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Debriefing – what is it & why is it important
The success of the Observer Program depends on the quality of data collected by observers. The data serve as the backbone of fisheries management as well as providing insight into the function of the entire ecosystem. The importance of these data requires that observers consistently follow program guidelines and employ scientifically valid methods to collect the data. In order to ensure these methods are consistent with training and the data collected are valid, the Observer Program requires that observers participate in a debriefing after each trip. A debriefing consists of a formal interview regarding the trip and a systematic review of the data collected.
A conscientious attitude in collecting the data as well as at-sea completion and checking of the data will improve the quality of the data and expedite this process.

At-Sea Preparation

There are many things the observer can do to prepare for the debriefing process. This section provides suggestions on how to check and organize your data. 

Data check: While you are at sea, check your work on a regular basis. Consult your manual continuously while completing paperwork and be sure the forms are filled in properly. The examples in the manual represent a complete “set” of data and show how forms are interlinked as well as the correct format for each. 
Observer Logbook: Maintaining entries in your logbook while at sea is a requirement. Inside the front cover (in ink) you need to put your name and observer code, the vessel name and code, trip number, gear type and target species. Complete vessel diagram and sampling description. Clearly label all calculations throughout the logbook including all mathematical formulas. Keep daily notes of sampling activities while on board. 

Observers who have witnessed potential fisheries violations may be instructed during debriefing to complete a written statement describing the event. If you encounter violations or other suspicious events, they must be documented in your logbook with references to any data that supports these violations. 
Steps to completing debriefing
1. Observer returns from trip and schedules a time for the debriefing interview;
2. Observer organizes data and verifies all forms are present and complete;
3. Observer submits data to debriefer;
4. Debriefer performs an initial review of logbook and data forms to get an overview of the trip. Debriefer also prepares a list of supplementary questions based on the initial review;
5. Debriefer and observer meet for debriefing interview;
6. Debriefer performs more detailed review while observer makes arrangements to get any additional gear needed for the next trip;
7. Observer makes modifications and returns data to debriefer;

8. Debriefer checks that modifications were completed 
9. Observer makes final modifications based on detailed review;

10. Debriefer writes an evaluation for the trip;
11. Debriefer & observer meet again to review evaluation & discuss next trip.
Pre-interview checklist (observer)

· Review observer logbook 
· Verify completion of cover page, sampling diagram & sampling description. 
· Verify Safety checklist, Trip Summary, Compliance checklist & Vessel information (if included in the program) completed

· Verify all calculations are present for all hauls/sets

· Group each form type together. Verify pages are all numbered sequentially including total number of pages. Write your name & vessel name at the top left side of page 1 for each form type.
· Verify all required fields are completed on each form you are submitting. 

· Download all photos and label as instructed.  Label must match Photolog in logbook. 
· If you have collected samples, make sure these are stored appropriately.

· Turn in all species identification forms for new species encountered.
Pre-interview Checklist (debriefer)

· Review observer logbook – cover page complete, sampling diagram & sampling description, presence of calculations for all hauls/sets, 
· Verify each mandatory form type is present.

· Verify all days assigned to the vessel are accounted for on the Total Effort / Catch form. 

· Read through the daily notes before starting the debriefing interview. Draft a list of trip-specific questions (in addition to the standard questions listed below) based on the daily notes.
Interview questions

· Were you able to complete the Safety Checklist before departure? 

· Describe the flow of fish once the codend (or hooks) came on board.

· Describe how and where you sampled
· How were random numbers selected?

· Describe any assistance the crew provided 

· Did you encounter any problems with sampling? Are there biases in the data that were out of your control?
Detailed data checks by form type (debriefer post-interview)
Make a list of errors in writing and collaborate with the observer to make the corrections. This list will become part the data record. Corrections post-debriefing will be made in a different color pencil. 

If the primary debriefer cannot make all of the data checks prior to the debriefing interview, he may ask observers who are not currently deployed to assist with the checking of calculations and other data checks. 
Logbook

· Verify front cover is complete. Was correct observer code and vessel code used? If not, this will need to be corrected on every page of every form.
· Vessel diagram – verify completion. Is it labeled? 
· Safety checklist – verify completion.  Are there critical fields missing?  If so, be sure to review these with the observer prior to his/her next deployment.
· Trip Summary form

· Verify time zone makes sense

· Is appropriate gear type circled?

· Verify all of the form types checked are actually present

· Verify total hauls made & sampled

· Complete the debriefer section of this form

· Vessel Information form – Liberia Observer Program completing at the program level.  
· Compliance checklist – verify completion.  Are there additional notes for all “Yes” responses?
· Sampling description – verify completion. Does the flow of fish make sense?
· Random sample table – verify completion.
· Check all calculations for total catch estimate. Were appropriate and valid math formulas used? Are there conceptual problems with how total catch estimates are calculated?
· If the photo log is completed, has the observer provided the digital photos to the observer program? [need to develop some sort of naming convention for the photos – possibly some combo of observer code, vessel code, trip ID, number (or date/haul or descriptor)]
· Is there an entry in the Daily Notes for every day on board? Are there entries the observer needs to clarify? Are there entries that should have been noted on the compliance checklist?
Gear Description [trawl]
· Verify correct gear description form was completed.  If targeting shrimp, the observer should have completed the shrimp gear description form. If targeting fish, the finfish gear form should have been completed.  
· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· If photos were taken, are they logged in the Photo Log in the Observer Logbook?
· Was headrope measured?  Was codend mesh size measured?  If these do not conform to the regulation, make sure the observer makes  a note on the compliance checklist in the observer logbook. 

Total catch / effort form [trawl]
· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Are all dates the observer was on board accounted for (including days in port & transit days)?  Dates should match Embarkation & Debarkation dates on Trip Summary form in Observer Logbook. Is haul “0” recorded for all non-fishing days?

· Are haul numbers sequential?

· Does the number of nets make sense based on information provided on Gear Description form? 

· Is Gear performance field completed for each haul made?  If code 5 was used, verify there’s a note in the daily notes of the logbook explaining what happened. 
· Verify there’s a check mark (or X) in the Sampled? Column for each Catch Composition form present [not sure if this bullet should be here or occur when checking dates/hauls on catch comp form]
· Verify an “F” or “S” is present in the Target column for each haul made.  Does this match target recorded on Trip Summary form in Observer Logbook?
· For each haul, verify substrate was recorded as M,S,R,C, CM, or CMS

· Do dates occur in sequence?  Are times in sequence (e.g., are any retrieval times after the following deployment time)? 

· Verify that a latitude & longitude (including directionality) is recorded for each non-fishing day and the start & end of each haul. Are minutes in the correct format (i.e. decimal minutes not minutes and sections).
· Are positions within reason?  [work with the FMC guys & their digital charts to establish some reasonable parameters for positions]
· Verify bottom & fishing depth fields are complete for all hauls.  Fishing depth should always be less than or equal to bottom depth.
· Verify V/O field is completed

· Verify Speed is completed for each haul

· If the total catch estimation method = 10, verify a retained catch estimate is recorded. 

· Verify Total catch estimate is transferred from observer logbook calculation correctly.  Verify estimation method code corresponds to actual method used based on logbook calculations. Every haul must have a total catch estimate and method code recorded except method code=10.

· If estimation method code “9” is recorded, verify there are some notes somewhere regarding how the estimated was made.

· If VMS reports indicate the vessel was fishing inside the IEZ, check those dates/times with the positions the observer was recording. 

Catch composition
· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Use Total Effort / Total Catch form to verify correct date is recorded for each haul sampled.  The date should correspond with the retrieval date (not deployment date).
· Verify either Y or N is circled for whether the haul was mixed with a previous haul.  “N” should be the most common. 
· Verify species codes are correct and correspond with retained species recorded on the Trip Summary form.
· Does the observer have species identification forms on file for all species encountered? IF not, have them describe the new species verbally.  If the identification is 100% certain, change code to next taxonomic level.

· Verify a ST is recorded for each species.  
· Check calculations for average weight, sample weight and/or # individuals counted.  Check calculations for sample weights if cartoons/bags were counted & multiplied by an average cartoon/bag weight. Verify rounding is correct (whole number of animals & weight to hundredths).
· Are all weights in kilograms

· Check sample size is correct.  
· If ST=1 or 8, sample size should equal total catch weight in kg (see Observer Logbook or Total Effort / Total Catch form for verification)

· For ST=2 or 3, sample size equals the sum of sample weights for that sample type.
· If ST = 4, 5 or 7, sample size equals the number of hooks, net sections or pots sampled. 
· If ST=3, there should be entries for total catch weights on the 2nd page for each of the subtypes (3A, 3B, 3C)\
· Verify a species is only listed once (except for ST=3) or once per sample type (when ST=3)

· %Retained should be filled in for each species & should be recorded to nearest whole number
· Verify Reason Discard field is complete for all %Ret <100%. If %Retained = 100%, the Reason Discard column should be blank.
· Read notes – do they make sense in light of sampling description in Observer Logbook? 
Gear Description [longline, trap]

· Verify correct gear description form was completed based on gear type recorded on Trip Summary form in Observer logbook.  

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· If photos were taken, are they logged in the Photo Log in the Observer Logbook?

Set and Haul Information - Demersal Longline
· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Is there a Set & Haul Information form completed for all sets made? 

· Are set dates within the Embarkation & Debarkation dates on Trip Summary form in Observer Logbook. 

· Is target field complete on each form & does it make sense with target recorded on Trip Summary form & on permit?

· Do dates & set #s occur in sequence?  

· Are times in sequence (e.g., are any retrieval times after the following deployment time)? 

· Verify that a latitude & longitude (including directionality) is recorded for the beginning & end of each haul. Are minutes in the correct format (i.e. decimal minutes not minutes and sections).
· Are lat/long within reason?  [work with the FMC guys & their digital charts to establish some reasonable parameters for positions]

· Verify V/O field is completed

· Verify gear deployment (or setting) speed is completed for each haul

· Verify bottom & fishing depth fields are complete.  Fishing depth should always be less than or equal to bottom depth

· Is a seabird mitigation code recorded for gear deployment?

· Verify Total catch estimate is transferred from observer logbook calculation correctly.  If the total catch estimation method = 10, verify a retained catch estimate is recorded. 

· Verify Total catch estimate is transferred from observer logbook calculation correctly.  Verify estimation method code corresponds to actual method used based on logbook calculations. Every haul must have a total catch estimate and method code recorded except method code=10.

· If estimation method code “9” is recorded, verify there are some notes somewhere regarding how the estimated was made.

· Is a Haul direction circled for each gear deployment? 

· Is there a check in the seabird mitigation on retrieval? If so, is there additional documentation on the Gear Description form describing this mitigation?

· Does total hooks/section * # sections = # hooks deployed?  
· Are the fields for Hooks deployed, retrieved & monitored completed? If haul was not sampled for catch composition, hooks monitored should =0.
· When catch composition sampling occurred, is % monitored within 30-50%? 

· Is information on gangions, weights, floats completed for each set? 

· Is bait information recorded for each set? 

· Is Gear condition field completed for each set made?  If code 5 was used, verify there’s a note in the daily notes of the logbook explaining what happened. 

· Are Y / N circled for the “Gear parted?” & “Gear lost?” fields? 
· If VMS reports indicate the vessel was fishing inside the IEZ, check those dates/times with the positions the observer was recording. 

· If Light device is not =0, verify additional fields are complete.
Effort/Total Catch – Pots/traps

· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Are all dates the observer was on board accounted for (including days in port & transit days)?  Dates should match Embarkation & Debarkation dates on Trip Summary form in Observer Logbook. Is haul “0” recorded for all non-fishing days?

· Are haul numbers sequential?

· Do dates & set #s occur in sequence?  

· Are times in sequence (e.g., are any retrieval times after the following deployment time)? 

· Verify that a latitude & longitude (including directionality) is recorded for the start & end of each gear deployment. Are minutes in the correct format (i.e. decimal minutes not minutes and sections).
· Are lat/long within reason?  [work with the FMC guys & their digital charts to establish some reasonable parameters for positions]

· Verify bottom depth field is complete.  

· Verify V/O field is completed

· The number of pots deployed and retrieved should be recorded for each set.  The number retrieved can be less (but not more) than the number deployed. 

· Verify Total catch estimate is transferred from observer logbook calculation correctly.  If the total catch estimation method = 10, verify a retained catch estimate is recorded. 

· Verify Total catch estimate is transferred from observer logbook calculation correctly.  Verify estimation method code corresponds to actual method used based on logbook calculations. Every haul must have a total catch estimate and method code recorded except method code=10.

· If estimation method code “9” is recorded, verify there are some notes somewhere regarding how the estimated was made.

· If VMS reports indicate the vessel was fishing inside the IEZ, check those dates/times with the positions the observer was recording. 

· Verify a catch composition form for all sets checked as sampled.

Fish / Invertebrate Length Frequency form
· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Use Total Effort / Total Catch form to verify correct date is recorded for each haul  

· Verify species codes are correct

· Verify a sex code is recorded for each line (row) of entry

· Maturity code should only be filled in for female crab (and lobster in some programs)

· Are length types appropriate for the fish/inverts measured? If using manual v1.2, do all length type codes include a number and a letter?
· Verify lengths are recorded in ascending order

· Check for duplicate lengths. Eliminate as appropriate.

· Check all (or a subset) of KPCs

Marine Debris Encounter form
· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· If the encounter occurred during a haul, use Total Effort / Total Catch form to verify correct date & position is recorded.
· Verify encounter type 

· Are remaining check boxes / details completed?   

Marine Mammal / Sea Turtle Sightings and Interactions
· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· If the sighting occurred during a haul, use Total Effort / Total Catch form to verify correct date & position is recorded. The position does not need to be identical but should be close.  

· Are sighting numbers consecutive? 

· If there’s an associated sighting, verify the position, sighting condition, wind, water wave information are the same.  

· Verify one of the ‘confidence’ options is circled.

· Verify Body Length completed

· Are closest approach, initial sighting distance and number sighted complete?

· Verify initial sighting cue, sighted by, vessel activity and behavior are indicated (ie circled).

· If there is a fishing interaction, is the bottom section completed?

· Do body length and other identifying characteristics match the identification?  

· Debriefer can fill in Species Code if identification is good.  

Marine Mammal Capture Form
· One Marine Mammal Capture form should be completed for each marine mammal captured (regardless of disposition or whether the observer was able to examine the animal).

· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Use Total Effort / Total Catch form to verify correct date & position is recorded.  

· Are capture numbers consecutive? 

· Verify species, gender, photo and external injury fields are complete. 

· Verify one of the options for ‘condition when captured’ is checked.  

· If the animal was dead, record the carcass number which should match a the associated carcass form. 

· Verify one of the options for ‘condition when released’ is checked

· Verify the appropriate gear section is filled out.

Marine Mammal Carcass Form
· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Use the Marine Mammal Capture form to verify correct haul, date & position is recorded.  

· Are carcass numbers consecutive? 

· Verify species, gender, tooth count, photo and external injury fields are complete. 

· At a minimum, lengths A and K should be complete

· Were any samples collected? 

· If samples were collected, verify specimen label matches information on the form. 

· Collect samples and store as appropriate. 

Sea Turtle Accidental Capture 

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Use Total Effort / Total Catch form to verify correct date & position is recorded and matches the haul number.  

· Are turtle numbers consecutive? 

· Is one species checked? 

· If photos were taken, verify information is also documented in the photo log.

· Verify lengths were recorded

· Were costals and vertebrals counted?  

· Does identification make sense given the various scute counts?
· Collect samples and store as appropriate. 

Specimen Collection
· Are pages numbered consecutively? Is the total correct and filled in on all pages?

· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Use Total Effort / Total Catch form to verify correct date is recorded for each haul  

· Verify species codes are correct

· Verify a specimen type is correct

· Verify a specimen number, sex code, length and weight is recorded for each line (row) of entry

· Collect samples and store as appropriate

Tag Encounter and Recovery
· Write observer and vessel name on first page in margin (upper left )

· Verify observer code, vessel code & trip ID are correct and recorded on each page

· Use Total Effort / Total Catch form to verify correct date is recorded for each haul  

· Verify tag number matches tag attached (if removed is checked). 

· Verify tag type, location, color are checked

· Verify fish or invertebrate information is recorded in correct location. 

· Verify species code

· Verify length and weight types are appropriate to species

· Were structures collected? 
· Collect samples and store as appropriate

Species ID

· Are all fields completed?

· Is the size/weight within reasonable range for this species? [could use info in FishBase, from Nansen cruises (see Gabon_Nansen_1985.pdf Annex 4) and will develop over time]
· Does the species appear on the Catch Comp form for this haul?  If it was in the sample, it should be on the Catch Comp form.  If the fish was from outside the sample, it should not appear on the Catch Comp form. 

Evaluating Data and Observer Performance
One of the primary duties of the debriefer is to fairly and consistently evaluate the performance of observers returning from the field.  Composing the evaluation and reviewing it with the observer is one of the final steps for debriefing.

An observer’s work and performance are evaluated after each trip. Evaluations are a permanent record that tracks an observer’s performance and accomplishments. This evaluation serves two purposes. First, it provides a summary of the work performed, the observer’s effort, and the quality of the data. Second, it serves as a training tool for future deployments by providing recommendations, suggestions and identifying areas of needed improvement. The areas of greatest importance are conformity throughout the trip with established protocols and an understanding of sampling concepts.

The evaluation is based on many factors:

· sampling methods employed;
· completion of all forms and adequate documentation;

· communication during and after trip;
· preparedness for debriefing;
· problem solving skills; and 
· overall effort.
Below are a few questions/items to consider when writing an evaluation:

· Were sampling methods appropriate for the vessel/fishery? Are there areas in which expectations were not met or need improvement? 
· Were sampling methods consistent with training and the Manual? 
· Did the observer correctly utilize the random sample table?

· What is the overall organizational level of the data set (unreadable, poor, excellent)?

· Did the logbook contain sufficient details regarding the trip (sampling description/problems, compliance, safety, detailed calculations, etc)?

· Did the observer call in daily?  

· If the observer had problems, did s/he contact program staff with questions? 

· Were species identification forms completed?

· How did the observer react to difficulties?  Were solutions found? What actions were taken to solve problems?

· Was the observer motivated to solve problems and obtain the best data? 

· Was the observer open to suggestions and cooperative during debriefing? 
· General effort and attitude

· If any component of the data is unusable, explicitly state this in the evaluation. 

· Provide suggestions on all of the above as appropriate.
Preparation for next cruise

· Is all sampling gear in working order? Do you need to exchange or update any gear?

· Observers should test the accuracy of their scales monthly or prior to check-out each trip. 

References

Alaska Fisheries Science Center. 2009a. Debriefing Continuity Guide. North Pacific Groundfish Observer Program, Seattle, WA.

Alaska Fisheries Science Center. 2009b. North Pacific Groundfish Observer Manual for 2010. North Pacific Groundfish Observer Program, Seattle, WA.



Compiled by K.S. Dietrich for ICCAT Fisheries Capacity Building Fund in collaboration with Teresa Turk1








1Division of International Affairs, NOAA Fisheries, Silver Spring, MD USA





 








Version 1.0


October 27, 2011





West Africa Regional


Scientific Observer Program


Debriefing Guide 














PAGE  
1

