extent possible. This is done with field projects, historical datasets, and
analytical tools that help managers to predict the remaining run so that escapement
goals can be met, and harvests can be distributed through time. This goal represents
effort greater than simply providing a “sustained yield”; it includes effort to maintain
the economic health of the fishery.
a. Port Moller Test Fishery – Provides indices of abundance and genetic based
stock composition from a sampling project 6-9 days travel from the inshore
fishing districts. This allows managers additional time to protect weak stocks
and exploit abundant stocks before fish have passed the fishing districts. The
information is also used by fishermen and processors to determine how to
position harvesting and tendering capacity, including haul-out tenders.
b. District test fishing, in-river test fishing, and aerial surveys – Managers recruit
commercial fishermen to conduct test fishing within districts and department
employees operate in-river test fishing projects just upstream the fishing districts
on the Ugashik, Egegik, and Kvichak rivers. Managers regularly fly the districts
and river systems to gauge run strength prior to enumeration at upstream
enumeration sites. Aerial surveys are used to determine the overall herring
biomass, as well as the threshold biomass to open the season.
c. Salmon escapement enumeration – The Core Program includes towers on the
Togiak, Igushik, Wood, Kvichak, Alagnak, Naknek, Egegik and Ugashik rivers, and
the Portage Sonar project on the Nushagak River.
3. Maintain all existing stock-specific brood tables (8%) – Much of the data for this comes
from projects listed in #2 above. This category represents the additions and marginal
costs to maintain brood tables. These datasets, many of them covering five decades,
enable us to track the health and productive capacity of all major salmon and herring
6
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stocks in the Bay. The data also provide the information to evaluate escapement goals,
a fundamental cornerstone of fisheries management in the Bay. Finally, these data
provide inputs to annual preseason forecasts, which assist fishery management and
industry planning. In addition to escapement monitoring projects, the following are
required to maintain brood tables:
a. AWL sampling– Biological sampling at all enumeration projects and in the
commercial salmon and herring catches.
b. Catch apportionment to Stock – Age composition and genetic-based assignment
of district salmon catches to river of origin.
4. Provide modest support for program evaluation and investment in tools to lower
program costs, and expand and/or improve the value of fishing opportunities (5%).
The Core Program should invest in regular review of the performance, cost
effectiveness, and overall value of the specific monitoring projects. With millions of
dollars expended on the management program annually, periodic and rigorous reviews
of the efficacy and benefits from individual components makes “business sense” to all
who fund the program. The program should provide some resources to evaluate new
tools and new opportunities to obtain greater benefits from the fishery. This goal
includes such tasks as the evaluation of escapement goals based on the latest brood
table data. We do not propose specific projects as this will change year-to-year and see
it as a responsibility of the WG to assign to worthwhile efforts. For illustration only,
examples of tasks might include the following.
a. Contribute to research initiatives to improve existing monitoring projects.
b. Professional development of fishery managers and research staff – A core
program includes on-the-job training and succession planning for the area
management and research staff.
c. Evaluate the benefit/cost ratios of alternative enumeration and survey methods.
d. Investments in more cost-effective genetic or other methods to estimate stock
composition.
e. Identify monitoring requirements to expand fishing opportunities in a manner
compliant with the Alaska’s Sustainable Salmon Fisheries Policy.
f. Evaluate the effectiveness of various options to protect weak stocks amid
productive stocks.

BBFC-Supported Components of the Core Program
As part of a proposal in September 2016, ADF&G and BBSRI personnel developed a draft of
the Core Program based on our knowledge of the fishery, and with input from others in ADF&G
and stakeholders. The BBFC WG subsequently met to refine this list based on new information
and some changes to the State’s General Fund that were made in the spring of 2017. During
these meetings the WG learned that the vessel and its crew for the Port Moller Test Fishery was
no longer in the ADF&G budget, and the genetics-based catch apportionment used for brood
tables had not been cut from the operating budget. In addition, the Alaska Legislature
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reassigned some funds within ADF&G to put the Igushik and Togiak counting towers back into
the operating budget for FYE2018 (i.e., General Fund budget beginning July 1, 2017). With
these changes, Core Program components that would require support via BBFC included the
following.
•
•

•

•
•

•

•

Management support – An assistant management biologist (FBI) and some
additional office and maintenance staff resources. This position was cut in June
2016.
Port Moller Test Fishery (PMTF) – Operate the test vessel, collect samples, and
provide daily updates and analyses to fishery managers and industry. About 50% of
this project has been funded by industry for many years. ADF&G’s contribution (the
vessel) was cut from their budget in 2016.
In-river Test Fisheries on the Ugashik, Egegik, and Kvichak rivers – These gillnetbased test fisheries provide managers more timely information on fish leaving the
districts than the upstream counting towers. These projects are critical to in-season
management.
Alagnak River Counting Tower – Operate this counting tower from late June to late
July to enumerate salmon for in-season management and to maintain the brood
table for one of the State’s largest sockeye salmon stocks.
Nushagak Sonar
o Unfunded Portion, June-July - Provide approximately 1/3 of the cost of the
existing program from early June through mid-July to enumerate Chinook,
sockeye, and chum salmon.
o Extension of Nushagak sonar, July-August – Operate Portage sonar to
enumerate coho and pink salmon runs (i.e., from mid-July to mid-August).
Aerial Surveys of the Naknek, Kvichak, and Alagnak watersheds – ADF&G flies
spawning ground surveys to apportion salmon escapement among the subdrainages of these three river systems. Surveys are conducted mid-August to
maintain in important long-term dataset used to help interpret brood tables and
make preseason forecasts.
Program review and R&D. Provide modest support to conduct reviews and invest in
program improvements, including professional development of staff. It was
envisioned that this funding could come from the annual revenue from the sales of
fish from research test fishing and can amount to $20-$40k.

The WG identified support for annual herring stock assessment via BBFC because in addition
to the herring fishery being important, the salmon industry benefits significantly from a viable
and robust Togiak herring fishery. However, because salmon fishermen and some processors
may not want to support herring assessments, we parse any funding for herring from BBFC
budgets, and seek support for it from a subset of processors, and not from the salmon fleet and
others focused on the salmon fishery.

8

BBFC Annual Report, 2017
•

Togiak herring – Conduct aerial surveys of Togiak herring to estimate biomass,
biosampling of catch and spawning fish to estimate age-specific biomass, and use
this in age-structured models to forecast an annual total allowable catch.

BBFC-Supported Projects done in 2017
Due to the late timing of financial commitments in 2017, it was not possible for ADF&G to
undertake two components of the Core Program in time for the 2017 season. In addition, yearend ADF&G funds were found to support the herring assessment, so we did not solicit funds
from processors to assess the 2017 herring biomass. The two BBFC components that were not
implemented were a Dillingham-based assistant Area Management Biologist and the extension
of the Nushagak sonar from mid-July to mid-August to enumerate coho and pink salmon.
Therefore, in 2017, BBFC set out to financially support the following projects.
1.
2.
3.
4.
5.
6.
7.

Port Moller Test Fishery
In-river Test Fisheries on the Ugashik, Egegik, and Kvichak rivers
District Catch Sampling
Alagnak River Counting Tower
Nushagak Sonar - Unfunded Portion of June and July (Chinook, sockeye, chum)
Aerial Surveys of the Naknek, Kvichak, and Alagnak watersheds
Support for BBSRI to manage the Togiak and Igushik counting towers.

These projects were operated by ADF&G and BBSRI, either individually or collaboratively.
ADF&G solely operated the in-river test fisheries, the Nushagak sonar, and the aerial surveys of
the Naknek and Kvichak watersheds. ADF&G and BBSRI collaborated on operating the PMTF
and the Alagnak River counting tower in 2017. Note that beyond BBFC funding support, ADF&G
provides $79,000 of support to run the genetic analyses and provide stock composition
estimates from PMTF.
The Togiak and Igushik counting towers, to originally be part of BBFC, were added in to the
State’s operating budget in the spring of 2017 and too late for ADF&G to staff up and operate
them. BBSRI did the two towers in 2016 and offered to conduct them in 2017. In the future,
ADF&G would operate these towers and they would not need any support from BBFC.
In early 2017, we estimated that approximately $692,000 was needed to fund the BBFCsupported projects in the upcoming season. The amount needed was later modified and
refined, as will be explained in the financial expenditures later in this report.

Approach to Fund Raising, 2017
From the start, BBSRI and others envisioned raising funds on an annual basis and providing
those funds to ADF&G on the condition that ADF&G upheld its current budget for the Bay.
Fund raising for BBFC began with a decision by the Board of Directors of BBSRI in October 2016
committing to match, dollar-for-dollar, contributions to BBFC by stakeholders and the public, up
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to $500,000. With this major commitment, BBSRI staff approached those in the fishing industry
who had supported management in the past (“the majors”): processors and the Bristol Bay
Regional Seafood Development Association (RSDA). The RSDA represents driftnet fishermen in
the Bay.
At the outset of fund raising it was clear that securing sufficient funds for 2017 faced two
challenges. First, any decisions by the majors to support BBFC would be conditional on the
outcome from the upcoming Legislative Session, which occurs from January through April.
There was little appetite among the majors to commit funds to BBFC in early 2017 due to the
fear that it would result in the Legislature further cutting ADF&G’s budget. Given the State’s
operating budget would not be finalized, even in draft for the Governor’s signature, until May
or June, this delay in commitments was going to make it difficult to ramp up the suite of BBFC
projects, including staffing, by early June.
A second challenge to fund raising was that several prospective funders preferred to see
others who depend on and benefit from the fisheries in the Bay to share in supporting BBFC.
Any commitment in 2017 from the majors, and any commitments for future seasons would
depend in part on spreading the cost burden across more than just processors and driftnet
fishermen. This required a broadening of our fund raising beyond the majors. In April, May,
and June, BBSRI approached local boroughs and municipalities, native villages and corporations,
setnet fishermen, support industries including air cargo companies, and marine shipping
companies.

Fund-raising Results, 2017
Nearly all entities BBSRI approached from April through June agreed to provide financial
support to BBFC. Clearly, stakeholders value intensive management of Bay fisheries. In all, 26
organizations committed support to BBFC (Table 1). BBSRI secured commitments totaling
$343,770, which it had agreed to match, bringing the total BBFC preseason commitment to
$687,539 (Table 2), which exceeded the initial fund-raising goal by $5,539. The split among
stakeholder groups (%) worked out to approximately 50:20:20:10 for BBSRI, RSDA, processors,
and “others”.
Commitments ranged from $130,000 from the RSDA to $20 from an individual fisherman
(Table 2). Processor commitments totaled $130,000 from 12 companies. Contributions by
individual processing company were based on the fraction that each company had purchased of
the 2016 sockeye salmon harvest (actual percentages among the companies were kept
confidential). Contributions from non-major entities totaled $83,770, with the Bristol Bay
Native Corporation being the largest contributor ($20,000). Penair pledged (2,500 in air travel
credit, which was not used in 2017 and is not included in Table 2; but presumably could be used
toward BBFC project costs in 2018.
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Table 1. A list of organizations that made financial commitments to BBFC in 2017.
Fishermen
Bristol Bay Regional Seafood Dev.
Association (Driftnetters)
Kvichak Setnetters Assoc.
Individual setnetters
Processors
Alaska General Seafoods
Big Creek Fisheries
Copper River Seafoods
E&E Seafoods
Ekuk Fisheries
Icicle Seafoods
Leader Creek Fisheries
North Pacific Seafoods
Ocean Beauty Seafoods
Peter Pan Seafoods
Silver Bay Seafoods
Trident Seafoods

Shippers
Alaska Marine Lines (AML)
American President Lines (APL)
DeltaWestern
Northern Air Cargo
Penair
Boroughs/Villages
Lake and Peninsula Borough
Bristol Bay Borough
City of Egegik
Levelock Village Council
Curyung Village Council
Ugashik Traditional Village
Native Corporation
Bristol Bay Native Corporation

Table 2. List of funding commitments to BBFC in 2017 and percentages of the total raised.
Percent of
Contribution Grand Total
Source
Bristol Bay RSDA (1,860 Driftnetters)
Processors (12)
Others
Bristol Bay Native Corporation
Shippers (AML, APL, DeltaWestern)
Bristol Bay Borough
Lake and Peninsula Borough
City of Egegik
Levelock Village Council
Curyung Village Council
Ugashik Traditional Village
Northern Air Cargo
Kvichak Setnetters Association
Individual fishermen
Subtotal, Others
Total (Processors/RSDA/Others & BBSRI)
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BBSRI Match

Total

130,000
130,000

19%
19%

130,000
130,000

260,000
260,000

20,000
16,500
10,000
10,000
10,000
5,000
5,000
3,000
2,500
1,500
270
83,770
343,770

2.9%
2.4%
1.4%
1.4%
1.4%
0.7%
0.7%
0.4%
0.4%
0.2%
0.0%

20,000
16,500
10,000
10,000
10,000
5,000
5,000
3,000
2,500
1,500
270
83,770
343,770

40,000
33,000
20,000
20,000
20,000
10,000
10,000
6,000
5,000
3,000
540
167,540
687,539

50%
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BBFC Project Results in 2017
ADF&G compiles a thorough summary of its management, including results of monitoring
activities, for the Bristol Bay salmon and herring fisheries in its Bristol Bay Area Management
Reports (AMRs), which are available online 3. This report is not intended to replicate to any
extent the type of information contained within the 2017 AMR (Elison et al. 2017). The purpose
of project summaries below is to provide the scope of effort to support the financial
expenditures made by those who contributed to BBFC.

Port Moller Test Fishery
The R/V Pandalus and its 3-person crew traveled from Homer to arrive in Port Moller on
June 9 and met two BBSRI technicians there; test fishing began June 10. Fishing was conducted
daily through July 11, with only two days missed due to a mechanical (June 19) and weather
(July 6). The crew made 195 sets over the 31 days (8% more than the record set last year).
Station 14 was fished more often than we ever have in the past (19 times). Thirty daily catch
updates were distributed each afternoon or evening to 494 email addresses and posted on
BBSRI’s website (www.bbsri.org). The ADF&G Gene Lab released 8 stock composition estimates
from tissues samples taken from the Port Moller catch; these estimates were forwarded to the
PMTF distribution list and posted online shortly after their release. BBSRI released 3
interpretations of the Port Moller catch information (June 15, 24, and 30).
Run timing at Port Moller in 2017 was estimated to be 3 days late corresponding to
forecasted inshore timing of 2.5 days late, which in turn was close to the observed inshore
timing of about 2 days late. For the past three years (2015-2017), test catches have remained
strong through the end of the season indicating the runs were late with a sizeable portion left
to come beyond July 10. Though similar in magnitude to 2015 and 2016, spiked catch and
escapement on July 3 and 4 caused the 2017 run to be more contracted than the previous two
years. The catch pattern at Port Moller was representative of the inshore run, with some
departures due to in-season changes in the fish-per-index and travel-time parameters in
addition to random noise in the relationship. Obvious departures from daily inshore forecasts
were over predictions on June 28 through July 1, and under predictions on July 2-4 (Figure 1).

3

http://www.adfg.alaska.gov/index.cfm?adfg=commercialbyareabristolbay.salmon#management
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Figure 1. Forecasted and observed inshore catch + escapement (C+E) using Port Moller based
on yearend information. The scale for the Daily Port Moller Index is not shown. Travel time
between Port Moller and the inshore districts was estimated to be about 7 days.
The first stock composition estimates from PMTF in 2017 (June 14-17) were misleading with
respect to forecasting relative run strengths among the districts; the Egegik and NushagakWood Districts were over- and under-represented, respectively. Adding Station 14 to the
routine daily sampling schedule on June 20 seemed to improve this discrepancy. However, the
Ugashik and Egegik Districts remained over-represented to a lesser extent in subsequent
estimates, and the Naknek-Kvichak and Nushagak-Wood Districts under-represented. Given
the migration pattern of the stocks (Egegik and Ugashik more inshore; the rest more offshore),
these results suggest that still more fish were missed beyond Station 14, the composition of
which was skewed towards Naknek-Kvichak and Nushagak-Wood stocks.
This year’s project demonstrated the PMTF’s utility to managers and industry. Because of
the late and large run in 2015 and 2016, many stakeholders suspected the same pattern may
occur in 2017 and were looking at Port Moller as an indicator as to if or when catch and
escapement would increase. The sudden increase in the daily index on June 27, which was
sustained through July 4, provided evidence that the run was late and likely to be as high or
higher than the pre-season forecast. Port Moller indices through July 11 suggested a strong tail
to the run. Methods and additional results from the Port Moller Test Fishery are provided in
the annual report (Raborn et al. 2017), which is available online (www.bbsri.org/port-mollertest-fishery).

In-river Test Fisheries on the Egegik, Kvichak, and Ugashik rivers
All three test fisheries are operated in a similar manner and have been for over 50 years.
Two-person crews set 25-fathom gillnets from a skiff for soak times of 5 to 15 minutes duration
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daily at the same stage of the two tides. Catches and effort is used to compute test indices for
each tide that are standardized into units of “fish per 100 fathom hours”, which can be thought
of as the estimated number of fish that would have been captured if the net had fished similarly
well for one hour. Managers compare daily test indices to current-year observations: 1) the
number of fish above the test fishery as observed from aerial surveys, and 2) the number of fish
observed at upstream counting towers 2-6 days later. From these relationships, managers can
use the information from in-river test fisheries to estimate the number of fish upstream of the
fishing district and the downstream of the counting towers (i.e., “Estimated River Fish”, or ERF).
Egegik In-river Test operated near Wolverine Creek, about 2 miles above the commercial
district, from June 17 to July 7 when low water levels impaired operations and the project
ended for the season about 4-5 days earlier than usual. A total of 152 sets were made and
2,449 fish captured in 2017.
The travel time for fish from the Egegik fishing district to the counting tower is 1-3 days.
This travel time and sometimes very large movements of fish into Egegik River on a single tide
or day makes the information from the in-river test fishery a critical piece of information for
prosecuting the fishery and meeting the escapement goal. In 2017, ERF peaked on July 4 with
an estimated 600,000 fish between the district and the counting tower (Figure 2). Figure y
gives a sense how few fish were entering the Egegik River in late June despite what was a good
overall return, and the rapid change in detected by the test fishery (Figure 3) compared to the
recent average entry pattern. The annual management report provides details on how the
fishery was prosecuted in response to this challenging entry pattern (Elison et al. 2017).

Egegik, Estimated River Fish, 2017
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Figure 2. Estimated River Fish in the Egegik River in 2017. Some of highest ever test fishing
indices were observed in 2017.
Egegik River daily sockeye escapement compared to
expected escapement of 1.4 million fish and recent average run timing
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Figure 3. Daily Egegik River escapement at the tower compared to a recent average run timing
applied to the recent 5-year escapement timing.
Ugashik In-river Test operated at the usual site about 4 miles upstream from Ugashik Village
from June 25 to July 16. A total of 166 sets were made and 1,768 fish captured. The travel time
for fish from the Ugashik fishing district to the counting tower is 3-7 days. The time delay from
the commercial fishing district to the counting tower makes the information from the in-river
test fishery one of the major factors in how fishing was permitted in the Ugashik District in
2017.
As in all years, the insight provided by this project in 2017 was important because it allowed
the manager to evaluate the results from the fishing district on a tide-by-tide basis, which
allowed the manager to react to fish moving into the river well before the fish reached the
counting tower near the outlet of Ugashik Lake 3-7 days later. Estimated River Fish was near
zero until July 3, at which point there was a major movement of fish into the river (Figure 4).
Fishing time in the district was expanded in a much timelier manner than if the manager had to
rely on the tower counts alone. This information provided higher catches and the escapement
goal was better met in 2017 than had it not been available.
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Ugashik, Estimated River Fish, 2017
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Figure 4. Daily Estimated River Fish in the Ugashik River in 2017 based on the in-river test
fishery funded by BBFC.
Kvichak In-river Test operated 0.5 miles below the Village of Levelock from June 23 to July 16.
A total of 171 sets were made and 1,648 sockeye salmon were captured. Due to late run timing
in 2017, catches in the test fishery were essentially zero until June 28, so the first ERF was made
on June 29. Travel time from the test fishery to the counting tower ranges from one to three
days. Results from the test fishery were used to help inform decisions to provide opportunity
for drift gillnet gear in the Kvichak Section on July 6 and from July 11—16 (Figure 5).

Number of Sockeye

Kvichak Estimated River Fish and Daily Escapements, 2017
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Figure 5. Daily Estimated River Fish (ERF) from the Kvichak In-river Test Fishery and daily
escapement counts from the Kvichak Tower, 2017. The BBFC funded test fishery operated from
June 23 to July 16 and the GF funded counting tower operated from June 22 to July 30.
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District Catch Sampling
In 2017 a total of 28,482 fish were sampled for age (scales), length, and sex from Bristol Bay
commercial harvest (Table 3). The catch sampling crew consisted of three catch samplers in
King Salmon, two in Dillingham, and one in Togiak. In addition, two scale agers stationed in
King Salmon aged all salmon scales collected from the commercial fishery and the escapement
monitoring projects in 2017.
Table 3. Summary of the number of fish sampled in the Bristol Bay commercial fishing districts
in 2017.
Fishing District
Ugashik

Number of Fish Sampled
2,727

Egegik

5,907

Naknek-Kvichak

6,495

Nushagak

8,894

Togiak

4,459

Total

28,482

Alagnak River Counting Tower
The Alagnak River tower was last operated in 2011. Therefore, effort in 2017 involved
reestablishing a camp site, and acquisition of boats and scaffolding for two counting towers.
Gear was staged in King Salmon and moved by skiff and aircraft to the Alagnak River in early
June by permanent and seasonal ADF&G personnel. The tower sites and methods used in 2017
were the same as used in the past. The 3-person BBSRI tower crew arrived at the site on June
26 and began counts on June 28. An estimated total of 2,048,292 sockeye salmon passed the
towers in 2017. The escapement peaked twice (July 5 and July 12), reflecting the entry pattern
to the river and influenced by harvest effects in the Naknek-Kvichak district (Figure 6).
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Figure 6. Daily estimates of sockeye salmon at the Alagnak River counting tower in 2017, and
the historical average applied to an escapement of 320,000.
A total of 592 fish were captured by beach seine and sampled for length and scales to be
later aged (538 fish) to apportion the annual Alagnak River escapement by freshwater and
marine age. The age sampling eliminated the need for post-season sampling on the spawning
grounds to obtain the age composition. Tower counts and age composition are used to develop
age-specific returns and maintain brood tables for the Alagnak River sockeye stock. More
results are provided in an annual report prepared by Thomsen and Bures (2017).
The Alagnak River sockeye salmon lower bound escapement goal was achieved on July 5,
which was an early indication of a strong Alagnak River run. Alagnak River escapement data is
used to help apportion catches from the Naknek-Kvichak District to one of the three river
systems that flow into the district. This is critical for in-season estimates total run for each
river. Since escapements are managed to fall within the escapement goal ranges proportional
to run size, total run estimates are used to determine where in the escapement goal range the
escapement should be. This is particularly important for the Kvichak River. This escapement
information helped inform decisions to provide opportunity for drift gillnet gear in the Kvichak
Section on July 6 and from July 11—16.

Nushagak Sonar
The Nushagak River sonar has operated near Portage Creek since 1980 4. In 2017, the field
crew began their season on June 1 and commenced estimating the Nushagak River daily
escapement on June 7. Daily estimates of sockeye, Chinook and chum salmon were based on
apportioning fish observed in the sonar beam and gillnet sampling. The project operated until
July 20 as planned (Table 4). Combined across these three species, over 3.3 million salmon
were estimated to have passed the Nushagak River sonar site in 2017.

4

http://www.adfg.alaska.gov/index.cfm?adfg=sonar.site_info&site=8
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Table 4. Daily and cumulative escapement at the Portage Creek sonar site on the Nushagak
River in 2017.
Date
7-Jun
8-Jun
9-Jun
10-Jun
11-Jun
12-Jun
13-Jun
14-Jun
15-Jun
16-Jun
17-Jun
18-Jun
19-Jun
20-Jun
21-Jun
22-Jun
23-Jun
24-Jun
25-Jun
26-Jun
27-Jun
28-Jun
29-Jun
30-Jun
1-Jul
2-Jul
3-Jul
4-Jul
5-Jul
6-Jul
7-Jul
8-Jul
9-Jul
10-Jul
11-Jul
12-Jul
13-Jul
14-Jul
15-Jul
16-Jul
17-Jul
18-Jul
19-Jul
20-Jul

Sockeye
Daily
Cum
257
257
417
674
473
1,147
616
1,763
466
2,228
1,552
3,780
3,684
7,464
2,442
9,906
7,014
16,920
21,455
38,375
24,566
62,941
50,374 113,315
50,206 163,521
46,021 209,542
76,400 285,941
294,242 580,183
204,265 784,448
74,151 858,599
20,709 879,308
12,269 891,577
45,748 937,326
58,847 996,173
50,957 1,047,130
42,998 1,090,128
30,149 1,120,276
14,796 1,135,072
21,559 1,156,631
363,047 1,519,678
440,612 1,960,289
199,591 2,159,881
69,605 2,229,486
62,550 2,292,036
74,750 2,366,787
134,244 2,501,031
104,973 2,606,003
72,315 2,678,318
30,838 2,709,156
40,401 2,749,558
29,748 2,779,305
28,611 2,807,916
11,325 2,819,241
7,478 2,826,719
16,922 2,843,641
8,665 2,852,306

Chinook
Daily
Cum
36
36
78
113
85
199
62
261
66
326
231
557
485
1,042
108
1,150
356
1,506
201
1,708
92
1,799
537
2,337
284
2,621
410
3,031
1,246
4,276
10,633
14,910
1,826
16,736
564
17,299
2,369
19,669
1,114
20,782
2,783
23,565
8,880
32,445
1,374
33,818
1,017
34,835
3,161
37,997
4,254
42,251
1,065
43,316
902
44,218
2,240
46,458
4,597
51,055
2,215
53,270
760
54,030
165
54,195
320
54,515
310
54,825
199
55,024
291
55,314
189
55,504
193
55,697
377
56,074
370
56,444
123
56,567
204
56,772
189
56,961

Chum
Daily
Cum
308
308
555
863
617
1,481
642
2,123
536
2,659
1,919
4,579
3,481
8,060
1,578
9,638
5,883
15,521
6,424
21,945
4,167
26,112
8,621
34,732
16,008
50,740
4,605
55,345
17,971
73,316
45,273 118,590
56,025 174,614
8,823 183,438
8,524 191,961
9,819 201,780
13,125 214,905
17,287 232,192
9,493 241,686
7,148 248,833
5,138 253,971
7,620 261,591
8,558 270,149
16,031 286,180
9,764 295,944
45,328 341,272
4,974 346,246
3,356 349,602
17,994 367,596
8,296 375,892
2,153 378,046
12,104 390,150
2,946 393,095
1,745 394,841
4,043 398,884
4,085 402,968
7,103 410,071
4,843 414,914
300 415,214
274 415,488

Aerial Surveys of the Naknek, Kvichak, and Alagnak watersheds
Aerial surveys of spawning grounds in the Naknek, Kvichak, and Alagnak watersheds were
conducted from August 14–17. Escapement surveys provide indices that are used to assess
spawning distribution to individual tributaries and unique habitats. These indices go into
historical data sets for each watershed (the dataset for Kvichak pre-dates statehood). Surveys
also provide managers with visual of spawning densities throughout each watershed and the
ability to see variability of production within and among these three major producing
watersheds.
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Summary of Expenditures in 2017
Actual expenditures on BBFC projects in 2017 were less than originally budgeted. Rounded
to the nearest $1,000, expenditures totaled $482,000, compared to $682,000 budgeted (Table
5). Some of the difference was due to cost savings, but the bulk of the difference for the
expenditures coming in 29.35% under forecast was that ADF&G supported their June project
operations with money saved elsewhere in the Department over the course of their fiscal year,
which ended on June 30, 2017. ADF&G’s year-end funds were used to offset the costs of BBFC
projects for the early part of the 2017 season. The budgets remain accurate and expenditures
were made in 2017; ADF&G just did not use BBFC funds.
Table 5. Summary of BBFC project budgets and expenditures, 2017. Note that ADF&G relied on
its own year-end funds instead of BBFC funds to support project expenditures prior to July 1,
hence why the BBFC expenditures in this table are less than the budget in most cases.
Expenditures by Organization
BBSRI
Total
Operator Budget ($) ADF&G
277,011 58,104 122,617
180,721
Port Moller Test Fishery
ADFG/BBSRI
26,839
Kvichak R. inriver test fishery
ADFG
43,040 26,839
30,059
Egegik R. inriver test fishery
ADFG
50,390 30,059
49,340 24,522
24,522
Ugashik R. inriver test fishery
ADFG
98,059
District catch sampling
ADFG
136,700 98,059
53,725
Nushagak sonar (~37% of project costs)
ADFG
53,730 53,725
BBSRI/ADFG
50,037
3,990
49,419
53,409
Alagnak R. tower
14,490
Post-season aerial surveys (Naknek, Kvichak)
ADFG
14,700 14,490
7,053
0
0
Igushik & Togiak tower support (~6% of project cost)
BBSRI
Totals
682,000 309,788 172,036
481,824
Percent of Budget:

70.65%

Budget minus
Actual
96,290
16,201
20,331
24,818
38,641
5
-3,373
210
7,053
200,176
29.35%

Dealing with the Overage of Funds Raised in 2017
Given that more funds were raised than needed for 2017 projects, contributors must decide
whether to apply any of the overage toward the 2018 season, or refund it. To have all
contributors pay only their proportionate commitment toward the total 2017 expenses, we
determined a percentage decrease that would result in raising 50% of $481,824 in 2017 costs
(Table 6). This was 29.92% of the funds raised, which is slightly larger than the percentage of
the budget noted in the table. This is because refunds are a larger percentage of the funds
raised than expenditures were of the budget.
An agreement between the RSDA and BBSRI to support BBFC was restricted to cover only
project expenditures in 2017. Therefore, they will contribute $91,103 to support 2017 BBFC
projects (i.e., $38,897 less than their $130,000 pledge). As for the remaining contributors,
issuing 26 refunds, only to embark on another fund-raising effort weeks later, seems
cumbersome for BBSRI if deemed by contributors as not necessary. It may be possible to apply
the overage by organization toward the BBFC funding needs in 2018, thereby reducing the 2018
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fund raising goal. If this carry over approach was adopted, the RSDA would not have a
carryover to apply to a 2018 contribution.
Table 6. Computation of the potential carry-forward funds or refunds from money raised in
2017 and that might be applied to 2018 BBFC project costs. Commitments made in 2017 were
reduced 29.92% across all contributors.
Original
Commitment Refund
Source
Bristol Bay RSDA (1,860 Driftnetters)
Processors (12)
Others
Bristol Bay Native Corporation
Shippers (AML, APL, DeltaWestern)
Bristol Bay Borough
Lake and Peninsula Borough
City of Egegik
Levelock Village Council
Curyung Village Council
Ugashik Traditional Village
Northern Air Cargo
Kvichak Setnetters Association
Individual fishermen
Subtotal, Others
Total (Processors/Others)

130,000
130,000
20,000
16,500
10,000
10,000
10,000
5,000
5,000
3,000
2,500
1,500
270
83,770
343,770

Potential
Contribution
carryover
toward 2017
to 2018 project expenses

38,897
38,897

91,103
91,103

5,984
4,937
2,992
2,992
2,992
1,496
1,496
898
748
449
81
25,064
63,961

14,016
11,563
7,008
7,008
7,008
3,504
3,504
2,102
1,752
1,051
189
58,706
240,912

Organized differently to show net results of fund raising this year, Table 7 shows the total
funds raised and the BBSRI match, after accounting for the refund to the RSDA. The total
carryover is twice as much as the sum of individual carryovers shown in the table above
because BBSRI committed to matching all funds raised. The total in Table 7 includes all those
contributors listed in Table 6 (above), and BBSRI’s 1:1 match of those funds. If all remaining
overages in 2017 were carried over to 2018, stakeholders will have contributed a total of
$304,873 during 2017 and combined with a match from BBSRI of the same amount, a total of
$609,746 was raised to support projects in 2017 and a portion of 2018 project costs.
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Table 7. Computation of net carryover to 2018 if no additional refunds were issued and BBSRI
matched all funds raised in 2017.
Total Commitments, non-BBSRI
Minus RSDA refund
Total funds non-BBSRI, 2017
BBSRI Match
Total Raised

343,770 (Table 2)
38,897
304,873
304,873
609,746
A

Expenditures

481,824

Potential Carry-forward to 2018

127,922 C (A-B)

B

Scope and Cost of the Core Program, 2018
The Working Group met on December 7, 2017 to review and approve the scope of the Core
Program for 2018. The current Core Program component costs are shown in Table 8 below.
ADF&G is able to undertake all BBFC-funded projects in 2018, including two salmon
components that were not attempted in 2017 (Nushagak sonar extension for pink and coho
salmon, and the seasonal Assistant management biologist). The entire cost of the Core
Program in 2018, including funding provided by ADF& and that provided via BBFC, totals
$2,755,000 (Table 8). Using these figures, BBFC funding would represent 29% of the entire cost
of the Bristol Bay management program (not including ADF&G’s regional staff in the total cost).

Funding Needs, 2018
If all organization-specific overages were refunded, the funds needed for 2018 would be
$815,000. However, all organizations that BBSRI has heard from by early December have asked
to simply apply the 2017 overage to 2018 Core Program cost. If the entire remaining overage
from 2017 ($127,922) was applied to the to reduce the 2018 needs, the 2018 goal would be to
raise $687,000 (Table 8), which, by coincidence, is similar to the adjusted goal in 2017
(adjustment had been made due to the removal of Nushagak sonar and the westside assistant
manager).
If funds were raised in a similar ratio among the stakeholder groups as was the case in 2017
(50:20:20:10), the RSDA and processors would account for $163,000, and non-traditional
contributors $81,500. These numbers are prior to the removal of any overage an organization
may have carried over from 2017 (Table 6).
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Table 8. Components and costs associated with the Bristol Bay Core Program in 2018, as
currently defined by the BBFC Working Group, November 2017.
Program Component
ADF&G funded
2017 General Fund (GF)
Program Mgt Eastside
Fishery Monitoring Eastside
Kvichak River Tower
Naknek River Tower
Egegik River Tower
Ugashik River Tower
Bristol Bay Research
Program Management Westside
Fishery Monitoring Westside
Wood River Tower
Nushagak River Sonar
Catch Allocation, Genetics
Port Moller In-season Genetic Stock ID
Togiak River Tower
Igushik River Tower
Subtotal (ADF&G, 2018)

Core Program

347.2
59.8
46.9
51.7
52.7
54.6
388.8
459.5
37.8
33.9
90.2
99.8
79.2
60.0
50.0
1,912

Funding Source, 2018
ADF&G
BBFC

347.2
59.8
46.9
51.7
52.7
54.6
388.8
459.5
37.8
33.9
90.2
99.8
79.2
60.0
50.0
1,912

Core Projects supported by BBFC
Cost ($k)
Unfunded portion of Nushagak River Sonar
50
Kvichak River Inside Test
41
Egegik River Inside Test
48
Ugashik River Inside Test
47
District Catch Sampling
130
Port Moller Test Fishery
267
Mgt Biologist/Trainee, Westside
60
Alagnak River tower
50
Nushagak River Sonar Coho/Pink
75
Kvichak, Naknek post-season aerial surveys
15
Togiak Herrring Assessment
61
Total Program and total BBFC
2,755
10% Indirect fee applied to ADF&G labor on BBFC projects
Grand total, BBFC

50
41
48
47
130
267
60
50
75
15
*
782
33
815

Fund raising goal if the remaining 2017 overage was applied to 2018

687

* Herring support computed outside of this table and with a different subset of industry.
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Required Timing of Commitments, 2018
For ADF&G to deliver the Core Program in 2018, the WG concluded at the December 7,
2017 meeting that funding commitments are needed by February 15, 2018. We expect these
commitments will be made contingent on no further cuts to the ADF&G budget during the 2018
legislative session. If insufficient funds have been committed by February 15, alternatives
include cutting projects for 2017 and/or raising funds outside of the stakeholder groups. A
Cooperative Agreement between BBSRI and ADF&G outlining the scope supported by BBFC will
be executed shortly after February 15 so that ADF&G can proceed with various commitments to
deploy projects and personnel for the 2018 salmon season.

Conclusions
The inaugural year of BBFC was a success. Within 8 months of ADF&G and BBSRI signing the
agreement, over $680,000 was raised and six BBFC-supported projects were underway. The
goal of BBFC to resurrect management capacity lost due to budget cuts in recent years was
met. The fish stocks were better utilized, important long-term datasets were maintained, all in
a more coordinated manner than would have occurred without BBFC. Other highlights of this
effort include the following.
•

•
•
•
•
•

A total of $687,539 was pledged from 26 organizations from industry, communities,
BBSRI, and other regional stakeholders.
o None of these funds were spent to administer BBFC; all funds will be spent
on projects to assist managers with managing the fishery.
ADF&G’s Bristol Bay budget was not cut for its fiscal year starting on July 1, 2017.
Cost recovery test fishing was not implemented in 2017.
The size and impacts of budget cuts on ADF&G’s ability to manage the fishery are
better understood among many stakeholders.
Previously cut projects and those previously supported by cost recovery test fishing
were implemented to give ADF&G tools to manage the bountiful 2017 salmon
return.
The largest datasets on sockeye salmon productivity in the world were maintained,
providing a knowledge base that provides for better preseason forecasts.

Implementing BBFC’s first year had some challenges, mostly related to little time between
when funding commitments were received and when projects needed to be on the water. Even
with the short notice, most of the proposed work was implemented but two of the Core
Projects could not be implemented in time. BBSRI’s fund raising, although very successful, was
labor intensive. None of these challenges were unexpected. However, going forward we
expect that this will become less challenging and less labor intensive.
The sustainability of BBFC to support a world-class fishery management system during this
challenging fiscal environment will likely depend on keeping BBFC simple, transparent, and not
overly burdensome to any one group of stakeholders.
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APPENDIX A. Memorandum of Agreement between ADF&G and BBSRI to form
the Bristol Bay Fisheries Collaborative, 2016, including the terms
of reference for the Working Group.
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