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As the growth of the whale-watching activity increases rapidly around the world, the challenge of responsible management and sustainability also rises. Without suitable management, operators may try to maximize their own profits by breaking the rules, which may negatively affect cetaceans. In this paper, the applicability of conditions for sustainability governance in humpback whale-watching was evaluated. To achieve this purpose, semi-structured interviews were conducted in Uramba Bahía Málaga National Natural Park, Colombia. Results of this study showed that humpback whale-watching is characterized by unevenness in connections with markets, income inequality and the distribution of operators across several villages and cities. The combination of which restricts cooperation between operators. Nevertheless, there are informal agreements among the operators, and some operators are motivated to form associations. Besides, environmental entities have been responsible of regulation in lack of community-based management. However, this still does not achieve effective enforcement of the rules. Stakeholders (communities and government authorities) must mediate trust and reciprocity among operators to improve the situation. It is important to involve all operators to fill gaps in the limited government monitoring capacity and absence of sanctions. This is relevant to continue monitoring the evolution of the whale-watching in this and other Marine Protected Areas, so that the sustainability of the activity is not affected in the future.
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INTRODUCTION

The whale-watching activity is a multi-billion-dollar business that is rapidly growing around the world (Senigaglia et al., 2016). However, the high costs of globally regulating marine ecotourism makes cetacean populations openly accessible for almost anyone, even inside Marine Protected Areas (MPA) (Lusseau, 2004; Moore and Rodger, 2010). Without oversight, tour operators drive their boats in ways that could negatively affect wild animals as a means to maximizing profits (Higham et al., 2016). The negative impacts around whale-watching include changes in cetacean surfacing, acoustic and swimming behaviors that would reduce resting, foraging, traveling and socializing activities (Senigaglia et al., 2016). This could affect the viability of wildlife populations and hence the operators' future payoffs (Pirotta and Lusseau, 2015). Efforts to reduce the anthropogenic impacts are in the form of statutory regulations and voluntary codes of conduct or guidelines. However, neither of them ensure enforcement of the rules yet (Parsons et al., 2016; Parsons and Brown, 2017). The level to which operators comply with the regulations depends also on political, social, cultural, economic and environmental specific dynamics (Higham et al., 2009). To date, studies focusing on understanding relations between stakeholders within the whale-watching activity are still very few (e.g., Mustika et al., 2012, 2013; Dimmock et al., 2014; Heenehan et al., 2015; Silva, 2015). It is relevant to analyze sustainability governance with a case study, because of specific characteristics of the activity and heterogeneity of stakeholders for every place in the world (Yin, 2009).

Common-pool resource (CPR) theory was initially proposed as an attempt to solve the degradation of resources, by providing government or privatization solutions (Hardin, 1968). Recently, CPR theory has been applied to understand marine mega-vertebrate tourism management practices (Moore and Rodger, 2010; Pirotta and Lusseau, 2015) such as community-based regulations of whale-watching (Heenehan et al., 2015). In that sense, resource users have been seen as potential managers when they cooperate, self-organize, and create their own rules, to help govern resources sustainably (Ostrom, 1990). Therefore the knowledge of local communities are a key part in defining responsible resource use (Dimmock et al., 2014). In wildlife tourism, Moore and Rodger (2010) identified 30 enabling conditions of CPR management that will allow the sustainable use of resources (Table 1). The 30 conditions were grouped into four categories: (1) resource system characteristic, (2) user group characteristics, (3) institutional arrangements, and (4) external environment qualities that included technology, articulation with external markets, and the support of external entities (Table 1). Pairwise combinations of the first three categories were also explored. These conditions provided a comprehensive description of whale shark tourism at Ningaloo Marine Park, in Australia, and could be considered as a tool that may offer great potential in enhancing the sustainability of wildlife tourism. For this, more research using these conditions are needed.


Table 1. Moore and Rodger (2010) enabling conditions associated with sustainable wildlife tourism.
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Uramba Bahía Malaga NNP is considered the most important humpback whale-watching destination in Colombia, with 10,000 whale watchers in 2006 for a total revenue of $1,600,000 USD (O'Connor et al., 2009). It is also recognized as the main breeding ground of the humpback whale G stock on the Colombian Pacific coast (Avila et al., 2013). Management of Uramba Bahía Malaga NNP is highlighted in the country for having a joint management strategy. This means that the NNP's environmental authority works together with the Afro-Colombian community councils of La Plata-Bahía Málaga, Juanchaco, Ladrilleros, La Barra, Chucheros and Puerto España-Miramar (Parques Nacionales Naturales, 2019) (Figure 1). Since 1996, different institutions have trained Bahía Málaga communities to raise awareness about responsible whale-watching (Trujillo and Ávila, 2013). In 2001, whale-watching guidelines were established with the scientific support of the ONG Fundación Yubarta and the governmental institutions: Dirección General Marítima (DIMAR) and Corporación Autónoma Regional del Valle del Cauca (CVC) (DIMAR, 2001). Regardless of these efforts, the rapid growth of the whale-watching activity has prevented attempts at control, thus generating potential negative effects on humpback whale populations, which may have long-term displacement impacts on them (Avila et al., 2015). Based on Moore and Rodger's 30 enabling conditions, the aim of this study was to characterize and analyze humpback (Megaptera novaeangliae) whale-watching in Uramba Bahía Malaga Natural National Park (NNP), Colombia. These conditions were applied to understand relationships between stakeholders and how this could benefit or affect sustainability practices.
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FIGURE 1. Map of National Natural Park Uramba Bahía Málaga showing nearby villages and city of Buenaventura.




MATERIALS AND METHODS


Ethics Statement

Ethical review and approval was obtained by the Ministry of Interior with the record number 0FI15-000029149-DCP-2500 12 August, 2015 according to local legislation and institutional requirements. The participants provided recorded informed consent to participate in this study.



Study Area

Uramba Bahía Málaga was declared a National Natural Park (NNP) in August 2010. It is located at the middle of the Colombian Pacific coast, 36 km North of Buenaventura city (Figure 1) (INVEMAR, 2006). In addition to the people who belong to the Afro-Colombian communities, members of other ethnic groups live in the area, such as indigenous and mestizo people (Arboleda, 1993). Social tourism in the NNP is one of the most important economic activities, followed by fishing, mining, forestry and hunting (Avila et al., 2015). Humpback whale-watching activities in this area began in 1994 by fishermen's boats in Bajos de Negritos – an area in front of Bahía Málaga (Trujillo and Ávila, 2013) (Figure 1). The city of Buenaventura and villages within the Bahía Málaga region (Juanchaco, Ladrilleros and La Barra) are the most important places for whale-watching in Colombia because they attract most of the whale-watching tourists in the country (Arias-Gaviria et al., 2011).



Data Collection

A total of 70 semi-structured interviews were conducted between October and November 2015, in the Juanchaco, Ladrilleros and La Barra communities, and Buenaventura's tourism dock. The aim of this semi-structured interviews was to obtain detailed data of situations, interactions, processes and perspectives of key actors (Aguirre, 1995). Questions were formulated from a selected set of topics to address the same issues and to collect the same information, according to each key actor (Bonilla and Rodri guez, 1997). Actors fell into the following categories: whale-watching operators, which included boat drivers and skippers (27 interviews); Buenaventura whale-watching companies' owners and administrators (3 interviews); dispatchers, which included company personnel in charge of accommodating tourists and authorizing and sending boats (3 interviews); hotel managers (23 interviews); and park officials, which included rangers and environmental interpreters trained by NNP to serve as naturalists and safety contacts (2 and 12 interviews, respectively). Only park officials were interviewed as local authorities since currently the NPP is the only official entity who is in charge for the management of the whale-watching activity in this area. In this paper, interviews with tourists were not conducted because the research focus was on the management of whale-watching actors.



Qualitative Data Analysis

Data analysis was done in ATLAS.ti 7 software. The interviews were coded by the following subjects: commercial whale-watching operations, networks among key actors, collaborative and competitive relationships, and conditions for sustainable management according to Moore and Rodger (2010) list (Table 1). Some conditions were not evaluated due to their lack of information and/or inapplicability to the species in consideration. Such conditions included: heterogeneity of endowments, gradual changes levels of demand, matches restrictions on harvests to regeneration of resources, gradual change in articulation with external markets, appropriate levels of aid to compensate local users for conservation and nested levels of appropriation, provision, enforcement, governance.




RESULTS

According to the list of 30 conditions for sustainability in the management of wildlife tourism provided by Moore and Rodger (2010), five conditions were not evaluated. This means that out of 25 conditions that were evaluated, twenty one (84%) were not met and only four (16%) were met in humpback whale-watching at Uramba Bahía Málaga National Natural Park (Table 1). Explanations of these results are described below.


User Group Characteristics and External Environment
 
User Group Characteristics

The operators were identified as users of the resource. Tourists must travel from the Buenaventura's tourism dock to the Juanchaco's tourism dock within the Marine Protected Area, to do whale-watching (Figure 1). Six authorized companies in the Buenaventura's tourism dock provide transportation and whale-watching services. The whale-watching trip can be a round trip, or tourists can lodge in Juanchaco or Ladrilleros, where there are local operators and branch offices of the Buenaventura companies. Some tourists travel to La Barra instead and, once there, are carried by local operators into the whale-watching area.

Different factors can contribute to or hinder the user's cooperation. Some operators have had successful experiences with local associations, which can contribute to social capital or cooperation with their prior knowledge (2iv, Table 1). Likewise, there are informal agreements to distribute the tourists between operators. These agreements are based in trust and reciprocity and allow rules of behavior by mutual agreement or shared norms (2iii, Table 1). Occasionally, in Juanchaco's tourism dock, local operators make verbal agreements to distribute tourists by turns. They collaborate with each other in giving up and gathering enough tourists in a single boat. This avoids economic losses for boats that would otherwise leave with a low number of tourists and places the interests of the group over the individuals (Pretty, 2003). In La Barra, the low flow of tourists does not allow for distribution by turns. However, occasionally agreements are made when the number of tourists are too few to cover expenses. Those who cannot carry tourists, transfer them to another local operator that has the same or greater number of tourists. The ones whose boat is used can reward the operators who gave up their tourists by passing tourists to them later, by dividing the profits, or by giving them a small commission. Also, if someone has too many tourists at the same time, they will collaborate by talking with other local operators to take the extras, and sometimes receive a commission as a result.

There are also informal agreements or shared norms between Buenaventura companies (2iii, Table 1): an association of seven companies and a three-company alliance. The tickets are sold to tourists from several offices, but all those tourists are combined into the same boats until capacity is reached before another boat is filled. Depending on demand, the dispatch order changes when tourism decreases. During these times, the companies agree to send their boats in turns according to a predetermined list, and departure times become defined in three times a day. This prevents losses from carrying too few passengers on too many tours “.the fuel is very expensive, and we need to sustain the routine. It is necessary to make agreements.” (Company owner, Buenaventura).

Most operators are from different origins, but they generally have lived more than 10 years in the area. They have thus become part of the community councils and have at least 1 year of experience in whale-watching. This indicates that the operators have homogeneous identities (2vi, Table 1), sharing a common understanding of living situations, trust and a common interpretation of rules that allow for trust and reciprocity (Baland and Platteau, 1996; Ostrom et al., 2002).



External Environment
 
Markets

This study revealed that there are some problems with the whale-watching price. The price of a whale-watching trip in 2015 was ~$8.30 USD (COP 25,000) per passenger per trip, plus the transportation cost of round-trip tickets from Buenaventura to Juanchaco, which were sold for $27.00 USD (COP 80,000). A competition-driven discounts given by whale-watching operators and intermediaries (see below) cause the prices to vary. The intermediaries are agents that connect the tourists with the operators as travel agencies, hotels, cabins, restaurants, or commission agents (Figure 2). Commission agents are independent persons who advertise whale-watching to tourists and sell the tickets after negotiating with operators to reach an agreed upon price. Most of intermediaries work on commission. The Juanchaco and Ladrilleros hotels maintain informal agreements with local operators and Buenaventura companies, thus profiting when tourists pay for the service through their businesses. On the other hand, cabins and restaurants in La Barra connect tourists with local operators who may or may not be required to pay a commission to intermediaries.
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FIGURE 2. Relations among key actors in the tourism chain of whale-watching, National Natural Park Uramba Bahía Málaga.


According to testimonies of some local operators, sometimes the commission agents negotiate a lower price, which is an economic loss for the operator “…the commission agent never tells you how much he has charged.…there are some [commission agents] who want to pay $4.60 USD [per whale-watching trip], others $5.00 or $6.00 USD, because the passengers are paying for it cheap” (Boat driver, Juanchaco).

The price variability and connections with intermediaries affects informal agreements between operators in Juanchaco's tourism dock. Several of the interviewees referred to two local operators who had the greatest number of connections with Juanchaco and Ladrilleros hotels, gaining a large number of tourists. Therefore, the unevenness in articulation with markets generates income inequality (4ii, Table 1) (Ostrom et al., 2002). The operator's connections can range from working independently (no connections) to having many connections with hotels and travel agencies “…they [some operators] have agreements with hotels here, therefore if us who are independent do not have those agreements, what can we get? …” (Boat driver, Juanchaco). This unevenness, in how many connections each operator has, breaks informal agreements that contribute to fairness in allocation of benefits from the resource of whale-watching (1 and 2iii, Table 1). Some give up participation in agreements when they have the possibility to fill their boat to capacity. This creates an inequality of sacrifices willingly made by members of the community. Not all are willing to desist from income they may obtain individually for collective benefit (Ostrom et al., 2002). Other reasons that operators claim is that it has been impossible to organize themselves in Juanchaco's tourism dock because of the independent work of local operators. One interviewee said that “…until now that I know, not everything is independent, everything is individual” (Environmental Interpreter, La Barra). There is a general unwillingness to organize themselves and they lack a leader to form an association and persist in achieving it. Furthermore, no government or community entity has supported the creation of such an association, although one of the interviewees had sought to look for support from environmental entities, such as CVC. Therefore, the lack of competent operators with the necessary knowledge to establish government relations and to become respected local leaders with previous experience, makes it difficult to form an association (Baland and Platteau, 1996; Ostrom, 2009) (2v, Table 1).



Technology

There is a perception of economic disparity between operators from Juanchaco, Ladrilleros and La Barra and operators from Buenaventura (4i, Table 1). Buenaventura operators have primary access to tourists because of their opportunistic location (Figure 1). They also have advantages in boat capacity, between 20 and 46 passengers, with engines of 115, 150, or 200 horsepower (hp), and equipment compliance required by the marine authority. Instead, local boats are smaller with capacities between 4 and 25 passengers and engines of 15 to 40 hp. To transport tourists, all boat drivers must have a navigation license. The boat must comply with a large amount of required equipment according to DIMAR. When complying with the requirements, the authorized boat is allowed to be affiliated with an authorized company with a valid operating permit. However, local boats do not have equipment required by DIMAR and they are not affiliated with a company because “…most of the people here are low income…” (Boat driver, Juanchaco) or relative poverty (2vii, Table 1). However, most of the local boat drivers claim to have the necessary equipment for whale-watching: boats in good condition, life jackets for passengers, and two engines for one to be a back-up during whale-watching.

Even so, this heterogeneity of equipment and relative poverty is not shown to translate into a disadvantage for local operators. Most of the whale-watching tourists were managed by operators of Bahía Málaga communities in 2015 (Avila et al., 2015; Parques Nacionales Naturales Consejos comunitarios, 2015). There are informal agreements between Buenaventura companies and local operators of Juanchaco and Ladrilleros. These agreements are coordinated, respectively with dispatchers in charge of Buenaventura companies, in Juanchaco's tourism dock. The agreements occur when there are not enough Buenaventura companies' boats available or when the number of tourists is too low to cover the costs, using their large boats. These agreements allow local operators to have an access to those tourists who purchased tickets in Buenaventura. Therefore, there is no exclusion of benefits in terms of geographic location or variable equipment between users (4i, Table 1) (Baland and Platteau, 1996).

To deal with the problems of income inequality and price variation, some operators in Juanchaco's tourism dock have considered the possibility of starting a cooperative or microenterprise association. The association's plan would be to distribute trips in turns, no matter if the number of passengers is low for some trips. The association would also be the only entity that could sell whale-watching tickets in Juanchaco. The prices would be standardized, without intermediaries or Buenaventura companies intervening. Others suggest that local operators should handle most of the whale-watching trips. This will still allow Buenaventura companies to handle passenger transport to other sites.




Relationships Between Resource System and User Group Characteristics

Establishing an association with all whale-watching operators from different communities comes with other restrictions. Operators are scattered over a large area, so for some of them there is no overlap between their residential location and the prime whale-watching locations (1 and 2i, Table 1). Consequently, the geographical distribution of operators creates a barrier to forming relationships that could help establish and interpret the rules to support cooperation (Wade, 1988; Baland and Platteau, 1996). Besides, the operators depend in different degrees on whale-watching (1 and 2ii, Table 1). Local whale-watching operators have other sources of income. These include serving as tour guides from other nearby attractions (for example, mangrove tours) and fishing. Boat drivers in Buenaventura are mainly dedicated to tourism and transporting passengers between villages as there are no roads between them, only two of them have other occupations “. after the whale-watching season. I do not have another activity that I can do, we used to fish, but now tourism is the main activity and we must wait for the next peak tourism season …” (Boat driver, Buenaventura). Some highlight the whale-watching season as the time when they have the highest income annually, and its advantage over other tours that take more time. Since the whale-watching tours are several times a day, it offers greater profits than other tourism activities that depend on tide level. In La Barra, whale-watching represents a fixed income as compared to other activities, such as fishing. However, most of the boat drivers in La Barra diminish the importance of whale-watching trips, because it is just an occasional service that occurs only during a season in the year. Therefore, the low dependence on the natural resource by some operators lessens the importance of the resource sustainability and therefore, generates an heterogeneity of interests (Baland and Platteau, 1996) (2vi, Table 1).




Resource System Characteristics and Institutional Arrangements

According to common pool resource theory, one of the most important conditions for successful management is the well-defined boundaries of the resource system and user group (1ii, 2ii Table 1). These prevent the arise of free-riders, i.e., individuals that can appropriate benefits without participate in collective actions or their behaviors can contribute to resource degradation (Ostrom, 1990).

In the study area, the environmental authorities have been responsible to establish boundaries on the resource system, user group, rules and monitoring actions (1ii, 2ii, 3iii, and 4v, Table 1). From 2001, with the development of guidelines, the CVC was responsible for enforcing them. At the beginning of each whale-watching season the “Local Interinstitutional Committee of Whales” in Buenaventura meets to plan the launch and to delegate commitments. Sometimes the committee meets at the end of the season to make an evaluation. Those who participate are the institutions and actors with environmental, political, social or cultural influence related to whale-watching. Since October 2010 with the establishment of Uramba Bahía Málaga as NNP, the NNP authorities were delegated to assume the whole responsibility of enforcing the guidelines and direct the committee (Ferrero-Ronquillo, 2015; Avila et al., 2015). The NNP holds seven contracts with local experts from six communities: Juanchaco, Ladrilleros, La Barra, La Plata, Chucheros and Puerto España-Miramar. It is “…one person for each community, except two from La Plata and, the councils of Chucheros and La Barra, which decided to assume the commitments of the local expert to contribute to the park team, the NNP coordinates some jobs with local experts and thus provides a salary …” (Park official, Ladrilleros).


Whale-Watching Guidelines

According to the committee, the operators should keep several requirements to participate in whale watching. Before the whale-watching season starts, operators must attend a training workshop about whales, rules, and procedures provided by NNP, CVC and DIMAR. At the end of the training, they receive a whale-watching card that identifies them as authorized operators. Training workshops are conducted in Buenaventura, La Barra and Juanchaco. Workshops in Juanchaco are also attended by operators of other communities, such as Ladrilleros, Chucheros, La Plata and Puerto España (Figure 1). Once the whale-watching season officially starts, operators must report to the NNP authorities in Juanchaco's tourism dock or in La Barra, between 8 a.m. and 4 p.m. every day to obtain a trip authorization. To obtain the authorization, the participation in the training is verified. The park official or person in charge registers them and gives the operator a flag and one environmental interpreter. The flags are used as a sign to identify boats authorized for whale-watching and to confirm that operators know how to comply with all regulations.

The occurrence of “environmental interpreters,” as they are currently known, emerged in 2011 as an initiative of NNP with local communities during the committee. Before the whale-watching season, NNP authorities, with the support of other entities, train young persons from the local communities in on different aspects about the surrounding territory, marine mammals and other local species, and on how to carry out responsible tourism in the Bahía Málaga ecosystem (Vásquez, 2015). To limit the number of boats on the sea (2i, 2ii, Table 1), a maximum of 15 flags are distributed at any given time. Meaning that only 15 boats at a time can be doing whale-watching. Additionally, tourists are supposed to be given an informative talk on land, before departure, about the protected area, the whales, and recommendations for whale-watching in the facilities where the park officials are located. The talk can be given by park officials or environmental interpreters.



Application of Whale-Watching Guidelines

Regarding rules, most of the operators report that the guidelines are easy to understand and apply (3i and 3iv, Table 1). Some operators, though, mentioned that certain rules about keeping a safe distance from the whales were difficult to apply. This is because there are times when groups of whales, most of them with calves, will approach boats closer than 200 m on their own. The boats cannot reasonably move away in order to abide strictly by the rules. Therefore, the rules do not adjust to local conditions, since Bahía Málaga is characterized as a breeding area (Avila et al., 2013) (3ii, Table 1). Besides, most operators interviewed say they understand the rules and commit to following them before every whale-watching season. However, several key actors admitted to not trusting others' compliance of the rules. Relations of trust could contribute with monitoring when individual trusted each other to act as they should (Pretty, 2003).

More important, even if the operators agree to comply with the rules, they will not be fulfilled if nobody invests in monitoring and sanctioning activities (Ostrom, 1990). Park officials are currently the entities that have been in charge of monitoring enforcement at sea (3v, Table 1), with some support from the CVC, the Navy-Coast Guard and environmental interpreters. The environmental interpreters serve as supervisors for monitoring boat equipment and capacity (passenger overcrowding) and ensuring that the whale-watching rules are adhered to on board. Moreover, if it is necessary, they give a warning to the boat driver or make a note to report bad behavior to the NNP. Nevertheless, their verbal warnings, as a means of enforcement, is perceived by the operators as having low authority. In addition, some operators, mainly from Buenaventura, Juanchaco and Ladrilleros, tend to supervise each other as a result of by-product of using the commons (Ostrom, 1990) (3viii, Table 1). They scold each other personally at sea or later on land, particularly when someone is too close to the whales. Only a few of those incidents are later reported to park officials. However, some mentioned that, when doing these actions, they generate conflict and are called “toads” (a slang word for gossips or “tattle tales”) by their peers. However, despite the efforts to establish clearly defined boundaries of user group (2i, 2ii, Table 1) and monitoring actions, there are still gaps. In La Barra, one of the operators interviewed in the community did not attend the trainings and therefore was not granted the whale-watching card. Several other interviewees even mentioned that operators would give whale-watching trips without the training and a flag. Nor did most of the local operators take an environmental guide with them or give the pre-departure talks to tourists. In La Barra, this is likely due to the fact that the environmental interpreter training began in 2015. In the same year, the flags and report about operators started to be recorded and delivered in La Barra by environmental interpreters. When park officials find an unauthorized boat, they can request the suspension of the whale-watching activity and ask them to go to the Juanchaco's tourism dock. Once on land, other park officials give the operator a small talk if he did not participate in the training workshops in order to provide him with a flag and an environmental interpreter. On the other hand, if a boat breaks a rule of whale-watching, the boat driver will receive a verbal warning by environmental authorities (NNP or CVC) and it is recorded as a note. After the whale-watching season ends, all recorded notes are discussed in the “Local Interinstitutional Committee of Whales” to consider whether sanction measures are necessary. The existence of unauthorized operators in the sea may derive from the characteristics of the humpback whale habitat that raise the costs of defining boundaries, monitoring and knowledge of the state of the resource (Wade, 1988; Ostrom, 2009) (1i,1ii, and 1iii, Table 1). Nonetheless, most of the boats leaving from Buenaventura, from areas surrounding the Park, and from the communities that are part of it, do whale-watching near of Juanchaco's tourism dock in Bajos de Negritos (Figure 1), where there is the highest probability of observing whales. This natural congregation facilitates monitoring and set boundaries (3v and 1ii, Table 1). Also, the profits are ensured every year by the high predictability of the arrival of humpback whales for their reproductive season (1v, Table 1).



Sanctions

According to testimonies from park authorities, there are not currently sanctions concerning whale-watching (3vi, Table 1). However, there were some inconsistences between the guidelines and testimonies from environmental authorities and some boat drivers. The guidelines specify legal sanctions to those who do not comply with recommendations of whale-watching. These are considered as infractions to naval rules (DIMAR, 2001). Some boat drivers claimed the existence of sanctions such as suspensions of whale-watching for days or all season, economic fines, jail time, and retention or immobilization of the boat. Moreover, several key actors recognized the importance of establishing sanctions (3vi, Table 1) to enforce compliance “…because it would be good, because [then] people would always respect the rules …” (Boat driver, Juanchaco).





DISCUSSION

The aim of this study was to analyze the characteristics of humpback whale-watching in Uramba Bahía Malaga National Natural Park through Moore and Rodger (2010) 30 enabling conditions for sustainability of governance. Since only 16% of the conditions were met, current management of the whale-watching activity in the area could jeopardize sustainability of governance in the mid- and long-term. Conflict and competition among operators, the unwillingness to work together, the lack of a whale-watching operators' association, and the lack of support from government organizations appear as some of the main reasons for this lack of sustainability. These issues have also been identified in whale-watching industries in the Azores (Bentz et al., 2013; Silva, 2015). This suggests that some problems identified in this study could be occurring in different regions of the world. It is important to notice also that these problems have not hindered the informal agreements between different key actors and operators to share tourists or to share information about the location of whales. Interestingly, this has also been observed in other regions of the world (Silva, 2015).

Moreover, some recommendations arise from these analyses. To tackle these social problems and the perception of a lack of enforcement in humpback whale-watching at the Uramba Bahía Málaga NNP, it is necessary to have joint management support by involving stakeholders, local communities, operators, and government entities (Higham et al., 2009; Dimmock et al., 2014; New et al., 2015). Local operators could participate in the development of local guidelines. This could help to develop rules on specific behaviors that should be adapted when humpback whales are nearby (Ostrom, 1990; Gjerdalen and Williams, 2000). Local councils and individuals with previous experience in similar associations could assist in conflict resolution to promote trust and reciprocity among operators during activities by implementing regular meetings (Young, 1999; Heenehan et al., 2015). Several studies have also shown that it is possible to equally distribute benefits of whale-watching and to foster cooperation to resolve disagreements and consolidate competition by forming local associations (Young, 1999; Allen et al., 2007; Mustika et al., 2012). This could also help the operators to be recognized as a legitimate voice in whale-watching management (Lawrence et al., 1999).

It is important to empower environmental interpreters by bolstering their perceived low authority. This would improve surveillance mechanisms. Tourists could also monitor and report bad behaviors during whale watching. The most effective sanctions and monitoring methods applied by the authorities or by the operators themselves should also be identified. Furthermore, if the authorities seek to limit the number of operators in the future, the operators' opinion should be considered. Those who do not agree with limiting the number of operators state that officials “…cannot deny our right to work unless they have subsidies to carry out the activity…” (Boat driver, Juanchaco). In this way, limiting the number of operators should be complemented by policies to reduce poverty levels (Mustika et al., 2012).



CONCLUSIONS

The CPR analysis of humpback whale-watching based on enabling conditions for sustainability governance developed by Moore and Rodger (2010), revealed the complexity of the system. Only external entities define the boundaries and rules of local management of the resource system, user group and institutional arrangements. In addition, the high cost of surveillance, which derives from the characteristics of the resource system, prevents to adequately monitor the compliance of the rules. The analyses showed also that sustainability governance of the whale-watching activity may be in jeopardy in the mid- and long-term since only some of the conditions were met. Government and community authorities have the challenge to improve the relationships between stakeholders and to better control the local agreements and price of the activity. Regular meetings between operators may resolve social problems, and inconsistences in rules and sanctions. The creation of operator associations could lead to socioeconomic equality and enhance their participation in whale-watching management. Difficulties in monitoring could be reduced in the future if operators really considered environmental interpreters as authority officers. Through informative talks, tourists could also get involved in monitoring and could report bad behaviors during whale watching.

Moreover, in whale-watching areas in which only the biological approach has been prioritized, it is advisable to apply the methodology presented here. This could allow to deepen in other factors that may be affecting the sustainability of the whale-watching industry. Further researches on humpback whale-watching as a “tragedy of the commons” in Colombia and in other regions of the world are also needed. This will help to better understand the relationships between each of the conditions to enable sustainability governance and to identify cases of management failure but also of cooperation success between key actors.



DATA AVAILABILITY STATEMENT

The raw data supporting the conclusions of this article will be made available by the authors, without undue reservation.



ETHICS STATEMENT

Ethical review and approval was obtained by the Ministry of Interior with the record number 0FI15-000029149-DCP-2500 12 August, 2015 according to local legislation and institutional requirements. The participants provided recorded informed consent to participate in this study.



AUTHOR CONTRIBUTIONS

All authors listed have made a substantial, direct and intellectual contribution to the work, and approved it for publication.



ACKNOWLEDGMENTS

The authors thank to National Natural Parks of Colombia, specially park officials of Uramba Bahía Málaga National Natural Park, CVC officials, local communities and community councils of Juanchaco, Ladrilleros and La Barra, and companies in port of Buenaventura, for time and support. We appreciate the editing suggestions from the native English speaker Dr. Kerri Seger, and Maria Alejandra Cruz for making the map for this article (Figure 1). The information on this article was taken from the Laura Soto-Cortes thesis with the support and edition of the thesis directors AL-A and Diana Lucia Amaya.



REFERENCES

 Aguirre, A. (1995). Etnografía: Metodología Cualitativa en Investigación Sociocultural. Barcelona: Marcombo.

 Allen, S., Smith, H., Waples, K., and Harcourt, R. (2007). The voluntary code of conduct for dolphin watching in Port Stephens, Australia: is self-regulation an effective management tool? J. Cetacean Res. Manag. 9, 159–166.

 Arboleda, H. (1993). Bahia aMa laga: realidad o desastre. Boleton Socioecon. 26, 73–88.

 Arias-Gaviria, D., Muñoz-Vargas, C., and Avila, I. C. (2011). Tourist Guide of Whalewatching in Colombia. Bogotá: Ministry of Industry, Commerce and Tourism, Vice Ministry of Tourism, Directorate of Quality and Sustainable Development of Tourism of Colombia.

 Avila, I. C., Correa, L. M., and Parsons, E. C. M. (2015). Whale-watching activity in bahía málaga, on the Pacific coast of Colombia, and its effect on humpback whale (Megaptera novaeangliae) behavior. Tour. Mar. Environ. 11, 19–32. doi: 10.3727/154427315X14398263718394

 Avila, I. C., Garcia, C., Palacios, D. M., and Caballero, S. (2013). “Mamiferos acuaticos de la regio n del Paci fico colombiano,” in Diagno stico del Estado de Conocimiento y Conservacio n de los Mamiferos Acuaticos en Colombia, eds F. Trujillo, A. Gärtner, D. Caicedo-Herrera, and M. Diasgranados (Bogota: Ministerio de Ambiente y Desarrollo Sostenible, Fundacio n Omacha, Conservacio n Internacional y WWF), 129–168.

 Baland, J.-M., and Platteau, J.-P. (1996). Halting Degradation of Natural Resources: Is There a Role for Rural Communities? Rome: Food and Agriculture Organization of the United Nations.

 Bentz, J., Dearden, P., and Calado, H. (2013). Strategies for marine wildlife tourism in small islands – the case of the Azores. J. Coast. Res. 1, 874–879. doi: 10.2112/SI65-148.1

 Bonilla, E., and Rodri guez, P. (1997). Mas alla del Dilema de los Metodos. Bogoto: Editorial Norma.

 DIMAR (2001). Directiva Permanente No 001-37CP1-DILIT- 511, Normas para la Observacio n de Ballenas en el Paci fico Colombiano. Buenaventura, Colombia.

 Dimmock, K., Hawkins, E. R., and Tiyce, M. (2014). Stakeholders, industry knowledge and adaptive management in the Australian whale-watching industry. J. Sustain. Tour. 22, 1108–1121. doi: 10.1080/09669582.2013.879311

 Ferrero-Ronquillo, A. F. (2015). En Referencia a la Directiva Permanente No. 001-37CP1-DILIT-511.Official communication No. 11201500229, MD-DIMAR-CP01- ALITMA. Buenaventura, Colombia.

 Gjerdalen, G., and Williams, P. (2000). An evaluation of the utility of a whale watching code of conduct. Tour. Recreat. Res. 25, 27–37. doi: 10.1080/02508281.2000.11014909

 Hardin, G. (1968). The tragedy of the commons. Science 162, 1243–1248. doi: 10.1126/science.162.3859.1243

 Heenehan, H., Basurto, X., Bejder, L., Tyne, J., Higham, J. E. S., and Johnston, D. W. (2015). Using ostrom's common-pool resource theory to build toward an integrated ecosystem-based sustainable cetacean tourism system in Hawai'i. J. Sustain. Tour. 23, 536–556. doi: 10.1080/09669582.2014.986490

 Higham, J., Bejder, L., Allen, S. J., Corkeron, P. J., and Lusseau, D. (2016). Managing whale-watching as a non-lethal consumptive activity. J. Sustain. Tour. 24, 73–90. doi: 10.1080/09669582.2015.1062020

 Higham, J., Bejder, L., and Lusseau, D. (2009). An integrated and adaptive management model to address the long-term sustainability of tourist interactions with cetaceans. Environ. Conserv. 35:294. doi: 10.1017/S0376892908005249

 INVEMAR UNIVALLE INCIVA. (2006). Biomálaga: valoración de la biodiversidad marina y costera de Bahía Málaga (Valle del Cauca), como uno de los instrumentos necesarios para que sea considerada un área protegida. Available online at: http://www.invemar.org.co/documents/10182/13789/9860IF_BIOMALAGA2007.pdf/9ee8dadb-a43e-46aa-a9d5-7c6cfb3c40c5 (accessed August 20, 2014).

 Lawrence, T. B., Phillips, N., and Hardy, C. (1999). Watching whale watching: exploring the discursive foundations of collaborative relationships. J. Appl. Behav. Sci. 35, 479–502. doi: 10.1177/0021886399354008

 Lusseau, D. (2004). “Chapter 16. The state of the scenic cruise industry in Doubtful Sound in relation to a key natural resource: bottlenose dolphins,” in Nature-Based Tourism in Peripheral Areas: Development or Disaster? eds C. M. Hall, S. Boyd, and S. W. Boyd (Rovaniemi: Channel View Publications), 246–260. doi: 10.21832/9781845410025-018

 Moore, S. A., and Rodger, K. (2010). Wildlife tourism as a common pool resource issue: enabling conditions for sustainability governance. J. Sustain. Tour. 18, 831–844. doi: 10.1080/09669582.2010.483281

 Mustika, P. L. K., Birtles, A., Everingham, Y., and Marsh, H. (2013). The human dimensions of wildlife tourism in a developing country: watching spinner dolphins at Lovina, Bali, Indonesia. J. Sustain. Tour. 21, 220–251. doi: 10.1080/09669582.2012.692881

 Mustika, P. L. K., Birtles, A., Welters, R., and Marsh, H. (2012). The economic influence of community-based dolphin watching on a local economy in a developing country: implications for conservation. Ecol. Econ. 79, 11–20. doi: 10.1016/j.ecolecon.2012.04.018

 New, L. F., Hall, A. J., Harcourt, R., Kaufman, G., Parsons, E. C. M., Pearson, H. C., et al. (2015). The modelling and assessment of whale-watching impacts. Ocean Coast. Manag. 115, 10–16. doi: 10.1016/j.ocecoaman.2015.04.006

 O'Connor, S., Campbell, R., Cortez, H., and Knowles, T. (2009). Whale Watching Worldwide: Tourism Numbers, Expenditures and Expanding Economic Benefits. Yarmouth, MA. Available online at: https://www.ifaw.org/international/resource-centre/whale-watching-worldwide (accessed August 20, 2014).

 Ostrom, E. (1990). Governing the Commons: the Evolutions of Institutions for Collective Action. New York, NY: Cambridge University Press. doi: 10.1017/CBO9780511807763

 Ostrom, E. (2009). A general framework for analyzing sustainability of social-ecological systems. Sci. New Ser. 325, 419–422. doi: 10.1126/science.1172133

 Ostrom, E., Dietz, T., Dolsak, N., Stern, P. C., Stonich, S., and Weber, E. U. (2002). The Drama of the Commons. Washington DC: National Academy Press.

 Parques Nacionales Naturales (2019). Parque Nacional Natural Uramba Bahía Málaga. Available online at: http://www.parquesnacionales.gov.co/portal/es/ecoturismo/region-pacifico/parque-nacional-natural-uramba-bahia-malaga/ (accessed August 20, 2014).

 Parques Nacionales Naturales and Consejos comunitarios (2015). Informe Final Registro de Avistamiento de Ballenas Jorobadas en el Parque Nacional Natural Uramba bahía Málaga Periodo 15 julio-02 Noviembre 2015. Ladrilleros.

 Parsons, E. C. M., and Brown, D. (2017). Recent advances in whale-watching research: 2015–2016. Tour. Mar. Environ. 12, 125–137. doi: 10.3727/154427317X694728

 Parsons, E. C. M., Lück, M., and Lewandowski, J. K. (2016). Recent advances in whale-watching research: 2014–2015. Tour. Mar. Environ. 11, 251–262. doi: 10.3727/154427316X14580612748687

 Pirotta, E., and Lusseau, D. (2015). Managing the wildlife tourism commons. Ecol. Appl. 25, 729–741. doi: 10.1890/14-0986.1

 Pretty, J. (2003). Social capital and the collective management of resources. Science 302, 1912–1914. doi: 10.1126/science.1090847

 Senigaglia, V., Christiansen, F., Bejder, L., Gendron, D., Lundquist, D., Noren, D. P., et al. (2016). Meta-analyses of whale-watching impact studies: comparisons of cetacean responses to disturbance. Mar. Ecol. Prog. Ser. 542, 251–263. doi: 10.3354/meps11497

 Silva, L. (2015). How ecotourism works at the community-level: the case of whale-watching in the Azores. Curr. Issues Tour. 18, 196–211. doi: 10.1080/13683500.2013.786027

 Trujillo, F., and Ávila, I. C. (2013). “Uso no letal de ceos: el turismo de observaci n de delfines y ballenas como estrategia de conservacion en Colombia,” in Diagnastico del Estado de Conocimiento y Conservacion de los Mamiferos Acuaticos en Colombia, eds F. Trujillo, A. Gärtner, D. Caicedo-Herrera, and M. Diasgranados (Bogot, Columbia: Ministerio de Ambiente y Desarrollo Sostenible, Fundacio n Omacha, Conservacio n Internacional y WWF), 233–251.

 Vásquez, S. (2015). Capacitacio n Inte rpretes Ambientales de la Cuenca de Bahi a Ma laga. Juanchaco, Colombia.

 Wade, R. (1988). Village Republics: Economic Conditions for Collective Action in South India. Cambridge: Cambridge University Press.

 Yin, R. K. (2009). Case Study Research: Design and Methods. Thousand Oaks, CA: SAGE Publications.

 Young, E. H. (1999). Balancing conservation with development in small-scale fisheries: is ecotourism an empty promise? Hum. Ecol. 27, 581–620. doi: 10.1023/A:1018744011286

Conflict of Interest: The authors declare that the research was conducted in the absence of any commercial or financial relationships that could be construed as a potential conflict of interest.

Copyright © 2021 Soto-Cortés, Luna-Acosta and Maya. This is an open-access article distributed under the terms of the Creative Commons Attribution License (CC BY). The use, distribution or reproduction in other forums is permitted, provided the original author(s) and the copyright owner(s) are credited and that the original publication in this journal is cited, in accordance with accepted academic practice. No use, distribution or reproduction is permitted which does not comply with these terms.



OPS/images/fmars-08-575866-t001.jpg
Enabling condition

(1) Resource system characteristics
() Small size

(i) Well-defined boundaries

(ii) Low levels of mobility

() Possibilties of storage of benefits from the resource:
() Predictabiity

(2) User group characteristics

() Small size
(i) Clearly defined boundaries

(i) Shared norms.

() Past successful experiences ~ social capital

(v) Appropriate leadership - young, familiar with changing extemal
environment, connected to local elite

(i) Heterogeneity of endowments, homogeneity of identities
and interests

(vi) Low levels of poverty

(1 and 2) Relationship between resource system and user
group characteristics (industry)

() Overlap between user group residential location and
resource location

(i) High levels of dependence by group members on
resource system

(ii) Faimess in allocation of benefits from common resources
(iv) Low levels of user demand

() Gradual change in levels of demand

(3) Institutional arrangements

() Rules are simple and easy to understand

(i) Rules that are adaptable and locally re-negotiable

(i) Locally derived access and management rules

(iv) Ease of enforcement of rules

(v) Monitoring of resource, users and interactions (Ostrom, 1990;
Ostrom, 1995)

(vi) Graduated sanctions
(vi) Availability of low-cost adjudication
(vii) Accountability of monitors and other offcials to users

(1 and 3) Relationship between resource system and
institutional arrangements

) Matches restrictions on harvests to regeneration of resources
(4) External environment

) Technology and markets

Low-cost exclusion technology

Time for adaptation to new technologies

(i) Low levels of articulation with external markets

(i) Gradual change in articulation with external markets
(i) State

Central governments should not undermine local authority
Supportive external sanctioning institutions

Appropriate levels of aid to compensate local users for
conservation

Nested levels of appropriation, provision, enforcement,
governance

Condition
met in whale-
watching

>

X X X X < ’

X X

X X X

<

The conditions met in whale-watching at Uramba Bahia Mélaga NP, Colombia, were

marked with a (), those absent with an (X) and unevaluated with a ().





OPS/xhtml/Nav.xhtml




Contents





		Cover



		Whale-Watching Management: Assessment of Sustainable Governance in Uramba Bahía Málaga National Natural Park, Valle del Cauca



		Introduction



		Materials and Methods



		Ethics Statement



		Study Area



		Data Collection



		Qualitative Data Analysis







		Results



		User Group Characteristics and External Environment



		User Group Characteristics



		External Environment



		Markets



		Technology









		Relationships Between Resource System and User Group Characteristics









		Resource System Characteristics and Institutional Arrangements



		Whale-Watching Guidelines



		Application of Whale-Watching Guidelines



		Sanctions













		Discussion



		Conclusions



		Data Availability Statement



		Ethics Statement



		Author Contributions



		Acknowledgments



		References

















OPS/images/cover.jpg
, frontiers
in Marine Science

Whale-Watching Management:
Assessment of Sustainable
Governance in Uramba Bahia
Malaga National Natural Park,
Valle del Cauca





OPS/images/fmars-08-575866-g001.gif





OPS/images/fmars-08-575866-g002.gif
N

—
companics C==D
0 operons
O tewemetis|










OPS/images/crossmark.jpg
©

2

i

|





OPS/images/logo.jpg
’ frontiers
in Marine Science





