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Description 

(from Proposal) 

Town Creek Harbor, Beaufort, North Carolina. The property is approximately 2.61 acres. There is .67 

acres of uplands and the remainder is coastal wetlands. 

 

Project 

Summary (from 

Proposal) 

Develop and implement a sustainability plan that demonstrates a new approach to working 

waterfront development and preservation in partnership with the Carteret County Harbor 

Authority.  Project will include innovative mixed-use development and non-traditional 

revenue streams to sustain small-scale fishing communities. 
 

Summary of 

Accomplishments 
North Carolina’s commercial fishing sector has been in decline for the past three decades due 

to changing environmental, regulatory, and economic circumstances. As a result, the working 

waterfront infrastructure that supports the industry has largely disappeared. The loss of this 

infrastructure, including fish houses and docks for small-scale commercial fishermen, has 

further destabilized the fishing industry. Responding to this issue, the Walking Fish 

Cooperative has developed a business plan and architectural blueprint for a creative and 

practical multipurpose fish house in Carteret County, North Carolina. Leveraging the 

cooperative’s knowledge of commercial fishing with the expertise of local entrepreneurs, 

organizations, agencies, and other community-based partners, the plans blend smart business 

planning that targets local markets with design features that meet the needs of small-scale 

commercial fishermen in the region. As working waterfronts continue to disappear, the need 

for new forms of working waterfronts are critical to the commercial fishing industry. We 

anticipate that this initiative will serve as a proof of concept for other fishing communities in 

the southeastern United States and across the nation. 
 

Lessons Learned • Fundraising – Don’t expect to be able to solicit funding to support waterfront development 

before the business plan and conceptual designs are well refined.   

• Politics – Just as the politics of fisheries are complex and difficult to navigate, so too are 

those associated with landuse planning and coastal development.  

• Building & Permitting – It is critical to have access to technical experts with knowledge 

about building and permitting because coastal properties are highly regulated. 

• Momentum - Demonstrating continued progress (even if it is slow) is critical to sustaining 

interest and momentum. Part of this is keeping partners updated about progress along the way.  

• Partners – Innumerable people contributed to the success of the planning process. Without 

strong partnerships community-scale projects like this are not possible. 
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Activities and Outcomes 

 

Funding Strategy:  Planning, Research, Monitoring 

Activity / Outcome:  FIF - Management or Governance Planning - # plans developed 

Description: Enter the number of plans developed that had input from multiple stakeholders 

Required: Recommended 

Notes: This proposal will support the development of 1 sustainability plan and its associated case study and will 

inform the development of 3 - 5 similar initiatives in fishing communities across the country. 

 

 

Funding Strategy:  Capacity, Outreach, Incentives 

Activity / Outcome:  FIF - Outreach/ Education/ Technical Assistance - #  people reached 

Description: Enter the number of people reached by outreach, training, or technical assistance activities 

Required: Recommended 

Notes: This proposal will support the development of 1 sustainability plan and its associated case study and will 

inform the development of 3 - 5 similar initiatives in fishing communities across the country. 

 

 

Funding Strategy:  Capacity, Outreach, Incentives 

Activity / Outcome:  FIF - Economic benefits - # jobs created 

Description: Enter the number of jobs created 

Required: Recommended 

Notes: Implementing the sustainability plan will generate 2 - 5 FTEs in Carteret County, North Carolina. There 

will be employment opportunities in maintaining, managing, and effectively managing the mixed-use facility.  By 

developing the property, we will also be able to expand the cooperative, reaching more individual consumers and 

pursuing larger institutional buyers, schools, and hospitals. 

 

 

Funding Strategy:  Capacity, Outreach, Incentives 

Activity / Outcome:  FIF - Economic benefits - #  jobs sustained 

Description: Enter the number of  jobs sustained 

Required: Recommended 

Notes: The sustainability plan will help to sustain the livelihoods of members of the cooperative (n = 13 currently) 

and will benefit as many as 10-20 more small-scale fishing businesses per year. 

 

 

Funding Strategy:  Capacity, Outreach, Incentives 

Activity / Outcome:  FIF - Change in economic performance  - % profitability 

Description: Enter the percent of revenue represented by profit (profit/total revenue) 

Required: Recommended 

# plans developed - Current: 1.00 

# plans developed - Grant Completion: 1.00 

# people reached - Current: 6 

# people reached - Grant Completion: 6 

# jobs created - Current: 0.5 

# jobs created - Grant Completion: 0.5 

# jobs sustained - Current: 13.00 

# jobs sustained - Grant Completion: 13.00 

% profitability - Current: 55.00 
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Notes: In the last three years, members of the cooperative have earned an additional 33% more revenue for their 

catch compared to the average monthly ex-vessel price of finfish and shellfish landed in the surrounding region, 

and an additional 12% to 18% more per dollar by way of year-end profit sharing (i.e., 54-61% above market 

value). The business model developed over the course of this project aims to increase the amount of seafood the 

fishermen in the cooperative sell. While the fish house project has not be implemented yet, efforts to expand sales 

have already started and YTD sales are up by 15%. 

 

 

 

 

% profitability - Grant Completion: 55.00 
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 Final Programmatic Report Narrative  
 

1. Summary of Accomplishments 
 

North Carolina’s commercial fishing sector has been in decline for the past three decades due to changing 

environmental, regulatory, and economic circumstances. As a result, much of the shoreside infrastructure that 

supports the industry has disappeared. Losing this infrastructure further destabilizes the fishing industry by 

making it more difficult for fishermen to sell their catch, access markets, or conduct their businesses. 

Responding to this issue, funding from the National Fish and Wildlife Foundation was used to develop a 

strategic vision for a new type of waterfront infrastructure that aligns the social, economic, and environmental 

conditions of the region. The vision for this fish house was developed over the course of a two year planning 

process that was initiated by the Walking Fish Cooperative (WFC) and reflects ideas generated by its 

members, local entrepreneurs, organizations, agencies, and community-based partners. The vision centers 

around a multi purpose working waterfront facility in Carteret County, North Carolina that integrates innovative 

strategies being used across North America. It is accompanied by a business plan and detailed 5-year 

projections. The aim of the fish house is to help support the long-term viability of small-scale commercial 

fishermen in the region and bolster the industry’s capacity to serve local, state, and regional markets, building a 

brighter and more resilience food system in the process. As shoreside infrastructure continues to disappear, the 

need for new and creative forms of working waterfront becomes ever more important. Although this 

sustainability plan is specific to Carteret County, it has the potential to also serve as a proof of concept for other 

fishing communities in the region and across North America.  
 

2. Project Activities & Outcomes 

 

Activities 
 

WFC received a grant from the National Fish & Wildlife Foundation in April 2013 to develop a ‘sustainability 

plan’ for a waterfront property in Beaufort, North Carolina. The purpose of the plan was to articulate a 

compelling vision for the property and describe how it can serve small-scale commercial fishermen in the 

county in the long-term. The term ‘sustainability plan’ appears in the Magnuson-Stevens Fisheries Conservation 

and Management Act in association with Section 303(A). Under the statute, eligible ‘fishing communities’ and 

‘regional fishery associations’ that hold fishing quota are required to maintain plans that describe their 

operational strategies and specify how they will achieve particular goals and objectives that are pre-defined by 

Regional Fishery Councils. In this way, sustainability plans can be understood as both soft infrastructure 

necessary for fishing communities and regional fishery associations to hold quota and a type of roadmap 

describing their vision and long-term direction. Although there are not any Limited Access Privilege Programs 

(LAPPs) in the Southeast, United States, the value of a strategic document is broadly relevant. Furthermore, 

should the Southeast Regional Fishery Council ever take steps towards established LAPPs, having a 

sustainability plan in place may enable WFC to become a designated fishing community or regional fishery 

association. The sustainability plan includes three components:  
 

 A design for a waterfront property that meets the needs of commercial fishermen, complements the 

town’s development plans, and fosters cooperative research and conservation measures. 

 A business plan for the property that blends traditional and non-traditional revenue streams to support 

the maintenance and upkeep of the facility and supports modest cooperative research activities, and  

 A case study that documents the design and development process that can be shared with the National 

Fish and Wildlife Foundation and coastal fishing communities around the country.  
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The process by which WFC developed the sustainability plan is discussed below. Importantly, we exceeded our 

own expectations and the proposed activities outlined in the original proposal:   

 

[Proposed] Create Advisory Committee - WFC and the Carteret County Harbor Authority  (Harbor 

Authority) proposed to assemble an Advisory Committee to oversee the development of the project. It was 

proposed that there would be an 8-person committee composed of representatives from: (1) Town of Beaufort 

Planning Board, (1) Carteret County Board of Commissioners, (2) university scientists, (2) fishermen, (1) local 

developer, and (1) non-fishermen users. It was anticipated that WFC would also recruit additional 

representation as needed from the North Carolina Division of Marine Fisheries, Beaufort Historical Society, 

Carteret Catch, and other appropriate parties.   

[Actual] Many individuals and organizations contributed to the design and development of the sustainability 

plan (far more than was initially imaged). We are particularly thankful to the following individuals who have 

given their time and energy to this endeavor: Wells Barker, Wanda Bennett, Alexis Bolton, Brad Dubik, Clark 

Callaway, Debra Callaway, Lisa Campbell, Edgar Carr, Lin Chestnut, Elaine Crittenton, Vince Emery, Barbara 

Garrity-Blake, Buddy Goodwin, Lauren Hermley, Mark Hooper, Eddy Myers, Russell Overman, John Partin, 

Jonathan Robinson, Paul Russell, Patricia Suggs, Susan Sachs, Joshua Stoll, Aaron Styron, and Jay Styron.  

 

[Proposed] Define Goals – WFC and the Harbor Authority proposed to define the intended outcomes of the 

project and how the project could benefit the economic and conservation needs of the broader community. To 

do this, WFC proposed to conduct a series of focus groups (2-3) in Carteret County to better understand how 

waterfront facility would benefit the commercial fishing industry.  

[Actual] WFC held 2 focus groups during the project in which fishermen and community representatives 

attended. The Project Team also conducted a series of semi-structured and informal interviews with members of 

the cooperative, local fishermen, and key members of the community. The purpose of these interviews and 

informational meetings was to inform interested parties of the project and to begin to gather input on the desired 

outcomes of the project (including physical and conceptual characteristics of the property and business). In all, 

the Project Team participated in 62 meetings and went on 5 fishing trips with commercial fishermen. While not 

all of these meetings or trips were solely focused on the fish house project, each provided useful information 

about: (1) necessary and ideal attributes of a fish house, (2) broad goals of the fish house, and (3) ideas about 

how should/could benefit the fishing industry and the broader community.  

 

[Proposed] Research Options – The Project Team committed to traveling to a minimum of three locations 

around the country to do on-site visits to learn more about how these working waterfront facilities work. 

Concurrently, the Team promised to research Carteret County landings data to understand trends in the 

County’s fisheries. The purpose of this information was to use it to inform the business plan by helping the 

Team estimate the potential value of seafood that could be landed at the facility. 

[Actual] Representatives from WFC participated in three site visits (North Carolina, New England, and 

California). Interviews were also carried out with local fishermen (not in the cooperative) to better understand 

the seafood production in the county (e.g., How much seafood is being landed? What species are available? 

When are these species available?). In total, 13 interviews were conducted with a range of small-scale 

fishermen from different fisheries. Data was also collected from the North Carolina Division of Marine 

Fisheries.  

 

[Proposed] Develop Concept Design – Using the information gathered from the visioning session and 

research, the Project Team proposed to assemble a “concept design” of the shoreside infrastructure that includes 

design elements from innovative projects around the country. The intent of creating the design was to give the 

Project Team a common vision of the property to use to develop a viable business model for the property.   

[Actual] WFC worked closely with an architectural firm from Durham as well as engineers and town/county 

planners to develop a conceptual design for the project. More time and energy was needed working on the 

property survey than anticipated, but it did not hinder progress.  
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[Proposed] Create Business Model – The Project Team proposed to use the concept design as the starting 

point for the business plan. Departing from the traditional business plan for shoreside facilities in the area, the 

Project Team planned to develop a plan that was not dependent on landing a large volume of seafood, focusing 

instead on ways to capitalize on a diverse range of revenue streams.  

[Actual] WFC worked closely with the Carteret County Community College to develop the business model for 

the project. Assistance was also provided by the non-profit, SCORE.  

 

[Proposed] Draft Property Design – The Project Team proposed to work with an architecture firm (or a 

university) to design a wharf and multi-use facility.  

[Actual] WFC worked closely with Edgar Carr, a Durham-based architect, to develop a design for the facility. 
 

Outcomes 
 

Key outcomes associated with each of the activities are described below:  

 

Create Advisory Committee  
 WFC has had consistent and ongoing support from the Town of Beaufort, the Carteret County Commission 

and County Manager’s Office, Duke University, Carteret County Community College, and innumerable 

community partners.  

 

Define Goals  
 Based on more than 60 informal interviews and meetings with fishermen and community leaders, 6 primary 

principles were identified as being important components of the facility:  

(1) Strive for equity: Benefits that are derived from the facility will be fairly and transparently allocated. 

Commitment to fairness is a key to building trust and durable partnerships.   

(2) Provide service: Commercial fishing can be an intensely demanding occupation. Fishermen often 

operate at odd hours and on weekends; their schedules are dictated by regulatory openings, resource 

availability, and weather. The facility will be service oriented, designed to accommodate irregular 

schedules, with the capacity to purchase fishermen’s entire catch (including unusual species and 

underutilized catch). Furthermore, there will be the capacity to pick up seafood from fishermen who 

trailer their vessels or do not regularly offload in Beaufort.   

(3) Foster innovation: Fishermen and community leaders alike pointed out that there are numerous 

ways that a working waterfront facility can benefit the broader community (e.g., via increased access to 

local seafood, educational opportunities, economic development, tourism, etc). The facility will serve as 

an innovation hub that brings together fishermen, researchers, and community leaders to forge solutions 

to challenges that threaten the long-term viability of the region’s resources and those who depend on 

them.  

(4) Support local: Much of the seafood consumed in the US is imported (90%). The facility will serve as 

a ‘seafood hub’ that is committed to increasing the link between fishermen and local and regional 

markets, whereby increasing consumers’ access to local seafood and strengthening the food system.   

(5) Increase visibility: Negative publicity has recently hurt the commercial fishing sector. Creating a 

facility that is publicly accessible and attractive to tourists, the facility we bring positive visibility to 

fishermen and their industry.  

(6) Create solutions: Many fishermen have a deep understanding of the ecology and biophysical 

dynamics of marine systems. This knowledge is vital to sustaining marine resources. By creating a 

facility that links fishermen to scientists and other community leaders, the facility will create avenues for 

fishermen’s knowledge to be utilized to improve management outcomes.  

 

Research Options  
 To augment the visioning process, WFC took 3 trips to explore ways that other communities are sustaining 

working waterfronts and establishing new markets (See Attachment: Trip Reports).  
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(2) New England (October)  

(3) California (November)  

 WFC worked with a graduate student at Duke University to assess interest in a local CSF (See Attachment: 

Local Assessment)  

 WFC researched seafood landings data for the Carteret County to estimate potential seafood landings. These 

data were collected from fishermen and the Division of Marine Resources. In total, 13 interviews were 

conducted with a range of small-scale fishermen from different fisheries (See Attachment 3: Seafood 

Landings).  

 

Develop Concept Design  
 WFC worked with Edgar Carr to develop 3 conceptual designs based on ideas generated by fishermen, 

community leaders, and through the research process (See Attachment: Concept Design as an example).  

 WFC worked with two engineers to complete 2 surveys of the proposed site (See Attachments: Survey 1 

and Survey 2)  

 

Create Business Model  
 WFC worked with the Carteret County Community College and SCORE to develop 1 business model to fit 

(and modify) the concept design (it involved more than 20 iterations) (See Attachment: business model). 

The result of this process was a business model for a collaborative waterfront facility that (1) provides 

the infrastructure and services that small-scale commercial fishermen need to sustain their 

businesses, and (2) serves as an innovation hub that brings together fishermen, researchers, and 

community leaders to forge solutions to the challenges that threaten the long-term viability of their 

region’s resources and those who depend on them. The facility, as imagined, includes three types of 

‘infrastructure’ that are related to: (1) commercial fishing; (2) seafood marketing and distribution; and (3) 

innovation and education. None of these types of infrastructure are entirely unique to this facility, but they 

have not been integrated. It is this synergistic combination that makes the model innovative and viable in 

Carteret County. 

 

Draft Property Design  

 The concept designs, business model, and site survey were used to create 1 renderings of the facility (See 

Attachment: Property Design).  

 

Case Study  

 A short documentary film (1) was created to highlight the project.  

 A more formal report (1) is being finalized that documents, in detail, the full process. 

 A paper (1) describing the relationship between WFC and CSFs was written and submitted for publication 

to the journal, Ecology and Society. (See Attachment: Publication)   
 

3. Lessons Learned 

 

Many lessons have been learned through this process. Of these, 5 overarching lessons are highlighted here:  

 

 Fundraising – WFC applied for 2 other grants during the course of the project so that it could seamlessly 

move from planning to implementation (Food Hub Grants, Wallace Foundation & Farmers’ Market 

Promotion Program, USDA). However, despite very positive reviews, neither of these grants received 

funding. There were also several funding opportunities that appeared to be a good fit, but WFC did not 

pursue. The inability to fund raise while simultaneously operating WFC and executing the NFWF grant is, 

in part, a reflection of the limited capacity that the cooperative currently has – it simply could not do it all at 

the same time. One of the lessons to be learned from this is that WFC was overly ambitious in its timeline as 

it relates to the transition from planning to implementation. Instead of shifting straight to implementation, 

WFC is now at a point that it will need to invest time in raising the funding necessary to build the facility.  
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 Politics – Just as the politics of fisheries are complex and difficult to navigate, so too are those associated 

with landuse planning and coastal development. This is particularly true in this case because this project 

focused on designing a facility on a property that is publically owned. WFC appears to have been 

successful, thus far, at navigating these politics by being open about its planning process and welcoming 

input from a diverse range of stakeholders.  

 Building & Permitting – WFC was extremely fortunate to work with an outstanding architect that has an 

immense knowledge of coastal building and development. He proved to be extremely generous with his 

time and helped WFC connected with the appropriate individuals and experts involved in waterfront 

development and permitting. Over the course of the 2-year period, WFC interacted with dozens of state and 

federal permitting authorities and solicited support from two surveying companies and one engineering 

group. The main lesson to be learned from this process is that it is critical to have expert support up front 

because property development (particularly coastal development) is extremely complex and without this 

technical expertise, it will be difficult to   

 Momentum – This is the most ambitious project that WFC has pursued to date and one that has generated a 

lot of interest from people in the community. Key to sustaining the momentum of this project has been 

demonstrating continued progress and keeping partners updated along the way.     

 Partners – WFC has invested a significant amount of energy in this project, as have many individuals and 

organizations in the broader community. Without doubt, the successes of this project would not have been 

possible without the generous support of innumerable people. The key lesson is that partnership building is 

vital to developing and sustaining these types of projects.  
 

4. Dissemination 

 

 Presentation at the Virginia Institute of Marine Sciences (October 2013) 

 Presentation at the Social Coast Forum (February 2014) 

 Presentation to the Darling Marine Laboratory, University of Mane (May 2014) 

 Presentation at the County Commissioners Meeting, Beaufort, North Carolina (August 2014) 

 Presentation at Duke University (Forthcoming - March 2015)  

 Presentation at the University of Vancouver Island, British Columbia (Forthcoming – October 2015) 

 Consultations and discussions with fishermen and fishing communities in California, Maine, New 

Hampshire, Massachusetts, and Virginia.  

5. Project Documents 

 

Project Documents 

 

 Attachment: Trip Reports – Description of site visit trips with lessons learned. 

 Attachment: Local Assessment – Local assessment of demand for Carteret County seafood. 

 Attachment: Seafood Landings – Results of fishermen-based harvest interviews. 

 Attachment: Concept Designs – Preliminary concept designs of the facility.  

 Attachment: Survey 1 – Preliminary site survey of the property. 

 Attachment: Survey 2 – Final site survey of the property. 

 Attachment: PROTECTED - Business model – Detailed business model associated with the site. This 

contains proprietary information and should not be shared without written permission for WFC.  

 Attachment: Property Design – Final design of the property. This file is too large to upload to the 

EasyGrant. 

 Attachment: - Case study – Video associated with the case study for the project. This file is too large to 

upload to the EasyGrant. 

 Attachment: PROTECTED - Publication – Article describing WFC and the fish house project. This article 

is under review and should not be shared without the authors consent.     
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Photos  

 

 Photo 1: Example of working waterfront infrastructure in Carteret County, North Carolina. The fish house 

pictured here is still ‘operational,’ despite its condition.  Photo by WFC.  

 Photo 2: WFC fisherman with a gag grouper in the Atlantic Ocean. Photo by Liza Hoos.  

 Photo 3: WFC fisherman clamming in the Neuse River in Carteret County, North Carolina. Photo by Liza 

Hoos. 

 Photo 4: WFC members in Port Clyde, Maine visiting with fishermen during the site visit in October. Photo 

by WFC.  

 Photo 5: Blue crab fisherman in the WFC holding a Dungeness crab in California during the site visit in 

November. Photo by WFC.  

 Photo 6: WFC fishermen (all of whom fish for blue crabs during part of the year) talking to Dungeness crab 

fishermen in California. Photo by WFC.    

 Photo 7: Planning meeting for working waterfront project. Photo by WFC. 

 Photo 8: View from proposed fish house. Photo by WFC. 
 

Other  

 

 Other: New Article about WFC. 

 Other: Press Release about upcoming event related to sustainable seafood and the fish house project.  
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