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Abstract
Marine Protected Areas (MPAs) have been used as a tool by most of the world governments to
institute appropriate use of marine resources. However, as marine ecosystems around the
world continue to deteriorate as a result of poor management and unsuccessful government
policy, the effectiveness of many MPAs is being questioned. As a result, there has been a shift
in MPAs governance in the last few years where new institutional arrangements have emerged
involving other actors in decision-making and MPAs management, such as civil society and the
private sector. Entrepreneurial Marine Protected Areas (EMPAs) appear to be an alternative for
enhancing marine conservation at the local level, where the private sector in charge of day-today management or is completely responsible for small-scale and commercially supported
MPAs. Although there are some examples of EMPAs around the world, it is not a very well
developed field, therefore, how the private sector can create durable and effective institutional
arrangements to protect marine resources is not yet clear. To analyze how entrepreneurialism
can create a durable institutional arrangement for marine conservation the Chumbe Island
Coral Park (CHICOP), an EMPA in Zanzibar, Tanzania, was researched by making use of the
following theoretical concepts: environmental entrepreneurship, entrepreneurial process and
legitimacy. The study reveals that the institutional setting, and policy and regulation changes
were the sources of an entrepreneurial opportunity exploited by an environmental
entrepreneur for non-profit marine conservation and environmental education. The EMPA
gained acceptability and credibility among the different stakeholders through the actions that
the entrepreneur developed during start-up activities and implementation of the project.
Achieving legitimacy has favorably impacted the eighteen-year history of EMPA. Additionally,
state support, the legal component and the location of the EMPA, and the entrepreneur´s
commitment to the project appear to be equally important factors that have influenced the
durability of the arrangement.
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1
1.1

INTRODUCTION
State failure in Marine Protected Areas management and the private sector
involvement

The ocean represents 71% of the Earth´s surface and has an important role regulating the cycle
of nutrients which control the productivity of plants on land and in the sea. Despite coastal
ecosystems such as estuaries, coastal wetlands, sea grass and algae beds, coral reefs, and
continental shelves cover only 6.3% of world´s surface, they are responsible for 43% of the
estimated value of the world´s ecosystem services (Costanza, 2000). These ecosystems are
fundamental to the sustainable development of tropical countries due to the fact that they
provide food, minerals, and income to local communities while they offer natural protection
against natural phenomena such as storms and floods, among others (Svensson et al., 2009).
Due to the increasing human population and consumption, and the absence of effective
governance institutions at the appropriate scale, marine resources are threatened (Dietz et al.,
2003).
Dietz et al. (2003) suggest that marine resources are being degraded where they are open
access or are governed by top-down national regimes, leaving local communities, regional
authorities and users, without autonomy and understanding to design effective institutions.
Marine ecosystems are under threat partly because humans do not completely understand
their true value, and as many natural resources are exhaustible, undervalued and underpriced
(Cohen and Winn, 2007). The non-excludability characteristic of marine resources and the lack
of appropriate policies and enforcement for their protection have led to marine ecosystems
degradation (Angulo-Valdés and Hatcher, 2010, Dixon and Sherman, 1991, Pacheco et al.,
2010).
Responding to the anthropogenic impact of activities on marine ecosystems and to protect
marine biodiversity and fisheries resources, the establishment of Marine Protected Areas
(MPA) has been growing approximately 5% annually in the world, which reflects the growing
interest on conservation (Wood et al., 2008). MPAs have been used as a tool for governments
to establish appropriate uses of marine resources and control exploitation. Most of the world
governments have been the principal agents in the creation of protected reserves (Langholz
and Krug, 2004), but in recent decades the creation of MPAs has penetrated other levels. The
topic has been included in different international policy instruments (Svensson et al., 2009)
such as at the World Summit on Sustainable Development -Johannesburg 2002- where
participants agreed on the creation of representative networks of marine protected areas by
2012. Afterwards, the Durban Action Plan (from the World Parks Congress 2003) called on the
private sector, among others, to financially support the expansion of the global network of
10

protected areas and ask for recognition of the benefits that protected areas offer, including
education and healthy recreation, biodiversity conservation and income from tourism (IUCN,
2003). In fact, many authors have classified the benefits derived from MPAs. Sobel (1996)
identified a total of 69 benefits and organized them into four categories that seem to reflect
them better: 1) protect ecosystem structure, function and integrity; 2) improve fishery yields; 3)
expand knowledge and understanding of marine systems; and 4) enhance non-consumptive
opportunities.
Because of the underestimation of these benefits and the lack of revenues from protected
areas, investments in protection seems large due to the costs for management as well as the
opportunity costs of developing the area in any other way (Dixon and Sherman, 1991). The
amount of area designated by governments for protection is frequently less than desirable and
there is usually a lack of financial mechanisms for funding them, resulting in adequate efforts
for conservation (Langholz and Krug, 2004). It is important to mention that sources different
from the government could help protected areas become financially feasible, such as user fees,
accommodation charges, and tour guide services, to mention just a few (Dixon and Sherman,
1991), although there is not always political will to develop strategies for conservation. The low
priority governments assign to MPAs, in combination with the lack of investment in
infrastructure, training, and education, often lead to failure in meeting conservation and social
objectives (IUCN, 2003, Riedmiller, 2003, Svensson et al., 2009), and to “paper parks”, that only
exists on paper, but without active and effective management (Langholz and Krug, 2004,
Riedmiller, 2003, UICN, 2003).
Many MPAs have shown negative effects due to poor management, and they do not achieve
the initial goals of the areas. As a result of the continuing deterioration of marine ecosystems
around the world, and the failure of government agencies in protecting them, there has been a
shift in MPAs governance in the last few years, involving other actors in decision-making and
MPAs management. Consequently, new institutional arrangements have emerged where civil
society and the private sector have evolved into important actors in marine conservation.
Langholz and Lassosie (2001) argue that private arrangements for nature conservation are
growing rapidly both in developing and industrialized countries providing an alternative to
government´s insufficient management of marine resources. There is no single, but several
reasons for the private sector becoming involved: 1) government failure to satisfy public
demand for nature conservation; 2) the societal interest growth in biodiversity conservation
that has increased since the Rio Summit in 1992 and is represented by the Convention on
Biological Diversity; and 3) the rapid expansion of ecotourism industry (Langholz and Krug,
2004, Langholz and Lassoie, 2001). Colwell (1999), Dietz et al. (2003), and Riedmiller (2003)
declare that there are novel viable tools for marine conservation such as community-based
11

parks, public-private partnership arrangements and private investment for MPAs establishment
and management. In addition, the COP 10 on the Convention on Biological Diversity invited
parties to recognize “the contribution of, where appropriate, co-managed and private
protected areas” (CBD, 2010). Similarly, Lordkipanidze (2005) points out that responsible
entrepreneurial development is necessary where can be aligned private goals, with
environmental and social goals.
Thereby, protected areas seem to be an opportunity for the private sector to invest by
provision of credit and development of property rights, franchises and concessions. The private
sector even can be encouraged to make charitable contributions or voluntary donations toward
the management of MPAs, especially where they have direct interests (Riedmiller, 2003). Thus,
small-scale and commercially supported MPAs are what have been called by Colwell (1997)
Entrepreneurial Marine Protected Areas (EMPA) where a private entity is in charge of the dayto-day management or is completely responsible for the area. However, Dixon and Sherman
(1991, p. 68) argue that “MPAs always have been seen as parks that without the government
intervention and its support probably would not be durable over time, and the goods and
services they provide would be diminished or lost”. Thus, is the private sector able to create
durable and effective institutional arrangements to protect marine resources?
There are some examples of EMPAs, where the tourism sector has gotten involved generating
social and environmental benefits, such as Whale Island Resort in Van Phong Bay in Vietnam
managed by a hotel (Svensson et al., 2009); Yayassan Karang Lestari coral restoration project in
Pemuteran, North Bali and the marine tourism park in Gili Trawagan, Lombok in Indonesia, both
funded by the private sector (Bottema, 2010); and two diving centers in Curacao (de Groot and
Bush, 2010), among others. Despite these examples, little is known about the relationship
between entrepreneurship and sustainable development (Pacheco et al., 2010) hence it is not
well known how entrepreneurship can overcome institutional challenges such as the ones
mentioned before, and how entrepreneurs developing tourism activities can manage EMPAs
toward not only profits, but also generate social and environmental benefits.
Pacheco et al. (2010) indicate that environmental degradation represents an opportunity for
entrepreneurs. This raises two questions: first, how marine ecosystem degradation represents
an opportunity for entrepreneurs and what is that opportunity? Second, under what
institutional conditions can entrepreneurs exploit an opportunity for marine conservation?
Thus, this study focuses on an EMPA in Zanzibar, Tanzania; Chumbe Island Coral Park (CHICOP)
to analyze how entrepreneurialism can create durable institutional arrangements for marine
conservation. CHICOP can be considered as an EMPA due to it is a privately managed marine
reserve. It was created in 1994 by CHICOP ltd., a company recently formed in 1992 which
12

through a lease obtained the management of Chumbe; a 22 hectare coral island located 12 km
southwest of Zanzibar town. It is basically funded by the eco-touristic activities developed on
the island, where the accommodations are based on eco-architecture and eco-technologies.
The island is covered by an undisturbed coral rag forest and bordered by a coral reef with
exceptional biodiversity (Riedmiller, 1998). The MPA has a Reef Sanctuary, a Forest Reserve and
historical monuments for tourists; however the number of visitants is controlled in order to
reduce the impact of the activities on the island. Its principal goal is to protect natural resources
and build environmental awareness in Zanzibar through its Chumbe Education Program.
CHICOP represents an interesting case of EMPA to analyze. It has been reported by literature
and NGOs as a case of private natural resources conservation, the first fully functioning MPA in
Tanzania, and oldest EMPA in the world. Since its creation, the eighteen-year history of this
EMPA represents a chance to study the drivers of opportunities for the private sector to
become active in marine conservation, as well as, the lessons learned through the
entrepreneurial process for the creation of a private conservation agreement in Zanzibar.
The United Republic of Tanzania is composed by Tanzania mainland and Tanzania Zanzibar
(Unguja –usually called Zanzibar island- and Pemba Island, with a group of about 50 small islets
surrounding them). The Revolutionary Government of Zanzibar is autonomous in most areas of
the government, while the Union Government deals with the issues on the mainland. Thus,
Zanzibar has its own government. Eventhough the mainland and Zanzibar institutional setups
are different, many of the resource use conflicts along the coasts of the Western Indian Ocean
are very similar. Tanzanian territorial sea has been under constant threat due to over-fishing,
the use of destructive methods, removal of sea grass and coral mining, exploitation of intertidal
resources combined with pollution, the rapid population growth in the urban areas, plus the
rapid increase in beach hotels without proper environmental audits (Akwilapo, 2007, Majamba,
2005).
Tanzania mainland, unlike Zanzibar, has a long history in conservation of natural resources. 40%
of the territory is under protection under terrestrial-based parks or reserves. These have
contributed significantly to the national economy for attracting international tourism and local
employment. The first initiatives to establish marine reserves were after independence.
However, they slowed down due to the lack of resources, expertise and a clear vision, until the
promulgation of the Marine Parks and Reserves Act in 1994 which revealed for first time, the
intention of the government to organize MPAs in mainland (Mwaipopo, 2008). Tanzania
mainland MPAs are under the government administration, while Zanzibar MPAs on the Island
are under the Revolutionary Government of Zanzibar; Chumbe Island Coral Park run by the
private sector, Mnemba Island, of which the land is managed by the private, and the sea
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portion by the government, Menai Bay Conservation Area and Misali Island managed by the
government with significant support of NGOs (Mwaipopo, 2008).
1.2

Research Questions

The overall aim of this study is to analyze how entrepreneurialism can create a durable
conservation- and education-oriented venture and how it has changed over time responding to
the institutional setting in Marine Protected Areas governance in Zanzibar, Tanzania.
To guide the research, two main questions are defined:
I.

How was the entrepreneurial process to exploit an opportunity for marine conservation
and environmental education in Zanzibar?
The purpose of this question is to explore the entrepreneurial process behind the development
of a conservation- and education-oriented venture. To facilitate defining what drove the
entrepreneur to get involved in marine conservation and create a new institutional
arrangement in MPAs in Zanzibar it is first necessary to identify the sources of opportunities in
Zanzibar in the time the entrepreneur came up with the project. Thus, what were the
circumstances under which the entrepreneur was able to recognize an entrepreneurial
opportunity to protect marine ecosystems and develop an education program? In order to
define how the private sector got involved in MPAs governance, the entrepreneur´s role and
goals in marine conservation, and the role of the state in MPAs and its changes should also be
identified. Finally, to understand how the opportunity turned into a real venture promoting
marine conservation and education, the actions taken by the entrepreneur need to be
identified. The project was implemented in 1993 when the company obtained the lease, and
has been operational for tourism activities since 1998 what has proven to be a durable
institutional arrangement. Therefore, the next question focuses on how the venture has
generated acceptability and credibility in the eyes of the different actors involved in MPAs in
Zanzibar.

II.

How was the entrepreneur/EMPA able to gain and maintain legitimacy within the
stakeholders involved and to what extent is the eighteen-year history of the EMPA
related to the process of legitimation of the project in Zanzibar?
This question intends to identify the perceptions of the different stakeholders and their
participation in the EMPA management, and how the EMPA (and entrepreneur) has gained and
maintained the acceptability and credibility of the scheme. To answer this question is necessary
to identify who the stakeholders are. Then, it is necessary to define how the government and
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the community participate in decision-making and management of the EMPA. Thereby, how
the relations with the stakeholders were constructed during the start-up activities and how
these have evolved over time. Thus, the actions developed by the entrepreneur during the
creation of the EMPA to gain acceptability and support, and how the venture has maintained it
should be analyzed. However, due to the long history of the EMPA, to what extent has the
EMPA been supported by the government (enforcement, regulation, resources, among others)?
Thus, what factors have influenced maintaining the EMPA for eighteen years? Finally, most
marine conservation arrangements present conflicts, so what are the conflicts between the
actors in this case and the challenges for the EMPA?
1.3

Research methodology and methods

1.3.1 Case study approach
This study is qualitative; it allows to explore experiences, meanings, perceptions and feelings,
and the relationships between individuals on the research topic (Kumar, 2005). Thus, for this
research a case study approach was selected since it allows investigating a social phenomenon
through the analysis of a specific case. The case study chosen, through the analysis of
entrepreneurial experiences and its policy and institutional context, will help to understand
how a small-scale tourism business in Zanzibar, Tanzania has contributed to protect marine
ecosystems, the lessons learned from the process, and how the private sector got involved in
MPAs governance through the creation of EMPAs.
Yin (2009, p. 13) describes the case study research as a method that offers an “empirical inquiry
that investigates a contemporary phenomenon within its real life context especially when the
boundaries between phenomenon and contexts are not clearly evident”. Therefore, from
analyzing a single case, generalizations could be made that could be applicable to other cases of
the same type (Kumar, 2005). The case study approach has the ability to deal with different
kinds of evidence such as documents, artifacts, interviews and observations. However, some
authors criticized the method arguing a lack of rigor and to be a method that does not follow
systematic procedures. But, this has been explained that due to the lack of specific literature
with procedures to be followed in a case study there are not other methods to follow (Yin,
2009).
1.3.2 Case study selection
As already mentioned, a case in Zanzibar, Tanzania was selected: Chumbe Island Coral Park
(CHICOP) (Figure 1). Taking into account Colwell´s (1997) concept of EMPA, one rationale for
selecting CHICOP as a case study is because it represents a case of privately established and
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managed nature reserve, recognized by the government of Zanzibar since 1994 (Riedmiller and
Carter, 2000, Riedmiller, 2008). Second, the EMPA is protecting important ecosystems from the
anthropogenic activities causing degradation of marine resources. Third, the case has been
reported by different authors (Lange and Jiddawi, 2008, Rocliffe and Udelhoven, 201_, Sterner
and Andersson, 1998) as a project of the private sector protecting marine resources. It has won
many prizes given by the tourism sector such as the 1999 British Airways Tourism for Tomorrow
Southern Regional and Global Award, the 2000 UNEP Global 500 Award, finalist in the BBC
World Challenge in 2010, Long Run Destinations from Zeits Foundation award, and the first ever
Global Ecosphere Retreat Certification (GER) in 2011, among others (CHICOP, 2010).
Moreover, it is highly recognized by a number of international conservation organizations,
including the World Conservation Monitoring Center (WCMC), the International Coral Reef
Initiative (ICRI), and the founder has presented papers at international conferences run by ICRI,
International Union for Conservation of Nature (IUCN), the World Wildlife Fund (WWF) and the
European Union (EU) (Riedmiller, 2001). Finally, the project started in 1991 and has been
operational receiving guests for 13 years, which affords the possibility to thoroughly investigate
the entrepreneurial process creating this small-scale tourism venture and the long negotiation
processes with different stakeholders involved to obtain their acceptance and gain legitimacy.

Figure 1.1 Location Chumbe Island Coral Park in Unguja, Zanzibar.
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Despite Chumbe Island Coral Park being the case study, other MPAs in Zanzibar managed by the
government were taken into account in order to have a general overview of the status of MPAs
in Zanzibar.
1.3.3 Data collection
The Information and data were obtained through literature and interviews, as well as from
observation and informal conversations with people involved in some way in the project in
Zanzibar, were Chumbe Island and the governmental institutions are located. First, a literature
review was done. Second and most important data collection took place in Zanzibar, Tanzania,
where several semi-structured interviews were conducted with different stakeholders such as
the founder of the project, the staff of the park (including former house women and fishermen)
and managers. In addition, interviews were conducted with representatives from different
sectors of the Revolutionary Government of Zanzibar such as the Ministry of Fisheries and
Livestock (MFL), Ministry of Education, Department of Fisheries (DoF), Department of
Environment (DoE), Commission for Tourism (CfT), as well as fishermen from two different
villages near Chumbe Island (see annex 1). Because these kinds of interview are not highly
structured (see annex 2 for the topic list), as Kumar (2005) outlines, the interviewees freely
expressed their ideas and opinions, and the interviewer had the freedom to formulate
questions as they came to mind around the issue. The interviews were recorded when
permitted by the interviewee. These recordings were listened to after each interview to
complete the notes taken during the interview.
To identify the stakeholders for interviewing, a contact with the manager of education and
conservation of the EMPA was made before arriving on the island, as well as with a researcher
from the Institute of Marine Sciences (IMS) from the University of Dar es Salaam, as a local
supervisor, who provided the contacts with different institutions from the government. And
also with villages along the west coast of Zanzibar with the intention of interviewing fisherman
and the community in general. Additionally, other organizations involved in marine
conservation were identified from specific literature of the case. In order to obtain more
contacts of people and institutions involved in EMPAs and marine conservation, the method of
snowball sampling was used. Thus, actors with whom contact had already been made
introduced or suggested other actors that could contribute with information. For completion of
information and data, and to increase the understanding of the topic, informal conversations
with people involved or that in some way have been affected (positively or negatively) by the
establishment of the EMPA, as well as personal observations were taken into account in the
analysis.
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Finally for the analysis, a matrix with a topic list was elaborated, as well as text and documents,
some provided by the representatives interviewed, and other relevant references were used to
complement and verify the information and data collected during the fieldtrip.
1.4

Outline

The concepts used to build the theoretical framework of this study are presented in chapter
two. Chapters three and four present the core of this thesis, the empirical findings which
answer the main research questions. Chapter three describes the entrepreneurial process to
create the EMPA, thus, it identifies the sources of opportunities presented in Zanzibar; the
entrepreneur´s circumstances that permitted the recognition of an entrepreneurial opportunity
and the actions taken to exploit the opportunity and create a conservation- and educationoriented venture.
The following chapter identifies the relationships between the EMPA (entrepreneur) and the
government and the community. Furthermore, it analyzes the actions that have permitted the
EMPA gain legitimacy among different stakeholders, and also the challenges the EMPA has
encountered while maintaining it due to the importance of this factor in the long history of the
scheme. Chapter five discusses the empirical findings, environmental entrepreneurship and the
entrepreneurial process based on the EMPA. Similarly, it discusses to what extent the eighteenyear history of the EMPA is related to the legitimacy it has gained and what other factors may
have influenced in the EMPA´s durability, and the results from the perspective of political
modernization. Finally, chapter six concludes by answering the research questions and gives
recommendations for further research.
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2
2.1

THEORETICAL FRAMEWORK
Introduction

A theoretical framework is developed to examine the involvement of the private sector in
marine protected areas by analyzing the entrepreneurialism creating a conservation-oriented
venture. The framework follows three main topics. First, it briefly explores Ecological
Modernization (EM) as an approach to better understand how new institutional arrangements
have emerged to achieve marine conservation. Institutional arrangement as understood in
social sciences refers to “the way in which humans organize themselves to extract resources
from the environment and eject effluents into it” (Dietz et al., 2003), focus particularly in
political modernization. Second, entrepreneurialism is increasingly being recognized as a way to
contribute transforming business as usual into sustainable products and processes (Hall et al.,
2010). Entrepreneurship, particularly the entrepreneurial process is here explored to analyze
how entrepreneurs discover opportunities, and take actions to exploit them in order to protect
marine resources. Finally, legitimacy is likely to have its greatest effect on venture survival
during the earliest period of a new venture´s life because this period is the one in which
disbanding depends most on the perceptions of external stakeholders. Carter et al. (1996)
suggest that entrepreneurs seek to gain acceptability and credibility for their organizations by
developing trust among those involved in the start-up activities, as well as during operations,
then the concept of legitimacy is explored.
2.2

Ecological modernization: political modernization

Environmental interests and considerations are changing the organization of modern society
(the industrialized production system, the capitalist organization of the economy and the
centralized state), transforming processes of production and consumption, and involving new
social actors (Mol and Spaargaren, 2000, Mol and Spaargaren, 2002, Hajer, 2009). Social
scientists studying these environmental reforms in social practices, institutional designs, and
societal and policy discourses refer to it as Ecological Modernization. EM has been recognized
as an analytical tool for helping to better understand the institutional changes occurring in
order to overcome the environmental crisis (Mol, 1995) and how new institutional
arrangements are being established to preserve natural resources and achieve a long term
sustainable development (Mol and Spaargaren, 2002). Riker (1982) defines institutions as “rules
about behavior, especially about making decisions” (p. 4). Similarly, Levi (1990) refers to
institutional change as a “shift in the rules, monitoring, or enforcement procedures so that
different behaviors are encouraged or constrained” (p. 407).
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The theory has been studied in the last three decades by several scientists, but it was first
developed by social scientists in Germany, Netherlands and the United Kingdom in the early
1980s. However, it is primarily attributed to the German sociologist Joseph Huber (Mol and
Sonnenfeld, 2000). Mol and Sonnenfeld (2000) divide the development of the EM in three
stages. The first originates with the initial contribution of Huber, characterized by a heavy
emphasis on the role of technological innovation in environmental reform, with a favorable
attitude toward the role of market actors. The second period, from the late 1980s to mid1990s, is distinguished by a more balanced perspective about the roles of the state and the
market, with less emphasis on technological innovations, but toward the institutional and
cultural dynamics of EM. Finally, since mid-1990s the theory has included studies on ecological
transformation of consumption, and it has expanded to non-European countries.
Social and institutional transformations have been the core of much current scholarship on EM
in western industrialized countries that have been studied increasingly elsewhere. These
transformations have been grouped into five categories: 1) changes in the role of science and
technology; 2) increasing the importance of market dynamics and economic agents; 3)
modifications in the position, role and ideology of social movements; 4) changing discursive
practices and emerging new ideologies; and 5) transformation in the role of the nation-state
(Mol and Sonnenfeld, 2000).
On the one hand, some scholars define these transformations as an analytical tool to
understand the social dynamics of current processes of environmental reform. On the other
hand, others claim these are not only an analytical tool, but also desirable and feasible paths
for environmental reform (Mol and Sonnenfeld, 2000). As can be seen EM explores
environmental reform focusing on different issues. Thus, to narrow the analysis, this study is
limited to the last point which explores the transformations of the state into a more
decentralized, flexible and consensual style of governance, with less top-down, command-andcontrol environmental regulation. This concept is often referred to as Political Modernization
(Mol and Sonnenfeld, 2000) which is the focus proposed here to analyze the changes in MPAs
governance and the participation of the private sector in marine conservation.
Modern societies have transformed from traditional state-based governing mechanisms to new
arrangements of governance. Van Kersbergen and van Waarden (2004, p. 4) refer to
governance as “to the phenomenon that many public functions increasingly seem to be
assumed and carried out by actors other than the classical government institutions of the
nation-state (and its subdivisions)”. Thus, Political Modernization is the shifting relationships
between the state, market and civil society in political domains of societies –within countries
and beyond- implying new conceptions and structures of governance as defined by Arts and
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Tatenhove (2006). However, this concept has been interpreted in three different ways, as
outlined by the same authors: first, as a program to reform political and democratic
institutions, therefore using it as the “modernization of democracy” or “modernization of local
politics”; second, as a concept of governance debate; and third, as an analytical tool to
understand transformations in political practices in a rapidly changing world.
In the last decades, many social scientists have studied the failure of the state undertaking
persistent environmental problems such as greenhouse gas emissions, biodiversity loss, and soil
and groundwater contamination, as Janicke and Jorgens (2009) highlight, because these usually
implicate a plethora of actors, many of them only indirectly involved. State-failure, based on
Mayntz (1993) as cited by Fisher et al. (2009), is the inability of the state to tackle
environmental issues in the decision-making process, and effectively enforce regulations. As a
result of state-failures, there is a noticeable transfer of traditional public duties to both society
and the market. The traditional top-down, command-and-control ways of governing have
shifted to new forms of cooperative governance and policy instruments such as self-regulation
by business organizations, public-private actors and civic-private partnerships and certification
programs, among others (Arts and van Tatenhove, 2006, van Tatenhove and Leroy, 2009). Van
Tatenhove and Leroy (2009) argue that the participation of citizens, NGOs, firms and other
stakeholders changed from reactive to more reflexive and proactive ways of participation.
The inclusion of non-state actors in decision-making and policy implementation constitutes one
of the major transformations in environmental governance (Fisher et al., 2009). Therefore,
environmental policy has been confronted with these shifts and political modernization seen as
governance debate is considered a synonym for “shifts in governance” or “shift from
government to governance” (Arts and van Tatenhove, 2006, van Tatenhove and Leroy, 2009).
Janicke and Jorgens (2009) argue that the term governance requires a broader range of actors
and policy instruments than government, which usually is restricted to the state action.
Governments around the world have been exploring the possibility of privatizing activities that
had traditionally been part of the public sector (Van Kersbergen and van Waarden, 2004). Van
Tatenhove and Leroy (2009) suggest that there is a trend of marketization with an increasing
involvement in creation and implementation of environmental policy by economic interest
groups, consumers and individual firms.
In summary, politics and policy are no longer framed within the nation-state model; currently it
is framed within a diversity of society-centered forms of governance. In this new era of politics
there has been a shift from classical institutions to new actors. Thus, special interest has
focused on the shifting relationships between state, market and civil society, which has been
referred to as political modernization (Arts and van Tatenhove, 2006). Fisher et al. (2009)
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address two basic questions that have attracted attention of researchers for several years: how
these transformations in environmental governance are facilitated, and to what extent they will
diffuse through the application of innovative policy approaches?
The private sector and main economic actors nowadays are not seen only as responsible for
environmental degradation, they can also work in favor of the environmental reform (Mol and
Janicke, 2009). In several areas, businesses seem to some extent be willing to fill the gap left by
governments as they are pursuing strategies of corporate responsibility and are involved in selfregulation such as certifications and environmental standards (Van Kersbergen and van
Waarden, 2004). Specific research particularly in political modernization in the marine field is
very limited. Bottema (2010) however, under the concept of ecological modernization
investigated the potential role of market-driven actors in Indonesia to protect coral reefs. In
line with this author, this raises the question of how the participation of the private sector may
overcome institutional gaps to face marine ecosystems degradation. Thus, the next section
illustrates the involvement of the private sector in MPAs governance resulting from state failure
in protecting marine ecosystems.
2.3

Shifts in MPAs governance: involvement of the private sector

The establishment of Protected Areas (PA) on land is a tool that has been used for a long time
under different conservation objectives. This task has relied mostly on the government´s
function; governments have been the principal agents in their creation (Langholz and Krug,
2004, Langholz and Lassoie, 2001). Nevertheless, the quality and effectiveness of protection
have proven to be challenging for many countries leaving conservation efforts in “paper parks”
due to the lack of funding mechanisms and poor enforcement (Alderman, 1994, Langholz and
Krug, 2004). The growth of conservation strategies on a geographic scale has highlighted the
need for other types of governance. Thus, government´s failure to protect natural resources
has increased the participation of the private sector becoming involved in nature conservation.
Private and community managed protected areas have sometimes proven to be more effective
than the ones managed by the government. This effectiveness in the management of private
protected areas seems to be due to land owners particular legal, economic or individual
interests (Mitchell, 2007).
As a consequence, privately owned or managed protected areas have emerged as an option
(Langholz and Krug, 2004) and there is an increasing trend, however, it is not a new
development; it goes back hundreds of years to royal hunting preserves (Alderman, 1994,
Mitchell, 2007). Nowadays, the owners of these privately protected areas are profit-making
ventures dedicated to ecotourism, NGOs with the pure objective of habitat protection and
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scientific research, or a mix of these where ecotourism is combined with education,
conservation and in some cases extractive activities (Alderman, 1994).
Among the industrialized countries, United Kingdom has extensive experience in private
protected areas, as well as Australia that has a particular interest for this type of arrangements.
Similarly, NGOs such as The Nature Conservancy (TNC), which owns land around the world with
the sole purpose of preserving particular habitats or species (Alderman, 1994); in the United
States has a system of more than 1,300 reserves (Langholz and Krug, 2004). Over the last
decades the number of private protected areas has increased in developing countries,
particularly in Latin America. Colombia in particular, has a well-organized network of more than
one hundred private protected areas. Brazil in 2001, had more than 100 private reserves as well
as a government incentive program (Langholz and Lassoie, 2001). But Africa on the other hand,
has a long history of these private lands for tourism and sport hunting (Alderman, 1994); South
Africa alone hosts hundreds of private parks (Langholz and Krug, 2004).
In contrast, private marine protected areas have been of less interest, even the concept of
MPAs is relatively new and has resulted in controversy, possibly due to the traditional absence
of clear property rights (Sterner and Andersson, 1998). Langholz and Lassoie (2001) argue that
this has happened because it has erroneously been assumed that the oceans were part of the
commons and could not be owned nor leased. In MPAs management, different from terrestrial
protected areas, the exclusion, enforcement and monitoring have resulted in an issue even
harder to face (Sterner and Andersson, 1998). Many MPAs have fallen under inadequate
funding, thus the interest in alternative funding mechanisms has been increasing (Langholz and
Krug, 2004, Langholz and Lassoie, 2001, Mitchell, 2007, Colwell, 1997). As a result, the interest
of the private sector for protecting marine resources has been growing. The number of MPAs in
the world has rapidly increased in the last decades, involving the private sector in MPAs
governance through different models of private marine conservation.
Colwell (1997) particularly, developed the concept of Entrepreneurial Marine Protected Areas
(EMPAs) in order to differentiate small-scale, commercially supported MPAs from those
established by the government, community or NGOs. The ultimate goal proposed by Colwell for
this approach is to create an expanded network of small, locally run MPAs that use tourism or
other commercial activities to achieve long-term economic and environmental sustainability.
The contribution of EMPAs may not be large at the global scale, however, they may contribute
toward protecting small areas for threatened species, build local capacity in MPAs
management, increase awareness of and support for MPAs; provide the area for developing
MPAs management tests; and prepare the ground for larger and slow process for establishing
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MPAs. Private enterprises, such as dive resorts, may be able to provide the financial resources
and management capacity to create and operate small-scale MPAs.
This approach has been analyzed principally for dive resorts because of the value of coral reefs
for diving centers, which recognizes marine ecosystems conservation crucial for attracting
scuba divers, snorkelers, glass-bottom boaters, and other marine enthusiasts, thereby the
financial feasibility of their ventures. Colwell (1999) has analyzed some of the cases of EMPAs
which are stewarded by diving centers such as El Nido Resort in Palawan, Phillipines, the Sandy
Bay/West End Reserve in Roatan, Honduras and others. Svensson et al. (2009) studied the
effectiveness at enhancing reef fish stocks in two adjacent marine reserves in Vietnam, Whale
Island Resort Bay Reserve and Whale Island Bay Peninsula. The authors found that fish stocks
are in better condition in these two places than in two unprotected areas, suggesting the
effectiveness of this private scheme for marine conservation, so they proposed the
establishment of networks of EMPAs. In addition, Bottema (2010) and, de Groot and Bush
(2010) recently cited the cases of EMPAs “established” by diving centers in Indonesia and
Curacao, respectively. The first study indentified the potential role of the private sector to
protect coral reefs in two places in Indonesia which appears to depend on state support to
enhance their capacity to create awareness and protect coral reefs. In the case of Curacao, the
potential of EMPAs was analyzed to regulate access and control to dive sites by two private dive
centers. In all these cases, resort owners found protecting coral reefs as the best strategy for
the long-term financial viability of their businesses (Colwell, 1997) and it suggests the creation
of EMPAs as an alternative for marine conservation.
Traditional command and control mechanisms to deal with environmental degradation have
proven to be largely ineffective. Thus, the shifts occurring in governance due to the
government´s failure to effectively tackle natural resources degradation have brought an active
involvement of the private sector who are currently even participating in marine conservation.
Therefore, taking into account the definition of EMPA given by Colwell where MPAs under this
approach are characterized by being supported by commercial activities, analyzing the concept
of entrepreneurship results crucial in order to understand how this study field -restricted in
literature for businesses- is applied to undertake marine degradation.
2.4

Environmental Entrepreneurship

A general description of entrepreneurship as a field study is given, and the mainly points on
which researchers focus are briefly illustrated to facilitate the understanding of how the
concept of entrepreneurship is being applied in the environmental field, particularly in marine
conservation. Therefore, because the aim of this study is to analyze entrepreneurialism facing
marine ecosystems degradation, the concept of environmental entrepreneurship is explored.
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Finally, the entrepreneurial process is proposed as a framework to help understand how
entrepreneurial opportunities are discovered and exploited for marine conservation. First, the
sources of opportunities are described; second, the entrepreneurial opportunities and their
identification, due to the fact they represent an important issue within the field; and third, the
actions entrepreneurs follow to exploit an entrepreneurial opportunity.
Venkataraman (1997) defines entrepreneurship as the scholarly field seeking to understand
how opportunities to bring into existence “future” goods and services are discovered, created,
and exploited, by whom, and with what consequences”. This author argues that the
consequences might be economic, psychological or social. Most of the authors have defined the
field of entrepreneurship only in terms of who the entrepreneur is and what he or she does.
However, the field involves the nexus of two phenomena: profit opportunities and
entrepreneurial individuals (Venkataraman, 1997). Entrepreneurship researchers investigate
based on: 1) why, when, and how opportunities for the creation of goods, and services come
into existence; 2) why, when, and how some people and not others discover and decide to
exploit these opportunities; and 3) how are resources mobilized and organized to exploit
entrepreneurial opportunities -the actions taken by the entrepreneur- (Delmar and Shane,
2004, Shane, 2003, Shane and Venkataraman, 2000).
The field of entrepreneurship has been studied in the recent decades to introduce the concept
of correcting environmental degradation, which has become the main focus of environmental
entrepreneurship. York and Venkataraman (2010) point out that environmental degradation
represents an opportunity for new value creation from an entrepreneurship perspective. In the
definition above, Venkataraman (1997) does not take the environment explicitly into account.
Thus, Cohen and Winn (2007) add to Venkataraman’s definition this component “... by whom,
and with what economic, psychological, social, and environmental consequences”.
Some decades ago when the environmentalism movement started, business and biodiversity
conservation embraced values and missions that seemed incompatible. However, in the last ten
years the interaction and cooperation between these two actors have increased (MacDonald,
2010), thus different definitions within the economic perspectives have appeared for
environmental entrepreneurship. Dean and McMullen (2007) define environmental
entrepreneurship as the process of discovering, evaluating, and exploiting economic
opportunities that are present in environmentally relevant market failures. Kuckertz and
Wagner (2010) refer to sustainable entrepreneurship as the activities that contribute positively
to sustainable development and the objectives derived from it.
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Most of the authors (Cohen and Winn, 2007, Dean and McMullen, 2007) researching
environmental entrepreneurship focus on the economic perspective to analyze how market
failures causing environmental degradation are opportunities for entrepreneurs to obtain
profits. However, Cohen and Winn (2007) argue that other factors beyond the economic one
can generate opportunities for entrepreneurs. Roberts (1991) and Shane (2003) indicate that
entrepreneurial opportunities can also occur for reasons other than profit.
Conventional entrepreneurs view resources as a means of profiting from their exploitation with
the only goal of generating maximum financial returns as fast as possible. On the other hand,
environmental or sustainable entrepreneurs view enterprises as a means of protecting natural
resources from unsustainable behaviors with the only aim of enhancing and maintaining the
quality of their functioning over the long term (Parrish, 2010), for example by promoting and
motivating the development of property rights (Pacheco et al., 2010). Property rights, as
defined by Alston and Mueller (2005) “consist of the set of formal and informal rights to use
and transfer resources” (p. 573), thus a full set of private rights includes the right to use an
asset, exclude others from the use of that asset and derive income from it. In some instances
the lack of property rights create uncertainty over resources and usually encourages selfinterest behavior over collectively optimal solutions (Pacheco et al., 2010). Many authors see
environmental entrepreneurship (Dean and McMullen, 2007) as the engine for sustainable
development due to the innovative ideas of sustainable-driven entrepreneurs (Pacheco et al.,
2010). Parrish (2010) outlines that entrepreneurs who invest in generating environmental and
social purposes in a single venture obtain a competitive advantage.
The role of innovating entrepreneurs is not only in technological innovation, but also evolving
and innovating societal and institutional concepts and ideas by new forms of institutions or
organizations among others (Aldrich and Fiol, 1994, Potts et al., 2010, York and Venkataraman,
2010). Depending on the political, legal and cultural constraints new models of thought and
behavior, even new social organizations, institutions and technologies could emerge in
response to environmental degradation (Parrish, 2010, Potts et al., 2010). Potts et al. (2010)
indicate that environmental problems present political opportunities to propose new “rules of
the game”, and thus could be entrepreneurially solved in the form of new laws, treaties,
agreements, etc.
Venkataraman (1997) mentions that different sources of opportunities other than economic
are all new territories for the field of entrepreneurship. Therefore, opportunities might be
found as a result of legal and institutional conditions where the private sector can participate
and overcome institutional challenges by developing businesses, but also generating
environmental and social benefits; a field of research not very well developed. York and
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Venkataraman (2010) wonder what are the political and institutional conditions which enable
entrepreneurs to tackle environmental degradation? These authors argue that the methods
under which environmental entrepreneurs address nature conservation degradation remains
unclear.
Despite some authors argue market failures are opportunities for entrepreneurs, here the
concept of environmental entrepreneurship is focused on the institutional component due to
other factors beyond the economic can generate entrepreneurial opportunities (Cohen and
Winn, 2007). This study briefly explores some of the questions concerning entrepreneurship
from the environmental perspective analyzing a specific case of EMPA in Zanzibar.
Entrepreneurs are recognized by discovering opportunities, but the understanding of how
entrepreneurs discover and exploit those opportunities is very limited (Hall et al., 2010).
Furthermore, Edelman and Yli-Renko (2010) argue that little is known about the antecedents
and processes underlying entrepreneurs´ efforts establishing new ventures, thus they ask the
question of what drives entrepreneurs to start and persevere in conducting organizing
activities?
Following the questions these authors raise, the focus here is the entrepreneurial process to
create a new venture with the ultimate goal of marine conservation. There is not much
research that explores the sources of opportunities and entrepreneurial opportunities from a
different perspective than the economic, nor the entrepreneurial role in correcting
environmental degradation, despite the fact that interest in environmental entrepreneurship
has increased (York and Venkataraman, 2010). Consequently, the results of this study
contribute toward understanding how opportunities are recognized from sources other than
market failures; with particular focus on the institutional conditions. In addition, why and how
some individuals are able to recognize opportunities, and how entrepreneurs exploit this
opportunities with objectives different than profits, such as for marine conservation and
environmental education. Therefore, it is proposed that the entrepreneurial process be applied
to help understand what drives the private sector to become interested in marine conservation
and the actions taken to create new institutional arrangements.
2.5

Entrepreneurial Process

Before pursuing the steps of the entrepreneurial process and the way proposed to use analyze
the case, it is necessary to briefly describe the two major perspectives that have influenced the
concept of entrepreneurial opportunities. Regardless of this not being the central point to
discuss in this study, understanding entrepreneurial opportunities is important because the
characteristics of an opportunity influence the entrepreneurial process (Shane, 2003).
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The two authors that have influenced the development of approaches around entrepreneurial
opportunities but from different perspectives are Schumpeter (1934) and Kirzner (1973). They
disagreed over whether the existence of entrepreneurial opportunities involves the
introduction of new information or just differential access to existing information. Kirzner
(1973) argued that the existence of opportunities requires only differential access to existing
information. On the other hand, Schumpeter believed that new information is important in
explaining the existence of entrepreneurial opportunities. He argued that changes in
technology, political forces, regulation, macro-economic factors and social trends create new
information that entrepreneurs use.
Based on these two authors, some researchers maintain that either the Schumpeterian or
Kirznerian perspective explains the existence of entrepreneurial opportunities. But Shane and
Venkataraman (2000) argue that the two perspectives represent different types of
opportunities that can exist at the same time and have different effect on the economy. Table
2.1 compares the differences in both types of opportunities, as Shane (2003) outlines.
Schumpeter, as cited by Shane and Venkataraman (2000), outlines that economies are in a
constant state of disequilibrium, thus technological, political, social, regulatory and other types
of changes offer a continuous supply of new information about different ways to use resources,
given the possibility for entrepreneurs to transform resources into a more valuable form.
Because of this disequilibrium, Schumpeterian opportunities tend to be more valuable and rare,
as well as more innovative and breaking away from the existing knowledge. On the other hand,
Kirznerian opportunities are not very innovative and tend to replicate existing organizational
forms toward equilibrium.
Shane (2003) expresses that the nature of the opportunities might demand very different
processes of opportunity identification. In the Kirzner perspective the recognition of the
opportunity is largely through discovery processes, while Schumpeterian involves the creation
of new knowledge. Thus, the exploitation of Schumpeterian opportunities requires people who
are willing to make decisions on very little evidence.
Table 2.1 Comparison of Schumpeterian versus Kirznerian opportunities
Schumpeterian opportunities
Kirznerian opportunities
Disequilibrating
Equilibrating
Requires new information
Does not require new information
Very innovative
Less innovative
Rare
Common
Involves creation
Limited to discovery
Source: (Shane, 2003)
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Most of the researchers investigating entrepreneurial opportunities have focused on
Schumpeterian opportunities which tend to result more often from some sources of change.
Furthermore, much better explanations and empirical evidence exist for these opportunities
which emerge for the introduction of new information. In contrast, Kirznerian opportunities
emerge due to errors or omissions –occurring at any time or in any place- making it difficult for
researchers to identify the sources of opportunities. Therefore, there is no empirical evidence
about sources of Kirznerian opportunities (Shane, 2003).
Venkataraman (1997) stresses the need to deepen the understanding of entrepreneurial
opportunities and their sources. Similarly, Edelman and Yli-Renko (2010) argue that the
antecedents and processes underlying entrepreneurs´ efforts establishing new ventures are
hardly to indentify, thus they bring up the question of what drives entrepreneurs to start and
persevere in conducting organizing activities? Therefore, having in mind the different
perspectives that have shaped the theory of entrepreneurial opportunities, the entrepreneurial
process is described below to help identify and answer what drives the private sector to
become interested in marine conservation and to pursue exploitation of an identified
opportunity with the objective of conservation.
The entrepreneurial process starts with the assumption that the actions are directional,
however it is accepted that not necessarily an order and time should be followed, so there is
room for feedback and non-linearity as Shane (2003), and Delmar and Shane (Delmar and
Shane, 2004) illustrate. Burggraaf et al. (2008) argue that entrepreneurship is a process of doing
things, failing, learning, and doing it again, however, patterns in the process can be identified.
Thus, figure 2.1 shows the direction of the entrepreneurial process described by Shane (2003)
before the performance of the new venture.

Figure 2.1 The direction of the entrepreneurial process (Shane, 2003)
2.5.1 Sources of opportunities
For an entrepreneurial opportunity to be discovered, the sources that generate these
opportunities should exist. Entrepreneurial opportunities exist in the environment due to
changes in technology, consumer preferences or other attributes of the market, among others
(Shane and Venkataraman, 2000) thus, entrepreneurs discover and then take entrepreneurial
actions to exploit them (Edelman and Yli-Renko, 2010). Due to the lack of research and
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empirical evidence on Kirznerian opportunities, as mentioned before, Shane (2003) based his
research on the Schumpeterian perspective and, following most of the literature studying
entrepreneurship, divides the sources of opportunities into three categories which are
described below: changes in technology, changes in politics and regulation, and changes in
social and demographic factors.
The technological changes, as Carsson indicates cited by Shane (2003), make it possible for
entrepreneurs to allocate resources in different and potentially more productive ways. Shane
(2003) describes as a source of opportunity the introduction of the computer generating the
opportunity for entrepreneurs to manufacture and sell microchips. Thus, a change in
technology generates information for an entrepreneur to recognize an opportunity and
recombine resources and obtain profit from this.
The changes in politics and regulation allow entrepreneurs to recognize opportunities for
distributing resources in a more profitable way or redistributing wealth from one member of
society to another. Shane (2003) cited the case of the introduction of a law requiring the use of
car seats for kids. This regulation change is identified as a source of opportunity for
entrepreneurs who purchased idle factories, recombining resources to make seats and sell to
consumers. For example, in Colombia, a change in regulation introducing a new law requiring
industries to recycle resulted in the creation of a venture that provides a previously nonexistent service to directly pick up the material, transform it and resell it to other industries for
a second use.
Finally, socio-demographic changes such as urbanization, population dynamics and educational
structure permit entrepreneurs to allocate resources in a potentially more productive way,
because they generate additional demand and potential economies of scales necessary for
certain opportunities to exist. Several studies support this assumption where the creation of
firms is related to these factors (Shane, 2003). Eventhough, different sources of opportunities
have been recognized supported with clear evidence, as outlined by Shane, this study explores
the institutional setting and the changes in policies and regulation that can generate an
opportunity to be recognized by environmental entrepreneurs to create new conservationoriented ventures.
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2.5.2 Identification of entrepreneurial opportunities
Shane (2003) argues that opportunities are an important area of the entrepreneurial process.
There are two different theories discussing whether the opportunities are discovered or
created. The classic theory of entrepreneurship is based on the discovery of opportunities, but
recent research introduced a “creation theory”, arguing that the opportunities for
entrepreneurs are created by them, instead of being discovered (Alvarez and Barney, 2007).
Despite both theories seek to explain the actions that entrepreneurs take to form and exploit
an opportunity, the conceptualization of opportunities, the entrepreneurs, and the decisionmaking context are differently defined. However, both theories recognize the effort of the
entrepreneur taking actions to transform the opportunity into a venture (Edelman and YliRenko, 2010). This study is framed on the classic theory for analyzing entrepreneurialism in
marine conservation, thus identifying sources of opportunities, the identification of the
opportunities existing per se and the actions taken by the entrepreneurs to create new
ventures to steer nature conservation, instead of defining whether the opportunities are
discovered or created.
An opportunity is defined by Penrose (1959) as “an image in the entrepreneur´s mind” (p.42)
therefore, what drives the individual to take actions (Edelman and Yli-Renko, 2010). Shane and
Venkataraman (2000), and Shane (2003) defines an entrepreneurial opportunity as a situation
in which a person can create a new means-ends framework for recombining resources that the
entrepreneur believes will yield a profit. An entrepreneurial opportunity is different from other
situations such as people looking for profit requiring creation of a new means-ends framework
rather than just optimizing within an old framework.
The entrepreneurial opportunities may take a variety of forms as pointed out by Shane (2003),
but most of the researchers have focused on new products or services (Venkataraman, 1997).
Drucker (1985) described three forms which of entrepreneurial opportunities can take: 1) the
creation of new information, as it occurs with the invention of new technologies; 2) the
exploitation of market inefficiencies; and 3) the reaction to shifts in the relative costs and
benefits of alternative uses of resources, occurring with political, regulatory, or demographic
changes (Shane and Venkataraman, 2000). In other classification, Shane (2003) cited the five
categories described by Schumpeter (1934): new products or services, new geographical
markets, new raw materials, new methods of production, and new ways of organizing.
It is assumed that opportunities exist as objective phenomena just waiting to be discovered and
exploited. The task of ambitious entrepreneurs is to discover these opportunities and then
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exploit them, as quickly as possible, before another entrepreneur does (Alvarez and Barney,
2007). Although recognition of these opportunities is a subjective process; the opportunities
themselves are an objective phenomena that are not known to all parties at all times (Shane
and Venkataraman, 2000).
An entrepreneurial opportunity might exist, but an individual can earn profit from it only if he
or she recognizes that it exists and has value. Opportunities are not obvious to everyone all the
time. Shane and Venkataraman (2000) wonder, why are some people and not others able to
discover and exploit opportunities? Thus, two broad categories of factors have been expressed
that might influence the probability that particular people will discover entrepreneurial
opportunities: 1) the possession of the information about the existence of the opportunity, and
2) the cognitive capabilities necessary to recognize and exploit them.
The first factor refers to people that possess different information and this influences their
ability to recognize particular opportunities. Information might be about user needs, or specific
aspects of the production function. The information necessary to recognize an opportunity is
not widely distributed across the population (Hayek, 1945). This information as suggested by
Venkataraman (1997), is not at everyone´s disposal; only a few people know about scarcity, or a
particular resource lying fallow or that is not being put to best use. Each individual´s
circumstances including life experiences such as occupation, on the-job routines, and social
networks (Shane, 2003) leads to some profit making “insight” (Kirzner, 1985). Entrepreneurial
opportunities for discovering goods and services exist because of the dispersion of this
information, but only some individuals are able to recognize them as opportunities
(Venkataraman, 1997).
On the other hand, cognitive capabilities refer to the fact that people must be able to identify
new means-ends relationships that are generated by a given change, in order to discover
entrepreneurial opportunities. Mitchell et al. (2002) define entrepreneurial cognition as the
“knowledge structures that people use to make assessments, judgments, or decisions involving
opportunity evaluation, venture creation, and growth”. Cognitions are considered for broadly
encompassing individuals´ perceptions, beliefs, attitudes, mental models, and other such
knowledge structures. Research in entrepreneurial cognition is about understanding how
entrepreneurs use simplified mental models to piece together previously unconnected
information that helps them to identify and invent new products or services, and to assemble
the necessary resources to start and grow businesses (Mitchell et al., 2002) .
Given the same amount of information, some people will fail to discover opportunities because
of the inability to see new means-ends relationships due to lower cognitive properties (Shane
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and Venkataraman, 2000, Shane, 2003). Some people are able to recognize an opportunity
because they have a better understanding of causal links or categorize and see relationships
and patterns in information received that others do not. A few researchers have begun to
empirically evaluate the role that cognitive properties play in the discovery of entrepreneurial
opportunities. Some authors have shown that successful entrepreneurs see opportunities in
situations in which other people tend to see risks, whereas other authors have found that
entrepreneurs may be more likely than other people to discover opportunities because they are
less likely to engage in counterfactual thinking imagining unexpected scenarios (Shane and
Venkataraman, 2000).
2.5.3 Decision to exploit opportunities
Exploitation of an opportunity requires entrepreneurs to take action, thus the individual
characteristics are important for determining who exploits entrepreneurial opportunities and
who are less willing to do so. Entrepreneurs are more likely to exploit opportunities when they
expect to receive greater value from the business they engage in (Shane, 2003). This expected
value is influenced by psychological and non-psychological factors, as shown in table 2.2.
Table 2.2 Factors that influence entrepreneurs´ decision to exploit entrepreneurial
opportunities
Psychological

Personality
Motivation
Cognitive characteristics
Adapted from (Shane, 2003)

Non-psychological

Opportunity cost
Education
Career experience

People with particular psychological characteristics will decide to exploit opportunities that
other people will not, even if they are able to recognize the same opportunities. First,
characteristics of the entrepreneurs´ personality, such as extraversion –sociability, activeness,
talkativeness-, facilitate persuasion of stakeholders and generation of enthusiasm and support
about the approaches to be used and the new venture to be created. Second, attributes such as
the need for achievement motivates entrepreneurs to take action and put effort toward
bringing ideas into fruition for the achievement of a goal no matter what challenges would be
faced; entrepreneurs with a high need for achievement are more likely to engage in risky
activities (Shane, 2003).
In addition to recognizing entrepreneurial opportunities, cognitive properties also play an
important role for making decisions whether to exploit or not opportunities because they
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influence in the way people think and make decisions. These cognitive capabilities are an
important differentiation between individuals (Shane, 2003). The creation of new ventures
involves risk due to the time, effort and economic resources that must be invested
(Venkataraman, 1997). Overconfidence is one of the cognitive characteristics outlined by Shane
(2003). Pessimistic entrepreneurs may choose not to exploit opportunities because they more
accurately estimate what it will take to compete and how many other people will try to do
similar things. On the other hand, overoptimistic entrepreneur do not stop themselves because
their optimism limits information and motivates glowing forecasts of the future (Shane and
Venkataraman, 2000). Usually, a decision to exploit must be made with some uncertainty and
limited information, so intuition is a characteristic that influences the opportunity for
exploitation (Shane, 2003).
On the other hand, Shane (2003) argues that non-psychological factors also influence
entrepreneurs´ decision. Not all potential entrepreneurs will exploit opportunities. The decision
to exploit them involves weighing the value of the opportunity against the costs to generate
that value, and the costs to generate value in other ways (Venkataraman, 1997). As table 2.2
shows, the education and career experiences play an important role, that at the same time are
related to information. Education increases a person´s stock of information and skills that
enhances the expected returns from exploitation. Additionally, people are more likely to exploit
opportunities if they have useful information from their previous employment, presumably
because such information reduces the cost of opportunity exploitation (Shane and
Venkataraman, 2000). Moreover, this career experience develops skills that facilitate the
organizing process –actions toward exploitation of entrepreneurial opportunities- (Shane,
2003).
More psychological and non-psychological factors have been recognized as attributes that
influence in the decision to exploit opportunities. However, due to the amount of
characteristics that can be found in the literature and the difficulty to empirically identify them
in entrepreneurs in a short time, the ones described before are taken into account for analyzing
the case and how these factors may influence the decision to exploit an opportunity for reasons
other than profits, such as marine conservation and environmental education.
2.5.4 Organizing resources to exploit opportunities: Entrepreneurial Actions
Once the decision to exploit an opportunity is made, entrepreneurs take actions to put the idea
into fruition. For this, Shane (2003) explained two additional steps before organizing resources,
resources acquisition and entrepreneurial strategy. For this analysis both have been included as
part of the organizing process since both represent actions that should be taken by
entrepreneurs. The first, is defining the way to financially support the exploitation and creation
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of the new business, which in most of the cases are self-supported, but could involve other
sources. The second point refers to the strategies to preserve profits and strategies to manage
uncertainty and lack of information at the start-up activities. This last point is not discussed
here due to the scope of the study and time limitations. However, in the next section the study
takes into account and develops in greater detail the concept of legitimacy since it is one of the
strategies mentioned by Shane (2003) to deal with information asymmetry. And also because it
influences the survival and duration of a new venture, which is relevant for this study due to
the long history of the EMPA.
The entrepreneurial process requires organizing; in other words the creation of a new venture
is one way to organize an opportunity, then the creation of a new way of exploiting the
opportunity is required (Shane 2003). Carter et al. (1996) suggest that nascent entrepreneurs
who engage in more activities to make their venture more tangible tend to be more successful.
New ventures emerge as venture founders commit to actions such as writing a business plan,
buying facilities or equipment, seeking financial support, developing a model or prototype,
renting facilities, obtaining equipment, hiring employees, and creating legal entities.
Hannan and Freeman (1989) explain “the founding process can be seen to consist of a series of
subprocesses including: 1) initiation, 2) resource mobilization, 3) legal establishment, 4) social
organization, 5) operational start-up” (p. 148-149). Similarly, Shane (2003) argues that
organizing is a process that takes place over time, as founders engage in a set of activities such
as the development of a plan that could be mental or written, followed by defining the mode of
the enterprise which refers to the type of venture, and dimension, which defines the business
as a legal entity if the intentions is to create a new firm -the size of this, number of employees,
policies and procedures, and communication mechanism-. In other words, it is the actions
taken for obtaining equipment, establishing production processes, attracting employees and
setting up legal entities. Edelman and Yli-Renko (2010) suggest that a firm will not emerge
unless sufficient venture-creation activities are under-taken. These efforts reduce subjective
uncertainty regarding opportunities and mobilize resources to start a venture.
The entrepreneurial process described above is proposed as a framework for the analysis of the
creation of the EMPA, thus to contribute to the understanding of what drives environmental
entrepreneurs and how they are able to recognize an opportunity and exploit it for reasons
other than economic; creating instead of profit-oriented business, business to reverse marine
ecosystem degradation, particularly coral reefs. Therefore, figure 2.2 shows how the
entrepreneurial process is used to analyze the case of Chumbe Island Coral Park. It contributes
toward identification of entrepreneurial opportunities, their sources, the antecedents and
processes underlying the entrepreneur´s efforts for marine conservation.
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Figure 2.2 Steps in the entrepreneurial process (EP) to be analyzed in the case study. Based on:
Shane and Venkataram (2000), and Shane (2003). Dark blue boxes on the left show the steps in
the EP. Green boxes on the right are linked by green arrows representing the factors that
influence each of the steps.
As outlined before, this study intends to show that the opportunity and the activities developed
to exploit are legitimate, and help entrepreneurs to deal with the information asymmetry and
uncertainties involved in start-up. However, gaining acceptability and support of the different
actors –directly or indirectly- involved in the creation of any new venture is essential for its
survival and durability, even more so when it is related to environmental conflicts (Gritten and
Saastamoinen, 2011). Conventional regulation is legitimized by democratic majority votes. On
the other hand, new institutional arrangement have other sources of legitimacy: negotiated
consensus, involvement of affected parties, and documentary proof of effectiveness (Janicke
and Jorgens, 2009). Thus, the next section explores this concept in order to help identify to
what extent the long history of the EMPA is related to the legitimacy it has gained.
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2.6

Legitimacy

Among the many problems facing innovative ventures (entrepreneurs), the lack of legitimacy is
especially critical, as both entrepreneurs and crucial stakeholders may not fully understand the
nature of the new business, and their consistency to establish institutional rules may still be in
question (Aldrich and Fiol, 1994). Delmar and Shane (2004) based on different authors, describe
two arguments for the survival of new ventures founded on the actions entrepreneurs develop:
1) new ventures survival is enhanced by activities to make new ventures appear reliable and
accountable, thereby increasing the legitimacy of the organizing effort, and 2) new ventures
survival is enhanced by activities to establish relationships with external actors, thus developing
social ties between entrepreneurs and other stakeholders.
Aldrich and Fiol (1994) and Carter et al. (1996) suggest that entrepreneurs seek to gain
legitimacy for their organizations by developing trust among those involved in the start-up
activities. Legitimizing activities should be an important step in the new venture´s process.
Gaining legitimacy is a necessary precondition to initiating social ties with other actors, but it
depends on the entrepreneur´s ability to network as these vary in the way they first take
actions (Delmar and Shane, 2004, Kuratko and Brown, 2010, Meyer and Rowan, 1977).
Suchman (1995, p. 574) defines legitimacy as “a generalized perception or assumption that the
actions of an entity are desirable, proper, or appropriate within some socially constructed
system of norms, values, beliefs and definitions“. In addition, Suchman (1995) gives an
explanation of legitimacy as a perception or assumption because it represents a reaction in the
observers due to the way they see it. Moreover, it is socially constructed reflecting congruence
between the behavior of the venture and the shared beliefs of some social group; thus
depending on a collective audience, yet independent of particular observers.
Therefore, the social process of gaining legitimacy is shaped by the interpersonal process of
achieving trust in the organizing process (Aldrich and Fiol, 1994). By establishing relationships
with different actors, environmental entrepreneurs as well as conventional ones are able to
augment their credibility and overcome the challenges of creating new ventures and even
induce investment when credible commitments or social capital are low. This determines
whether an entrepreneur is successful as outlined by Venkataraman (1997). However, this may
be overcome through a variety of actions the entrepreneur can undertake to demonstrate how
legitimate the opportunities are, and the approaches to exploit them (Shane, 2003,
Venkataraman, 1997). Delmar and Shane (2004) show that developing activities to gain
legitimacy reduces the hazard of venture disbanding because the earliest period of the ventures
depends most on perceptions of external stakeholders.
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In environmental conflicts, gaining legitimacy is crucial due to the disagreement between the
different actors involved as a result of their diverse interests. Thus, new organizations seek
legitimization for their activities in order to gain credibility and support as a license to operate.
They need to ensure that their operations are seen to be “desirable, proper and appropriate”
by the stakeholders, and to make certain that their portrayal is positive (Gritten and
Saastamoinen, 2011, Suchman, 1995).
Legitimacy affects not only how people act toward organizations, but also how they understand
them. Consequently, by convincing stakeholders that the venture is legitimate, which is
enhanced by demonstrating its commitment and business success with unique products or
services, the entrepreneur can mobilize the tangible and intangible resources (Aldrich and Fiol,
1994, Delmar and Shane, 2004, Kuratko and Brown, 2010). Meyer and Rowman (1977), and
Aldrich and Fiol (1994) mention that there are other factors different than legitimacy which
determine the venture´s success, such as the state of the economy, demand for the product or
service, and skills of the owner and workers, to mention a few. However, Aldrich and Fiol (1994)
argue that legitimacy is a factor much more important than it has been recognized. Similarly,
Hannan and Freeman (1984) as cited by Shepherd and Zacharakis (2003), argue that for a
obtaining legitimacy is central to the process of survival of new organizations.
The term legitimacy is used by Aldrich and Fiol (1994) in two related contexts as shown in table
2.3: 1) cognitive legitimacy which refers to the spread of knowledge about a new venture; “how
taken for granted a new form is”, and 2) sociopolitical legitimacy, referring to “the extent to
which a new form conforms to recognized principles or accepted rules and standards” (p.648);
it means the extent to which stakeholders (government officials, general public etc.) accept the
new venture as appropriate given the norms of society and laws of the land (Aldrich and Fiol,
1994). Accordingly, Shepherd and Zacharakis (2003) interpret from Aldrich and Fiol that
cognitive legitimacy is promoted by developing a knowledge base via symbolic language and
behaviors, while sociopolitical legitimacy is spawned if the venture continues developing trust
in the new activity by maintaining consistent stories -language and behaviors-.
Table 2.3 Types of legitimacy
Legitimacy
Description
Cognitive
The knowledge and information stakeholders have about the
venture, “how taken for granted the new form is”.
Sociopolitical
The acceptability and credibility the venture generates
between stakeholders
Source: Based on Aldrich and Fiol (1994)
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Sociopolitical legitimacy is typically not a priority for new ventures, but once established results
essential for its durability, while cognitive legitimacy is gained in the start-up activities of
entrepreneurs by building knowledge about the new venture. In order to survive, a new
venture needs to acquire and retain both types of legitimacy (Shepherd and Zacharakis, 2003).
Hence, entrepreneurs must build a knowledge base that outsiders will accept as valid, without
having yet an external source of validation. Because of this, entrepreneurs must draw on
alternative forms of communication to gain credibility that their new ventures are compatible
with former institutions (Aldrich and Fiol, 1994). Therefore, one mechanism by which
entrepreneurs are able to gain legitimacy is through communication (Delmar and Shane, 2004);
entrepreneurs must rely heavily on the story that they tell others. Good story telling is useful
for obtaining legitimacy because stories are evaluated more on their internal coherence than
on external validation (Fisher, 1985).
An organization should maintain its legitimacy by continuously taking actions. Sustaining
trusting relationships are the base for overcoming low legitimacy (Aldrich and Fiol, 1994). As a
result, entrepreneurs should develop strategies in order to maintain legitimacy and be aware of
future changes as well as protecting past accomplishments (Suchman, 1995). Consequently, for
new ventures to gain legitimacy enhance their survival. The concept is used to analyze the
actions that have permitted the EMPA (and entrepreneur) to gain acceptability and credibility
among the different stakeholders involved in MPAs governance.
2.7

Analytical Framework

This thesis aims to enhance the understanding of what drives the private sector to become
interested and get involved in marine conservation and MPAs governance as well as the
entrepreneurial process followed by environmental entrepreneurs to create durable
institutional arrangements –EMPAs-. Thus, the analytical framework is built up based on two
main concepts, environmental entrepreneurship focusing on the entrepreneurial process, and
legitimacy.
The concept of environmental entrepreneurship and more specifically the entrepreneurial
process is used in chapter three to empirically identify entrepreneurialism in marine
conservation, based on the specific case of the EMPA of Chumbe Island Coral Park in Zanzibar,
Tanzania. The concept of environmental entrepreneurship in general helps to understand how
the private sector is turning attention on environmental degradation; specifically in marine
ecosystems destruction. Thus, the general theory on the entrepreneurial process guides the
analysis to define what drives entrepreneurs to become interested in marine conservation and
what actions are taken to become involved in MPAs governance and overcome institutional
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gaps in marine conservation. In other words, what are the sources of opportunities for
environmental entrepreneurs and what facilitates entrepreneurs to exploit them and create
innovative institutional arrangements with a non-profit goal, aside from protecting marine
ecosystems.
The concept of legitimacy represents a second important concept to be used in chapter four to
define to what extent durable institutional arrangements between the private sector and the
state are related to the credibility and acceptability generated by entrepreneurs during the
start-up activities of a new venture, as well as during its operation. Thus, in chapter four, the
concept is used to understand how the EMPA under study and the entrepreneur have gained
and maintained cognitive and sociopolitical legitimacy over time. To be discussed later in this
report is to what extent the long history of the EMPA can be attributed to this factor and what
else has influenced to its durability.
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3
3.1

ENTREPRENEURIAL PROCESS TOWARDS MARINE CONSERVATION IN ZANZIBAR
Introduction

The aim of this chapter is to illustrate and analyze the entrepreneurialism creating a small-scale
tourism venture oriented to marine conservation in Zanzibar, Tanzania using the framework
developed in chapter two which helps understanding the involvement of the private sector in
MPAs governance. This chapter is developed following the steps evidenced in table 3.1 based
on Shane (2003), who started identifying the external drivers or sources of opportunities that
permit entrepreneurs to recognize an opportunity, and the subsequent actions toward
transforming it into a real venture.
As outlined in chapter two, the sources of opportunities can be classified in three categories:
technological changes, political and regulatory changes, and social and demographic changes.
This chapter first illustrates and discusses the sources of the opportunity to create Chumbe
Island Coral Park based in the institutional changes, particularly in the context of environmental
regulation, and economic policy which encouraged tourism investments during that time in
Zanzibar. Second, it illustrates the identification of the opportunity and the decision to exploit
the opportunity. Section 2.5.2 indicates that if the sources exist, it is possible to recognize the
opportunity for creating new products and services, new ways of organizing, new raw materials
or new markets. The institutional voids and events occurring in Zanzibar permitted the
entrepreneur to recognize the opportunity to develop a new model of sustainable conservation
and education funding through eco-tourism.
Due to the importance of the particular circumstances of entrepreneurs for recognizing
opportunities, the next step in this study is to focus on the characteristics of the entrepreneur
and the institutional context in which the entrepreneur was immersed that allowed the
development of the project. Table 3.1 shows that once the decision to exploit an opportunity is
made, the subsequent step is to take actions to create the business. As mentioned in chapter
two, here the acquisition of resources is included in the organizing process due to being defined
as one of the actions entrepreneurs take. Thus, the actions the entrepreneur took for exploiting
the opportunity and transforming the idea into a real venture are discussed. Finally, the last
section illustrates the results of the entrepreneurial process developing a business oriented
toward increasing awareness about marine resources on the island and protecting ecosystems
from destructive activities.
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Table 3.1. Entrepreneurial process for the creation of Chumbe Island Coral Park in Zanzibar,
Tanzania
Entrepreneurial process

Entrepreneurial process in Zanzibar

Sources of opportunities

• Liberalization of trade policy opened tourism
investment
• Institutional setting

Identification of opportunities

New model of sustainable conservation and
environmental education funded by ecotourism

Decision to exploit opportunities

• Entrepreneur´s professional experience in
developing countries
• Entrepreneur´s information gained through a
consultancy in Zanzibar
• Entrepreneur´s networks
• Nature affinity
• Lack of environmental education, marine
ecosystems degradation in Zanzibar
Actions:
Location
Business plan, leasing and fundraising
Involve local people and mobilize volunteers

Organizing resources or exploitation
of opportunities

Elaborated by the author based on Shane (2003)
3.2

Sources of an entrepreneurial opportunity for marine conservation in Zanzibar

Section 2.5.2 addresses the need to deepen the understanding of entrepreneurial opportunities
and their sources. Also highlighted are the antecedents and processes underlying
entrepreneurs´ efforts to establish new ventures which are not easy indentified (Edelman and
Yli-Renko, 2010). These bring up the question of what drives entrepreneurs to conduct
organizing activities?
This section partly answers this question. Here is given a brief background of the policy and
regulation, and the changes that have occurred in the last twenty years in the institutional
setting around marine conservation in Zanzibar. It illustrates what the role of the state was, as
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well as the private sector in MPAs management and how this has evolved to where it is today.
Thus, the institutional voids that represented the sources of opportunities for the private sector
to take interest in MPAs are identified. Additionally, it describes the socio-economic changes
occurring at that time, particularly the fast growth of tourism encouraged by the government
due to the crisis of State finances, the economy as a whole and external pressures pushing for
more liberal trade and investment policies. These conditions described below became the
source of an opportunity to be exploited by an entrepreneur promoting marine conservation
through a business model.
3.2.1 Institutional set up and the role of the State in marine conservation in Zanzibar
Tanzania mainland and Zanzibar have different and distinct legal regimes regulating
environmental conservation and management due to environmental issues which are not
included in the list of “union matters” (Majamba, 2005). As a result, Zanzibar itself is in charge
of dealing with nature protection on the island.
In Zanzibar before 1990, there was a deficit of knowledge of environmental issues, specifically
in marine resources, reason why there was a lack of attention from the government, and no
actions were taken to face ecosystems degradation caused by the livelihood activities being
practiced by the local communities along the coasts. The law governing extraction activities was
the Fisheries Act 1988, regulating the development of fishing and taking some measures to
control the fishing industry prohibiting, for example, using or carrying any explosive, poison and
noxious substance (Fisheries Act 1988).
In the early 1990s, these and other environmental documents were formulated by external
donor-funded consultants and were not backed by sufficient political will for implementation.
With the National Environmental Policy promulgated in 1992, the government of Zanzibar listed
environmental preservation as a cornerstone of the Government policy. This policy focuses on
the conservation and development of environmental resources, emphasizing on the
importance of improving institutional and personnel capacity and the need to protect them in a
sustainable way to improve welfare of present generations without affecting the future
generations. From that time forward, the government turned its attention to the environment.
Since then, the government has introduced diverse legislation, such as the Environmental
Management for Sustainable Development Act 1996 (Majamba, 2005).
Through interviews it is possible to conclude that there was no particular reason for this
change. Conversely, there are multiple causes that contributed toward developing
environmental policy and regulation. Tanzania mainland influenced because it was assisting
Zanzibar´s development of an institutional framework, thus the structure resulted very similar.
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In addition, the growth and consumption factors were increasing the pressure on coastal
ecosystems due to the rise in food demand (DoE, 2009). The population growth rate in 2005
was estimated at 3.1 percent over the period covering 1988-2002 (Zanzibar Investment Policy
2005). Most people in Zanzibar depended highly on fishing, and still do. Artisanal fishers
complained about the decline of catch as well as the changes in catch composition, size and
diversity. They also complained that the inshore fishing water was too large and was depleting
the near shore fish stocks. Finally, they complained that fishing grounds comprised of reefs and
sea-grasses were less productive as a result of destructive fishing gear (DoE, 2009). Overfishing
and destructive fishing practices have contributed to the decline of Zanzibar´s marine resources
(Lange and Jiddawi, 2008).
Moreover, as expressed by a researcher and senior lecturer from the IMS, conservation of
natural resources was a topic being discussed on the international agenda and different
agreements had been signed by Tanzania, such as the Convention on International Trade in
Endangered Species 1973 (CITES), the Convention for the Protection, Management and
development of the Marine and Coastal Environment of East African Region or Nairobi
Convention (Akwilapo, 2007), as well as the Convention on Biological Diversity in 1992. These
conventions also encouraged the government to take measures in order to comply with the
international commitments. What it is more, the entrepreneur addressed that in the same
period, natural resources and management, and nature protection became an area
international donors were interested in. Zanzibar started becoming interested due to the
financial assistance (e.g. from FINNIDA and the World Bank), though political will for
implementation was limited. Thus, the government started facing these issues for better
management of marine resources as encouraged by the Marine and Coastal Environmental
Management Project (MACEMP) generously funded by the World Bank.
The 1996 Act promoted the establishment of a National Protected Areas Board as the
institution responsible for the national protected areas system in Zanzibar which should advise
and coordinate the implementation of the policies of the Government on protected areas,
recommend to the minister responsible for the national protected areas system those areas
which are suitable for national protected areas status, and approve management plans for
national protected areas. This was the opportunity for including different actors in decisionmaking about marine conservation. However, as a representative from the Department of
Environment (DoE) explained, this Board became functional and collapsed in 2000 because of
the changes in the structure of the executive branch which set the Department of Fisheries,
Environment and Forestry under the same Ministry. Thus, MPAs management existed only
under this Ministry before the structural changes that came in the following years.
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The 1996 Act also has sections on general obligations, and also specifically covers protected
areas and biological diversity (part VII of the Environment Act forms the legal basis for the
establishment of a protected area system in Zanzibar). Similarly, the Fisheries and Forestry Acts
have provisions for protection of natural resources. Although there are laws that cover aspects
of fisheries and natural resources and environmental protection, the enforcement is weak as
Lindhjem (2003) and officials from the government suggested. The legal and institutional
framework in Zanzibar has been in a recurrent change where different regulations have been
introduced over the last twenty years (Lindhjem, 2003). This represents a challenge for MPAs
governance. The head of environmental education from the DoE expressed, that this
Department is relatively new compared with the others and has suffered many changes since
its creation. It was established in 1990 under the Commission of Land and Environment. In 2000
the DoE was transferred to the Ministry of Agriculture, Livestock and Environment (COLE), and
transferred again in 2010 to the First Vice President Office.
The Department of Fisheries expressed that there are no issues about responsibilities. However
the head official of environmental education that was interviewed from the DoE argued that it
is not clear who is in charge of, for example, mangroves, for which different sectors claim for its
management. The Department of Forestry deals with terrestrial areas while the Department of
Fisheries is in charge of marine areas. What about the ecosystems in the middle? This kind of
misunderstanding between the different departments of the government hinders MPAs
management in Zanzibar, and slows down marine conservation initiatives. Zanzibar has the
same institutional challenge as other the countries, Lange and Jiddawi (2008) indicate
fragmentation in decision-making and management where no single agency has responsibility
for marine ecosystems, and many stakeholders are involved. The official from the DoE argued
that if the intention is to overcome this gap and to commit with conservation, the
Environmental Act should be renewed taking into account the changes in the structure of the
government. And as Lindhjem (2003) suggests, all institutions should be coordinated for a
sustainable use of coasts and marine resources.
It is apparent that the government has increased its involvement in MPAs since the Fisheries
Act 1988, however, it does not seem to be a priority. Several gaps in the institutional setting
can be identified. The institutional framework has changed constantly generating confusion
about responsibilities between institutions. Similarly, the lack of political priorities have
restricted financial resources for the protection of coral reefs, therefore the private sector
might be an important actor overcoming this gap. The director of the Commission for Tourism
argued that its participation in conservation is limited and the government is not incentivizing it
to become involved. Some stakeholders interviewed expressed that another difficulty for
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marine conservation is the lack of enforcement, also attached to the lack of economic
resources to strengthen the implementation of regulation.
3.2.2 Tourism as a source of opportunities for marine conservation in Zanzibar
As described above, the institutional voids around MPAs governance were some of the
conditions that motivated individuals to become interested in marine conservation. However,
another important event that turned attention of the private sector toward marine
conservation was the approach the government was implementing for increasing tourism on
the island; encouraging investment in this sector and the leasing of land for the development of
tourism projects. Thus, tourism became a very important sector and an economic source of
opportunity for nature conservation as recognized by the entrepreneur.
Twenty years ago tourism was in its infancy, but today is one of the most important incomes
generators in Zanzibar (Lange and Jiddawi, 2008). Most tourists were youthful backpackers, aid
workers, or diplomats from mainland (Honey, 2008), however, several facts encouraged the
government to promote it. With the falling global demand and market prices of clove in the late
1970s and early 1980s, plus the pressures from the World Bank, the International Monetary
Fund (IMF), and USAID for more liberal trade and investment policies, the government began
actively promoting tourism to fill the gap (Riedmiller, 1998, Honey, 2008). The economic
problems on the island, plus these external pressures from the international organizations
drove the government to change their economic policy and opened Zanzibar for tourism. In
1985 the government started introducing the Trade Liberalization Policy calling for the
diversification of the economy and for a greater involvement of the private sector –after
decades of socialism-, following by the launch of Zanzibar´s Economic Recovery Program in
1987 which indicated tourism as an important component for the economic development of
the Island, as well as the Investment Protection Act (Amendment) in 1989 to attract foreign
capital (Honey, 2008, Pandu et al., 2009, WB, 2002).
The influx of foreign investors to Zanzibar was also facilitated by the fact that after the Zanzibar
revolution in 1964, all lands owned by the former elites became property of the government. In
1990s, foreign investment was encouraged by granting a thirty three year-lease for hotel
construction, in exchange for small compensation to the farmers, an annual lease payment to
the government (Honey, 2008), and additional taxes after the construction phase. This new
policy of granting leases for tourism development was an opportunity for investors to obtain
agreements for developing businesses in a growing tourist destination. As a result, they started
to build facilities for tourists started being built around the island, and the sector started
growing at a rapid pace encouraged by the government promoting it as a tool to alleviate
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poverty and nature conservation. Between 1990 and 1997 more than sixteen hotel projects
were approved each year (WB, 2002).
The tourism sector has brought high incomes to Zanzibar in recent years. On the other hand, it
has caused a huge impact on natural resources and high social effects due to the lack of
enforcement of policies and regulation. Not only have beach resorts been constructed too close
to the shoreline, removing large areas of indigenous vegetation that is needed to prevent beach
erosion, but they are also polluting the sea with untreated sewage (CHICOP, 2011) contributing
to the deterioration of coral reefs and coastal forests. Western tourism has also brought other
changes to the Island´s culture. Local people claim that they rarely are consulted and their ideas
are not taken into account.
Currently, tourism policy recognizes these issues. In the last few years the government has
recognized MPAs and through the DoE and the CfT has attempted to promote conservation,
due to sustainable tourism being one of the focal points for tourism development, however,
the economic incentives are not strong. The government receives much of the revenues from
tourism, so it has less incentive to make marine conservation a priority (Lange and Jiddawi,
2008). According to the director of the CfT they are planning controlled tourism development in
Pemba to avoid the mistakes committed in Unguja, as mentioned previously. Unfortunately at
present there are not incentives, such as tax exemptions, for the private sector to invest in
projects related to nature conservation. On the island there has not been much involvement of
the private sector with the exception of a few businesses that have participated in conservation
or environmental management activities on some occasions.
The background provided above regarding tourism development in Zanzibar is important
because the changes in economic policy introducing tourism as the future most important
sector on the Island, was one of the drivers for the entrepreneur to recognize an opportunity to
exploit.
3.3

Identification of entrepreneurial opportunities

For an entrepreneur to recognize an opportunity, the sources should exist as outlined in section
2.5.2. Once identified the sources of opportunities, the next step in the entrepreneurial
process, adapted from Shane (2003) and, Delmar and Shane (2004), is the identification and
decision to exploit the opportunities. The institutional setting and changes for more liberal
trade, which brought a higher investment in tourism in Zanzibar were the sources of
opportunities that allowed the entrepreneur to recognize an opportunity to exploit for reasons
other than profits (Roberts, 1991), by developing a new model of conservation and
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environmental education. This raises the question: what allows an entrepreneur to recognize
an opportunity?
There are two main reasons why one person might discover an opportunity before others as
reported in chapter two. First, the information the person has, which can influence their ability
to recognize entrepreneurial opportunities. This knowledge is not available to everyone, and is
not widely distributed across the population; only a few people know about a resource being
reduced or not being well used (Venkataraman, 1997). Second, the ability of the person to put a
given item of information to better use; cognitive characteristics (Casson, 2005).
As outlined in chapter two, there are three main ways by which entrepreneurs may gain better
information: 1) life experiences, including occupation and on-job-routines, 2) social networks,
and 3) search processes (Kirzner, 1985, Casson, 2005). In order to illustrate how the
entrepreneur recognized the opportunity to create the business to steer environmental
education and coral reefs conservation in Zanzibar, the following section points to who the
entrepreneur was, what her circumstances were, and what kind of information she had access
to.
3.3.1 Entrepreneur´s circumstances and entrepreneur´s role in MPAs
Chumbe Island Coral Park ltd. was created by a foreign entrepreneur who identified in Zanzibar
the need for marine conservation due to the threat to the ecosystems as a result of
unsustainable fishing methods and the fast growth of the tourism industry, among others.
The individual is characterized as being a lover of nature and had been interested in it for many
years before becoming active in nature conservation in Zanzibar. After working for about ten
years as project manager of aid-funded in education programs in Latin-America, the
entrepreneur was posted to Tanzania mainland in the early 1980s to continue working in
similar education and development projects, where she fell in love with the tropical sea and
became an enthusiastic sailor, diver and developed an interest in marine biology. However,
disappointed with the failure of most of aid projects, in 1990 the entrepreneur conducted a
consultancy mission in Zanzibar for FINNIDA (Department for International Development
Cooperation from Finland)-ZILEM (Zanzibar Integrated Land and Environmental Management
Project), carried out by and within the DoE of Zanzibar with the aim of proposing immediate
actions in environmental education and to help with staff training on the job (CHICOP, 2010,
Riedmiller, 1990 )
During the consultancy, the entrepreneur had the opportunity to meet many people from
different departments of the Government of Zanzibar (GoZ) and started building relationships
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and gaining a better understanding of the culture and the way they work. From the
consultancy, this entrepreneur could identify a lack of environmental education on the island,
specifically in marine resources. There was limited awareness about the importance of the
marine ecosystem in the government and among the general public, particularly about coral
reefs. For example, in Swahili language corals were traditionally referred to as lifeless rocks and
stones (Riedmiller, 1998).
This raises the question: why was this individual and not other able to recognize an opportunity
under these conditions? The difference between two individuals recognizing entrepreneurial
opportunities might be small variations in their attributes and local environment which lead
one to form and exploit these opportunities (Alvarez and Barney, 2007). However, people may
be exposed to particular circumstances and have the prior information, but may fail because
their inability to see new means-ends. The sources of opportunities should exist, but to exploit
an opportunity the individual needs to recognize its existence and its value (Shane and
Venkataraman, 2000).
The entrepreneur´s characteristics allowed recognition of an opportunity that other people
were not able to discover even being exposed to the same conditions, which illustrates how
important cognitive properties are in discovering entrepreneurial opportunities, as Shane
(2003) outlined. The institutional voids the entrepreneur found and all the knowledge acquired
due to the job, plus the individual past experiences permitted the entrepreneur to recognize an
opportunity. As Roberts (1991) and Shane (2003) indicate, entrepreneurial opportunities do not
always occur seeking for profits. Here the entrepreneur recognized an opportunity for
promoting sustainable marine conservation and environmental education. In addition, the
sources of opportunities were not economic as in most cases, but changes in policy and
regulation made it possible to reallocate resources for efficient uses or to redistribute wealth
from one member to another as mentioned in chapter two. Coral reefs were being degraded by
the resource users, affecting the society in general, but more directly impacted themselves.
This is a clear example of the “tragedy of the commons” (Hardin, 1968), where destructive
fishing gear and overexploitation were depleting common resources; coral reefs and fisheries in
Zanzibar. Thus, the entrepreneur´s intention was, also as suggested as one of the possible
solutions by Hardin (1968), to gain the property rights of a coral reef in order to protect it, and
develop an education program to increase awareness on the island about marine resources.
As a part of the consultancy the entrepreneur started discussing with colleagues in the DoE the
need for taking action to increase the understanding of not only local people who depended on
marine resources, but also among government officials. The entrepreneur found some people
willing to support the idea, including the director. They were willing to advise the entrepreneur
49

and refer to the project positively if asked, but were not willing to intercede on the
entrepreneur´s behalf under any authority. Thus, Chumbe Island Coral Park became the
initiative of the entrepreneur who came up with the idea of a project to create a marine park
and protect coral reefs from the impacts of the activities developed around the island, but also
mangroves and sea grass beds.
3.3.2 MPAs gap in Zanzibar and the involvement of the private sector
Early in this chapter the institutional setting in Zanzibar in the 1990s was described and its
evolution regarding environmental regulation and policy, as wells as the institutional challenges
of the government in marine resources conservation. It also illustrated the changes in economic
policy which opened the market for tourism. Thus, these events were the sources of
opportunities for an entrepreneur who came with the initiative to create the marine park.
Before explaining the next step in the entrepreneurial process and creation of Chumbe Island
Coral Park, it is necessary to give the reader a background about the role of the government,
specifically in MPAs in Zanzibar, in order to understand the involvement of the private sector in
marine conservation governance.
The MPAs have been strongly promoted as a tool for marine conservation since the nineties.
International organizations such as the UICN and WWF have been pioneers of promoting them,
particularly in developing countries, where conservation has been difficult due to the
dependence of coastal communities on marine resources. Thus, the number of MPAs around
the world has increased rapidly in the last twenty years. In the Western Indian Ocean MPAs
started being established since the mid-1960s in Mozambique, followed by Kenya in 1968. But
in the 1990s there was a shift from MPAs focus on protecting specific habitats to larger
multiple-use sites based on more participatory management (Rocliffe and Udelhoven, 2010).
In 1974 Tanzania established as a marine reserve, fours islets that made up the Dar es Salaam
Marine Reserves, but the lack of political will, resources, expertise and a clear vision on MPAs
management hampered these first efforts. After these “paper parks”, the first MPA, considering
only Tanzania mainland was, Mafia Island Marine Park declared in 1995, based on legislation
promulgated in 1994 (Mwaipopo, 2008). However, focusing on Zanzibar, in the early 1990s
there were no MPAs and no specific policy, legislation nor projects for marine conservation. In
Zanzibar, as previously mentioned, environmental regulation is relatively new, and marine
conservation is a topic recently incorporated into its policy. Establishment of MPAs (table 3.2)
was one of the responses of the government with local NGOs and international support to
reduce the pressure over marine ecosystems. The most successful on Zanzibar are Chumbe
Island Coral Park, and the Misali Island Conservation Area. The two others have not been very
successful (Lange and Jiddawi, 2009).
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Table 3.2 Marine Protected Areas in Zanzibar
MPA

Year
established

Type

Unguja:
Chumbe Island Coral Park Privately managed
1994
ltd. (CHICOP)
(gazetted by GoZ)
Menai Bay Conservation Governmental
1997
Area (MBCA)
managed
Mnemba
Island Governmental
2002
Conservation Area
managed
Pemba Island:
Misali Island Marine Governmental
1998
Conservation Area
managed
Based on Lindhjem (2003) and, Rocliffe and Udelhoven (2010) (201_)

IUCN
category

Size
(sq km)

II

0.30

IV

470.00

IV

0.15

IV

22.00

Chumbe Island Coral Park was gazetted by the Government of Zanzibar in 1994 based on a
Management Agreement signed as a component of the contractual agreements between GoZ
and CHICOP ltd. and is fully managed by the company. The institutional issues illustrated before
in this section, and the government´s invitation to the private sector for more and bigger
investments into tourism on the island, attracted the attention of the entrepreneur who was
willing to overcome these issues and get involved in MPAs governance. This MPA was the first
established in Tanzania, both mainland and Zanzibar, and was a result of the interest of the
private sector.
After Chumbe Island Coral Park, the next MPA created to be managed by the GoZ was Menai
Bay Conservation Area (MBCA) in 1997. According to the manager of the area, it was the result
of the initiative of local people, not a project of the government. Around the early 1990s
fishermen from the southwestern coast of Unguja experienced a decline in their catches which
they related to the dramatic increase in the use of destructive fishing gear between the late
1980s and 1990, and took action to protect their livelihoods asking the DoF to support them.
After a couple of years of research coordinated by WWF, the MPA was established restricting
some fishing gear, and allowing only local communities to fish inside the area (with open
seasons for everybody).
Since then, the government has continued their involvement in marine conservation. The
institution in charge of MPAs is the Marine Conservation Unit in the DoF under the Ministry of
Livestock and Fisheries. Under this institution there are three government-managed MPAs
recognized in Zanzibar: 1) Menai Bay Conservation Area, 2) Mnemba Island Conservation Island
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on the principal island (Unguja), and 3) Misali Conservation Area in Pemba Island, established in
1997, 2002 and 1998, respectively. The Marine Conservation Unit has the mandate to
implement GoZ policies and regulations, and to advise about new areas to establish applying a
bottom-up approach to involve the local communities in marine resources management, as
indicated in section 35 of the Environmental Management Act 1996. An official of the DoF
expressed that the government is trying to include local people in decision-making and
management, yet the Act does not clearly indicate how the participation at the local village
level should be organized (Lindhjem, 2003).
Currently, the government is establishing more MPAs around Zanzibar trying to include local
people in its approach, taking into account their activities, but also giving them other
alternatives to develop in order to obtain household income. However, from an informal
conversation with an individual in one of the villages inside MBCA in the south of the island, as
well as from the interviews with fishermen of two other villages on the west coast of Unguja,
they do not feel supported by the government. They claim the government is closing fishing
areas and there are not many places for them to go fishing. In addition, people do not perceive
the benefits of the MPA, as all the entrance fees go to the government, creating a controversy
over the amount that was promised as compensation for the community for the lost access to
fishing areas and other livelihood activities (Lange and Jiddawi, 2009). There is lack of
participation and communication with the local people as an important stakeholder in MPAs
management. For villagers it is not clear how the government invests the resources, and this
generates distrust and dissatisfaction with the agreement and about the creation of MPAs in
general, raising another challenge for MPAs governance in Zanzibar.
On the other hand, the government officials argued that the amount collected from entrance
fees is very low despite the fact that tourists would probably be willing to pay more if they
knew about conservation activities and then discovered marine ecosystems to be in good
condition. Also, they claim that resources allocated to MPAs by the government are insufficient
for management activities and to support the community. To overcome these budget deficits,
the government has been trying to involve the private sector through tour operators, diving
operators and hotels, but the negotiations have been very difficult as expressed by one of the
officials involved: “the private sector is not willing to cooperate in conservation”.
According to an ex-official of the DoF, the participation of the private sector in conservation is
limited. The government is not taking actions to incentivize it, despite the fact that in some
cases the private sector involvement can be more effective than the government. Chumbe
Island Coral Park represent a successful example of the private sector involvement in MPAs
governance as Lange and Jiddawi (2008) indicate.
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3.4

Decision to exploit and organizing resources: entrepreneur´s actions towards a marine
conservation- and education-oriented venture

Considering the circumstances and the context under which the entrepreneur recognized the
opportunity, and the role of the state in MPAs, the next step in the process is making the
decision whether to exploit the opportunity or not. Shane (2003) argues that engage in the
entrepreneurial process implies decision-making and the start of activities with the uncertainty
that their plan for organizing resources will result in a profit, and not in a loss of time and effort.
However, this is a risk entrepreneurs take for a desired end: one of the cognitive properties
described in chapter two as a psychological factor that influences in the decision to exploit an
opportunity. Creating a new venture is risky, but even more when the entrepreneurs have few
precedents for the kinds of activities they want to develop (Aldrich and Fiol, 1994). Moreover,
the entrepreneur expressed the commitment to preserve nature, which implies that the
motivation she had for creating a private marine park to steer conservation and environmental
education, and the desired new means-ends and her confidence in the result, could influenced
the decision to exploit the entrepreneurial opportunity.
An individual is more likely to act upon an opportunity if they have useful information, because
presumably it reduces the cost of opportunity as defined as a non-psychological factor by Shane
(2003) in chapter two. In recognizing an entrepreneurial opportunity, career experience and
education generate information that enhances the expectations about the returns from the
exploitation, thereby influencing the decision. Thus, the information the entrepreneur likely
had from their prior jobs and the information acquired during the development of the
consultancy impacted the decision-making about exploiting the opportunity. Therefore, after
recognizing the opportunity to create this marine park, what were the entrepreneurial actions
to transform the idea into a real venture?
In 1991, with the information the entrepreneur had, she decided to take actions to develop the
idea, and took the risk of investing economic resources. She also had to invest time and effort
to negotiate with the different stakeholders, gain support from the government and local
people –an important condition for the survival of the venture-, find the necessary funds, and
obtain the property rights of a marine area. Carter et al. (1996) suggest that entrepreneurs who
engage in more activities are more likely to succeed. New ventures emerge as entrepreneurs
commit to actions such as writing a business plan, buying facilities or equipment, seeking
financial support, renting facilities, obtaining equipment, hiring employees, and creating legal
entities. Consequently once an institutional opportunity is recognized, what are the actions an
entrepreneur takes to create an EMPA?
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After making the decision to engage in the entrepreneurial process, the entrepreneur started a
series of activities. The actions the entrepreneur needed to develop in order to create Chumbe
Island Coral Park and maintain its operation for more than thirteen years are illustrated and
discussed here: 1) search for the location of a coral reef in a place where the lease and
management contracts could be obtained to establish the marine park; 2) develop a proposal
for presenting it, not only to the government for assignment of the property rights to the area
and define the legal arrangement, but also to the possible funders of the project; and 3) involve
local people and mobilize volunteers. The time line in figure 3.1 shows the actions followed by
the entrepreneur since the recognition of the opportunity until Chumbe Island Coral Park
started operations. Although the timeline presents activities as if they were developed in
sequence, some activities occurred at the same time. It does not necessarily represent the
order in which entrepreneurs should take action. Delmar and Shane (2004) indicate that the
dynamic of the actions vary depending on the way the entrepreneur organizes the resources to
exploit the opportunity.

Figure 3.1 Time line of the entrepreneur´s actions toward a marine conservation- and
education-oriented business
3.4.1 Location
The entrepreneur started searching for a suitable coral reef to protect it from anthropogenic
impacts such as fishing and anchorage. The location is an important issue; Colwell (1999) argues
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that EMPAs are suitable only in limited locations. The owner of the project spent a couple of
months in 1991 looking for a place that had the characteristics needed for a successful project:
firstly, there would be a shallow coral reef in good condition suitable for snorkelers –for the
education project in mind-, secondly, an area not highly exploited by local people so as to avoid
conflicts over prior resource use, and thirdly, an area easily accessible for tourists. These
characteristics are also suggested by Colwell (1999) to attract tourism as an important source of
income for the EMPA. As mentioned before, the institutional setting and investment policy was
in the entrepreneur´s favor. It was a time in Zanzibar where land was being leased to different
private companies for developing tourism projects and the entrepreneur discovered Chumbe
Island which had the suitable coral reef for the project. Why was Chumbe Island an ideal area
for developing the project?
Traditionally, the sea surrounding the island was a closed military area where the army
routinely conducted shooting range exercises from the adjacent coast. Furthermore, fishing
was not allowed on the west side as the small boats would have obstructed larger vessels
traveling in the shipping channel between Dar es Salaam and Zanzibar. Chumbe was an
uninhabited and fossil coral island covered by a coral rag forest and bordered on its western
shore by a fringing coral reef with high biodiversity. It seemed to be an abandoned place with a
lighthouse built in 1904, still owned, but not in use by the Harbours Authority. Its keeper had
not been residing on the island for decades (CHICOP, 2011).
All the above reasons above may explain the relatively undisturbed condition of the coral reef
which made Chumbe Island the best place for the entrepreneur to create the marine park.
Similarly, Colwell (1999) suggests that establishing EMPAs in relatively isolated areas, avoids
potential conflict with the use of marine resources and helps control extractive activities. Thus,
the location of Chumbe has facilitated the management of the marine park.
3.4.2 Business plan, leasing and fundraising
Once the site was selected, the entrepreneur developed the business plan in 1991 as an ecotourism business based on marine conservation in order to convince the different departments
of the government to obtain the leasehold and management rights of the island, forest, and
adjacent marine area. The fact that the entrepreneur had already worked with the government
officials of several departments facilitated meeting with them. The entrepreneur started
lobbying for an opportunity to present the business plan and discuss it with the relevant
institutions such as the departments of environment, land, forest, fisheries, finances and
tourism.
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The GoZ was open for investment. However, as expressed by different officials interviewed
from the DoF, and DoE, it was a difficult decision to make. First, Chumbe was a sensitive area
due to its location along the channel between Dar es Salaam and Zanzibar. Second, it was the
first project presented to the government with the aim of protecting a coral reef and
establishing a marine park; it would be not only be the first MPA in Zanzibar, but also managed
by the private sector. Finally, the project was planned for non-consumptive activities, where
fishing would be excluded and fishermen would not be allowed to use the island as shelter. This
created the potential for conflict between the government leasing the area, the company and
the nearby communities.
The entrepreneur was not interested in the island itself, the interest was in the coral reef, but in
order to develop the touristic complex the land was important. Supporters within the
government were found, but other not yet convinced of the project´s value tried to slow its
progress due to their disagreement with giving the control of a marine area to a foreigner. After
several meetings negotiating the lease, the government denied it for security reasons. Not to
be deterred, the entrepreneur lobbied the President to discuss the importance of facing marine
ecosystems degradation and the lack of education and knowledge (specifically of governmental
officials and coastal communities about coral reefs), who then agreed to give the lease of
Chumbe Island to CHICOP ltd. In the end, the government found value in the idea to take action
to protect the environment, and create a MPA to be run by the private sector. An official from
the DoF argued that the establishment of this agreement between the private sector and the
government would serve as a model for how future arrangements could work.
CHICOP ltd. obtained a thirty-three-year lease for the island and a Management Agreement for
the Chumbe Forest reserve for thirty-three-year as well. However, the opposition of some
limited the duration of the Management Agreement for the Chumbe Reef Sanctuary to a tenyear-lease (CHICOP, 2011, Riedmiller, 1998). Both leases are open for renewal following
stakeholders’ consideration. As this was the first time to establish a MPA to be managed by the
private sector, both the government and the company together formulated the contract and
the activities to be allowed on the island and in the marine area. However, the shortened term
of the agreement for the marine area was found by the entrepreneur to considerably increase
risks of the overall investment. But after considerable investment had already been made
during the four years of negotiations for the investment license, the entrepreneur decided to
take the risk, even without the guarantees of obtaining extension of the contracts. The
entrepreneur mentioned that even after approval of the project, the architecture and
technologies CHICOP intended to develop on the island were difficult to accept. Government
agencies usually show considerable resistance to new institutions which use unfamiliar or novel
technologies because they challenge older institutions (Aldrich and Fiol, 1994).
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Obtaining the renewal of the agreement after the first ten years was not easy. According to an
ex-manager of CHICOP, the extension of the lease was denied. The government this time
argued that conservation was supposed to be in its hands and not under the management of
the private sector. However, once again lobbying the DoF worked, and finally the renewal was
given to the company. Throughout the negotiations, the entrepreneur argued that effective
protection of marine resources was a condition for the growth and sustainability of quality
tourism, otherwise Zanzibar would not be an attractive destination for foreigners. The
relationships between the parties seem to be an important issue for decision-making.
Venkataraman (1997) indicates that the ability of the entrepreneur to forge relationships is one
factor for achieving success and inducing investment.
The original feasibility study of 1991 suggested an investment of about US$200,000 of the
entrepreneur´s own funds for the establishment of the park and the eco-tourism infrastructure.
The revenue for managing the park was to be generated by the incomes from eco-tourism.
However, the entrepreneur argued that because of delays the investment cost multiplied, thus
additional funding was needed to mobilize. Having worked in the aid industry for nearly twenty
years helped the entrepreneur to find resources from donors to develop the scheme proposed
(Riedmiller, 2001). The feasibility study was updated in 1994 to update investment costs,
resulting in more than five times the original investment. Due to delays in the negotiations of
management contracts, land lease, licenses, research, and work and residence permits, the
final investment amounted to US$ 1.163.657 (Lindhjem, 2003, Riedmiller, 2001) and
implementation time was tripled (CHICOP, 2011). Of the overall investment, approximately
35.7% (US$ 415,191) was funded by various small grants from donors for the non-commercial
components, while 64.3% (US$ 747,809) was funded by the entrepreneur (Lindhjem, 2003).
These cost overruns resulted in the company having to target higher end of the tourism market,
making it much more exclusive than originally planned (Riedmiller, 2001). Since operations
started, most of the operating costs have been funded by revenues from the eco-lodge
(Lindhjem, 2003). Some Zanzibarians who were consulted about the project claimed that the
high rates create exclusivity and only foreign tourists are able to afford it. This generates
conflict, since “the island was privatized”, as fishermen expressed, local people argue that they
are not able to visit it unless they are part of a school group or company sponsored workshop.
However, with lower prices the project would not be financially feasible.
According to the entrepreneur, her financial investment lasted eight years before the project
became operative, while the non-commercial component was supported by GTZ-GATE, GTZEM, the German Tropical Forest Stamp Program, EC-Microprojects, the International School
Scholoss Buchhof-Munich, the Netherlands Embassy in Kenya and Tanzania, WWF-Tanzania,
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and the Zoo Munich-Hellabrunn (Riedmiller, 2001). The entrepreneur explained that the
resources were obtained mainly through networking in the donor community which was well
known from her former professional work.
3.4.3 Involving local people and mobilizing volunteers
Delmar and Shane (2004) and Kuratko and Brown (2010) define that an important action in
which entrepreneurs should invest, is the creation of legitimacy and establishment of good
relationships with different stakeholders in order to enhance their credibility and overcome the
challenges not only in the start-up phase, but also in the operation of the projects.
Though not many fishermen were users of the island, nor the resources in the surrounding
area, the entrepreneur needed the support of local people to avoid potential conflicts for
marine resources of Chumbe Island and its surrounding coral reef. Thus, the entrepreneur
mentioned that some of the villages four near Chumbe Island were visited together with
officials of the Departments of Environment and Fisheries to explain the aims of the project and
gain their support. Here a disagreement arose between the stakeholders interviewed due to
some of the fishermen claimed that they were not consulted or informed about the project.
Some of the elder fishermen remembered about these events.
There are conflicting memories about these initial negotiations between local people, CHICOP,
some officials, and the rangers who dealt with enforcement in the first years. The entrepreneur
argued that obtaining the support of fishermen was not difficult as they did not give much
importance to Chumbe Island, as the west side was closed for fishing anyway, and the island
was difficult to reach with sailing boats. They only requested to be given preference in
employment opportunities over urban people, which the entrepreneur accepted, offering jobs
to fishermen as Park rangers. The requirements were that candidates should be good
swimmers and be literate. Afterward, four fishermen were hired at the start of the project in
1992. Hiring fishermen was thus an opportunity to start gaining support from local people. The
entrepreneur expressed that as former fishers and members of the local community, the
rangers spoke the same language, knew their culture and needs, which could deal more
effectively with other fishers for enforcement.
On the other hand, according to the officials interviewed from the DoF, at the beginning was
difficult to explain the project to fishermen, “they did not understand the model” and “they
were worried about the restrictions”. Finally, they understood the reasons for protecting
Chumbe. However, as described by one of the rangers working for the company since the
project started, the first years were complicated because some fishermen (especially from
Zanzibar town) frequently entered the MPA and persuading them to leave was not easy. The
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entrepreneur argued that this challenge to enforcement was caused by the politicizing of the
conflict by urban fishers during the first multiparty election in Zanzibar in 1995. However, the
different stakeholders agreed in their answers expressing that incidents over time had
decreased, and nowadays only a few fishermen cross the border of the MPA arguing they were
not aware of the status of the area. The incidents have gone down from about forty five per
month in 1994 to around five to ten in 2002 (Lindhjem, 2003). Fishermen do not usually go far
from the shore, almost half of the vessels are canoes, and only 11% of the boats are motorized
(Jiddawi and Khatib, 2008). This fact has facilitated the protection of the reef.
Furthermore, an important action to take in the starting-up of any venture is finding the people
to run the business. The entrepreneur was working alone, but found it to be easy to find
enthusiastic volunteers for developing different activities such as teaching the rangers to speak
English, some basic concepts of marine biology and ecology, tourist guidance skills and
enforcement of the no-take zone; CHICOP rangers only have the power of persuasion in
response to the incursion of fishermen. The relationship between the rangers and fishermen
has turned out to be very good, which helps considerably the protection of the coral reef.
Between 1992 and 2004, more than fifty volunteers -marine biologists, zoologists, botanists
and educators- from several countries have joined the project for periods of between one
month and three years (CHICOP, 2011). These opportunities for many people from around the
world to volunteer with monitoring, marketing, and teaching, in addition to the vast interest of
the scientific community in the undisturbed reef of the EMPA, have helped to make the project
an interesting case for private marine governance.
Finally, another effort to organize the resources in order to exploit the opportunity, was
marketing the project and the island as a high-end eco-tourism destination. In the early 1990s
the internet was not yet available, thus the entrepreneur had to network through direct
contact and spreading the goals of the project by word-of-mouth communication. Additionally,
presentations of CHICOP at international conferences for marine conservation and responsible
sustainable tourism, and winning numerous prestigious international awards became a low cost
but powerful tool for marketing.
3.4.4 A conservation and education oriented EMPA
After extensive work on the part of the entrepreneur and with all the actions developed,
Chumbe Island Coral Park started operations in 1998 as an ecotourism destination, with
occupancy rates ranging between 15% and 89% up to 2010. This small-scale project has been
fully self-sustaining since 2000, yet only 40% occupancy would be enough to cover basic
operations of the park. About one third of the operational budget of Chumbe is spent on
conservation management staff and education programs (CHICOP, 2011). The objectives are a
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non-commercial focus on conservation and education, while operations follow commercial
principles (Riedmiller, 2003).
The conservation actions started before the marine park was gazetted by the government.
Limiting impacts is one of the goals of the project; therefore, the marine portion is a no-take
zone. Only non-extractive activities such as swimming, snorkeling, and underwater
photography are allowed in the park. Fishing, anchorage and collection of specimens even for
research are not allowed (Riedmiller, 2001). According to the entrepreneur, in the early years
the rangers found it difficult to understand why fishing was not allowed even by the
entrepreneur and the staff, but their training in marine ecology helped to understand the aim
of the marine park. Baseline surveys and species lists on flora and fauna started in 1992, and to
date regular monitoring of coral reef and sea grass beds continue to be conducted. Moreover,
researchers from all over the world have helped with collecting biological and ecological data
and information to improve management activities. The marine park has been registered with
the World Conservation Monitoring Centre in Cambridge (UK) since 1995 (Riedmiller, 1998) and
is well recognized by environmental NGOs due to its labor in conservation.
Concerning education, organized educational fieldtrips for local schoolchildren, as well as for
teachers, government officials and fishermen to Chumbe Island is one of the regular activities
developed by the company for creating environmental awareness, particularly about marine
ecosystems. The Ministry of Education cooperates organizing these events. This Ministry did
not have direct participation in the negotiations, but has been involved since the Company
presented the idea in the initial phase as an official from this Ministry stated. Furthermore, this
official expressed that they found the idea very useful for supporting environmental education
that is currently part of its policy. The same official added that Chumbe influenced the
government to work more with environmental issues, specifically in marine resources.
Currently, environmental education has been implemented at different levels in schools.
According to the Conservation Coordinator of CHICOP around five hundred (500) to six hundred
(600) people per year visit the island under the education program. When marketing the
project, there was a concern that these school excursions (picture 3.1) might conflict with
guests (Riedmiller, 2001). But to the contrary, some informal conversations with the guests on
the island during the author´s visit revealed how valuable tourists find this activity. When asking
the officials of the government about the performance of the project in education, most of
them agreed that it has increased the awareness of marine resources, particularly among
children, but also among fishermen and the community. According to the chairwomen in one of
the villages, this is not only attributed to CHICOP programs, but also to the meetings held by
IMS. Interviews in villages adjacent to Chumbe also gave evidence of general knowledge about
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the importance of marine resources and marine protected areas among fishermen, however,
they complain that currently they cannot catch enough fish and still ask CHICOP for the option
of open seasons. The topic is discussed on the premise that on the east side of the island fishing
is allowed, and the west side of Chumbe Island Coral Park is a no-take zone with the objective
of conservation framed under the category II of IUCN (IUCN, 2004).
Chumbe island workers and government officials agreed that this project was an initiative of
the entrepreneur and that implementation was possible due to the whole vision of
conservation and education in Zanzibar, with the help of committed and enthusiastic
volunteers who have offered working for Chumbe since the beginning. Before the entrepreneur
decided to take the risk and develop the project, the IMS had proposed a number of areas for
National Marine Park System, but Chumbe Island was not included (Ngoile, 1989). The island
was not considered of very much value to protect. Thus, Chumbe Island Coral Park is the
product of the vision of an entrepreneur who saw the value of the coral reef and undisturbed
coral-rag forest. From the interviews with the different stakeholders it can be assumed that if
the reef of Chumbe would not have been protected by the private sector, it probably would not
be a MPA today and the coral reef would be destroyed by now, as many others have been
around Zanzibar, degraded by the multiple activities mentioned in chapter one.
3.5

Conclusion

From this chapter it is possible to conclude three points. First, as Shane 2003 points out, that
political and regulatory changes are sources of opportunities for entrepreneurs willing to create
new businesses. In Zanzibar the institutional setting around MPAs and the changes occurring in
economic policy were the drivers or sources for an entrepreneur to recognize an opportunity to
develop a new model of conservation and education based on eco-tourism. The private sector
became active in marine conservation in the 1990s and was willing to deal with the institutional
weaknesses identified in Zanzibar, such as the lack of awareness about the importance of
marine resources, the deficit in government´s budget to deal with environmental degradation,
as well as the lack of enforcement of regulation. At that time the Government of Zanzibar had
no policy, legislation and institutions for an active role in Marine Protected Areas despite the
threats marine ecosystems were facing. These institutional voids, in addition to the changes in
economic policy in favor of tourism investments in the Island and the particular circumstances
of the entrepreneur, permitted recognizing the opportunity and decided to create a new
institutional arrangement to protect natural resources and increase environmental awareness,
creating the first functional MPA in Zanzibar and Tanzania. In summary, more than economic
factors can turn the private sector interests in MPAs governance, but also for reasons other
than profits
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Second, it has been a slow and long process of almost twenty years since the entrepreneur
developed the idea of a private marine park in Zanzibar. The entrepreneur and the venture
itself had to face challenges that hampered the entrepreneurial process and the achievement
of the goals during negotiations with the government. In particular, obtaining the investment
license, the land lease, management contracts, building, work and residence permits for the
establishment of the MPA and implementation of the project. However, the ability of the
entrepreneur to overcome the difficulties and adapt to the context and the circumstances of
the Island, has allowed the company to overcome the initial challenges and operate an
innovative model of MPAs governance in Zanzibar to steer conservation.
Third, it can be concluded from this chapter that the development of the Chumbe Island Coral
Park project with the objectives of protecting marine ecosystems and offering environmental
education funded by commercial activities (eco-tourism) demonstrate that its creator
represents an environmental entrepreneur who recognized an opportunity for exploitation
with objectives other than profits. Viewing the creation of a business as a means of marine
ecosystems conservation with the goal of maintaining their functions and quality over the long
term, as Parrish (2010) asserts, and not solely profits as the bottom line.
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4

4.1

SOCIAL PROCESS TO LEGITIMATE AN INNOVATIVE INSTITUTIONAL ARRANGEMENT IN
ZANZIBAR
Introduction

Chapter two outlined that one of the challenges that entrepreneurs face in starting new
ventures is the lack of legitimacy, which is crucial to gain, as both entrepreneurs and
stakeholders may not fully understand the approach of the new businesses, and their
consistency with established institutions may be in question. To deal with marine ecosystems
degradation and the protection of coral reefs through the establishment of a marine park, the
entrepreneur was going to deal with different actors, including the former users of the
resources. This section describes the process of building social relations around the EMPA, thus
relationships between CHICOP (entrepreneur) and the relevant stakeholders and the
participation they have in the EMPA management. Moreover, being accepted by the
stakeholders is crucial for the survival and maintenance of a new venture, so here it is
illustrated how the entrepreneur and EMPA itself have gained legitimacy in the eyes of the
different actors involved. Therefore, strategies were developed to gain acceptability. However,
the results show that the perception of the arrangement is not accepted by everyone, thus
there are challenges for the company to maintain the credibility it has won since the creation of
the park.
4.2

Actors involved and their relationship with the EMPA

Stakeholders were indentified from the informal discussions and interviews with CHICOP
(owner, managers and staff), the different departments of the government, researchers and
fishermen. Therefore, following is described how the relations were built and how these have
changed over time between Chumbe Island Coral Park and two relevant actors, the government
and the community. The government in this study refers to the different departments that
contributed with information as mentioned in 1.3.3, with either an active or passive
participation in the project. The community in this study refers to local people living in the
villages nearby Chumbe Island, including fishermen, and also the islanders that in some way
have been affected, positively or negatively, by the project.
4.2.1 EMPA´s relationship with the Government of Zanzibar
The support of the different departments of the government was crucial for obtaining the lease
and acceptance of the activities to be allowed on the island. During the three years of
negotiations, the entrepreneur constructed a relationship with the government, a relationship
she started since the consultancy she developed for the DoE in 1991 described in chapter three.
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For the three years of negotiations, the entrepreneur constructed a relation with the
government. Since the negotiations started twenty years ago, the relationships with the
government officials have had difficult times because of the differences between the parties,
but they have evolved over time, as the entrepreneur expressed. In the first ten years the
entrepreneur was leading the project, thereby also leading the negotiations with the
government, a duty that is currently performed by the managers of CHICOP. A former manager
agreed with most of the officials from the government who expressed that nowadays there is a
friendly relationship between the company and the government, particularly with the
Department of Fisheries. However, in an interview conducted with a government
representative, it was confirmed that the relationships between the managers and government
officers have been good, but there has been some frictions with the entrepreneur due to the
harsh critiques she exposes, causing discomfort within the officials of the government.
As confirmed through interviews, the relationship has depended on who is in charge in both
parties, though people in both parties have changed since the project started. With regard to
the company, the entrepreneur was fully involved until 2000. Since then the responsibility of
the day-to-day management is in the hands of the managers that also have changed a couple of
times. However, the entrepreneur continues being the owner of the project and the project
manager in charge of critical issues and investment-related decisions. On the other hand,
during the visit to Zanzibar it was observed that some of the officials in the government are the
same despite several structural changes within the government during this period. Some
officials have switched from place to place within the institutions, but still are dealing with
governmental issues. This has turned out to be advantageous for CHICOP due to the fact that
relations with the different officials were established a long time ago. These officials have
developed a good knowledge of the venture and its performance, as well as trusting
relationships between CHICOP and the government. Nonetheless, to what extent is the
government involved in the management of CHICOP?
4.2.2 Participation of the Government in the EMPA´s management
The participation of the Government of Zanzibar in Chumbe Island Coral Park is very limited due
to the nature of arrangement signed between the two parties, where CHICOP ltd. obtained the
property and MPA management rights of the island and forest, and adjacent marine area for
leases of thirty three, and ten years, respectively. However, the government still has some
control over the area despite the fact that it is not directly involved in its day-to-day
management. The Management Plan containing the management policy for sustainable
development, eco-lodge management, research policy, safety and health regulations for staff
and visitors, and guidelines for visitors is formulated by the company but must be approved by
the government. This implies that it is informed about the actions and activities to take place
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on the island. This Plan was elaborated in 1995 based on consultations with the relevant
stakeholders and updated in 2006 (CHICOP, 2011).
Similarly, the legal agreement signed by both the GoZ and CHICOP ltd. demands that CHICOP
submits a report to the government once per year giving details of the condition of the marine
and terrestrial environment, problems encountered and efforts taken to resolve them
(AGREEMENT 1993). An advisory Committee was established in 1993 with representatives of
the Departments of Fisheries, Forestry and Environment, the Institute of Marine Sciences of the
University of Dar es Salaam, and village leaders of neighboring fishing villages in order to meet
once per year to discuss the issues related to the MPA (CHICOP, 2011). Furthermore, the
agreement indicates that CHICOP must perform and comply with laws, by-laws and the
requirements issued by the government or any competent authority. This suggests that
changes in regulation and policy in Zanzibar may affect the EMPA. However, the
representatives of the government commented that so far none of the modifications on the
institutional setting have had impacts on Chumbe Island Coral Park.
The government´s responsibilities over the MPA are mainly the public announcement of all
legal and regulatory measures concerning the reserve and their enforcement through the
relevant organizations. The fact that it is a MPA fully managed by the private sector, the
government does not give it any kind of financial support (CHICOP, 2011). When it comes to
enforcement of regulation, the DoF supports CHICOP as confirmed by officials from this
Department officials and CHICOP interviewees. When a fisherman repeatedly violates the notake zone, the patrolling officer (employee of CHICOP) can report the incident to the
Department which responds by taking the necessary measures, either seizing the fishing gear,
arresting the offender or charging a fine. However, Riedmiller (1998) argues that most of
fishermen are already aware of the status of Chumbe Island and incidents have decreased over
time.
4.2.3 The EMPA, the community and its participation
It was necessary to gain their support of the project to avoid potential conflicts over marine
resources. Chumbe was an uninhabited island, hence there was no community to be directly
affected, but the few fishermen would be indirectly affected for being excluded from the area,
and not allowed to camp or seek refuge from storms or strong winds, the property rights
obtained by the company.
To begin building this relation with the community, the entrepreneur visited the villages near
Chumbe to communicate to them about the intention of implementing the new project on
Chumbe Island. The entrepreneur stated that the villagers attended these meetings, curious
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about what a foreigner was doing visiting their villages. In these meetings, the entrepreneur
found a complete lack of knowledge about corals. Corals were not in good condition due to
destructive fishing methods along the coast of Tanzania (poisonous fishing and use of dynamite
had been practiced for more than forty years and still are, due to the lack of enforcement and
alternative activities for fishermen). Each blast with dynamite kills all fish and destroys reef
habitats within a 15-20 meter radius (Akwilapo, 2007). However, around Unguja these practices
were less used than in Tanzania mainland. This led the entrepreneur to recognize the
opportunity to protect a coral reef in Chumbe Island.
The participation of local people in the EMPA is much more limited than the government.
However, the community is an important stakeholder in MPAs governance, for the company as
well as for the government. Thus, local people have the option to participate and express their
opinion through the villages’ representatives on the Advisory Committee outlined above. Each
village has its leader who is in charge of meeting with the villagers, including fishermen, to
discuss their matters and present them to the Committee. In particular, fishermen would have
an important role in the conservation of Chumbe as they are the direct users of marine
resources. Only a few fishermen used to go fishing around Chumbe before it was established as
a MPA, but they were a potential source of conflict for the entrepreneur. Thus, gaining the trust
of fishers and building a good relationship with them was important for the success of the
EMPA. This raises the question: what were the strategies, aware or not, the entrepreneur
implemented to gain their acceptance?
4.3

Gaining legitimacy

Chumbe Island Coral Park successfully achieved the start-up phase, not only as a new venture,
but also as a new institutional arrangement for Zanzibar. It started operations in 1998 and has
self-sustained the conservation and environmental education programs since 2000 by receiving
tourists. Thus, it has been more than twenty years since the entrepreneur identified an
opportunity and acquired the management of the first private MPA being gazetted by the
government of Zanzibar. A key to understanding a new venture´s survival is identifying the
stakeholder´s perceptions of the new venture´s legitimacy (Shepherd and Zacharakis, 2003).
Hence, following is an analysis of the actions that the company developed since the
entrepreneur took action to turn the idea into an enterprise with resulting legitimacy in the
eyes of the same two relevant actors, which has influenced the survival of the venture.
4.3.1 Legitimacy in the eyes of the government
At first, finding people willing to support the project was not an easy task. Nevertheless, the
idea of creating a marine park in Chumbe Island operated by the private sector, with the aim of
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protecting marine ecosystems proved to be valuable for the Department of Environment. It was
a sensitive area not highly exploited, as stated by the official from this Department, where the
entrepreneur was able to penetrate and influence decision-makers because of the job being
developed. The project proposed was a challenge for the government because of its
characteristics and objectives of conservation. Despite the project being approved by the
Zanzibar Investment Promotion Authority (ZIPA) before beginning the negotiations, the
credibility among the officials was not high. However, the entrepreneur was able to first gain
the support within the staff of the Department of Environment, and then gradually increased it
in other sectors during the negotiations and implementation.
Since 1994 excursions of school children are organized through the Department of Environment
(Riedmiller, 1998), which demonstrates the support and the value this Department gives to the
environmental education project. Similarly, the Commissioner for Education from the Ministry
of Education agreed, stating that the program is strongly supporting the activities and policy of
this Ministry regarding environmental education. Soon after Chumbe Island Coral Park started
tourism operations in 1998, some government departments saw CHICOP ltd. as just another
tourism venture, however as they saw results, the effort began receiving official support and
recognition.
To illustrate the value of the efforts of conservation, CHICOP established a sanctuary on the
island in 1997 to protect the Ader´s duiker (Cephalophus adersi) in cooperation with the
Commission for Natural Resources and the CARE-Jozani-Chwaka Bay Conservation Project, and
supported by the Zoo Munich-Hellabrunn, Flora and Fauna International (UK), the WWFTanzania and the Chicago Zoological Society (Riedmiller, 1998). This proved the willingness of
the entrepreneur to cooperate, thus showing other actors how joint efforts for nature
conservation were possible.
Sterner and Andersson mentioned in their study in 1998, that the style of the lodge –ecoarchitecture and eco-technologies- was not recognized by local authorities and some perceived
it more as eccentric than useful. The successful experience CHICOP has had using these
technologies for over thirteen years, has demonstrated that the design minimizes the
environmental impact, thereby changing the government´s perception and the approach used
has gained credibility. The interviewees from IMS, the Commission for Tourism, the
Department of Fisheries and the Department of Environment, all agree that the scheme being
used is environmentally friendly and is mitigating the impacts of tourism more than any other
project in Zanzibar.
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The second move toward gaining legitimacy is related to activities that have increased capacity
building among the government staff. Chumbe Island has been visited by representatives of the
government not only for supervising the accomplishment of environmental and tourism
regulation, but also as participants in workshops organized by CHICOP. In 1997 it was necessary
to carry out a rat eradication campaign in Chumbe, thus joining efforts with the Plan Protection
Division, a trainee learned techniques to control rodents in nature reserves and applied it on
Misali Island -currently a MPA managed by the government (Riedmiller, 1998). In addition,
CHICOP has offered rangers´ training services to similar projects in the region, such as the
training day developed in 2006 for rangers from Misali Island, where they learned how to safely
and effectively conduct school study tours and then to adapt it to the MPA [Misali Island] for
the children from Pemba (Peters and Collier, 2006). According to an ex-official of the
Department of Fisheries, it is possible to develop these informally organized activities due to
the good understanding between the managers.
From the economic perspective the government, specifically, the CfT, DoF, DoE and the IMS
agreed first, indicating that CHICOP is helping the government with the cost of marine
conservation through the protection of Chumbe Island. Second, they admit that as with other
business, CHICOP is obtaining profits, but it is reinvesting them in other sectors. Thus, the fact
that the incomes are used for conservation and to increase awareness and knowledge in
Zanzibar about marine ecosystems is being seen as a legitimate action and is appreciated by the
government due to its support of their mission as a Government of Zanzibar. Similarly, the
project generates income for the government in the form of taxes which also increases
acceptability of the EMPA. Thus, the government receives the economic benefits not only from
the annual lease payment and taxes, but also in the form of avoided costs, as Langholz and Krug
(2004) point out.
Finally, a general perception obtained from the interviews with the representatives of the
government is that CHICOP is accepted due to the value of its goals and achievements; creating
awareness and increasing the knowledge of the islanders, as well as protecting the coral reef
and the forest on Chumbe Island. A specific opinion from an ex-official of the DoF is that
CHICOP “has done a good job, even better than the State”. The marine park and the project
itself have gained recognition at the international level within the environmental and tourism
sector and it is generating a favorable image of Zanzibar. Additionally, through all the awards it
has won, Zanzibar is being promoted in a positive way as a tourist destination by showing how
it is dealing with marine degradation. Lange and Jidawwi (2009) point out that CHICOP project
is a successful MPA in relation to other MPAs in Zanzibar.
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4.3.2 Legitimacy in the eyes of the community
Four main strategies have been identified that have permitted gaining cognitive legitimacy in
the eyes of local people while the EMPA was being established, and also sociopolitical
legitimacy during the implementation. First, in spite of the general perception of the
stakeholders that negotiations with the fishermen were not difficult, a government
representative from the DoF stated that explaining to the community the benefits was not easy
because all they were concerned about was losing a public area to fish. However, in the final
agreement, as argued by an official from the MFL, compromise included a small no-take zone
on the west side of Chumbe Island where the coral reef was in better condition. Fishing would
continue to be allowed on the east side. The reasons for the entrepreneur to select the west
side to establish the marine reserve were the easy accessibility and the possibility to observe it
from the lighthouse that would facilitate control of activities and conservation. For the
fishermen interviewed, this result legitimized the agreement because they still have the other
side to fish. But due to the resulting high pressure on the resources on this side of the island,
the coral reef is not in good condition. Thus, fishermen claim they cannot catch as much as they
could on the west side where the company does not allow them to fish. However, to what
extent this was an agreement between the parties? As it is well known the western side was/is
the channel between mainland and Zanzibar, this is why fishing was banned on that side before
the MPA was established.
The second strategy is job opportunities CHICOP has offered to local people, who received
training to learn and develop skills for working in the different areas of Chumbe Island Coral
Park. As mentioned in chapter three, the company would gain the initial acceptance and
support of the community if the entrepreneur agreed to employee local people. Most of the
people working during the construction phase were Zanzibarians with no technical training, nor
knowledge of the activities to develop. To this effect, the company has contributed toward
capacity building, specifically training local fishers. Since 1992 former fishermen received
training in management activities of the MPA and monitoring techniques for the reef and forest
(CHICOP, 2011). This proved to be a valuable opportunity for some fishermen to obtain
alternative incomes for their families. When asked, a former fisher who has been working for
CHICOP since the start-up activities, he expressed that he is very grateful with all the knowledge
he has gotten and the possibility CHICOP gave him to develop new skills. He is currently the
head ranger in charge of monthly monitoring of the reef and taking daily notes of the incidents,
as well as contributing to the environmental education program. Another former fisher who
used to fish around Chumbe before the MPA was established stated he did not know anything
about coral reefs, much less about construction, but he was trained in all the building labors,
learned English, and after more than fifty years he is the coordinator of maintenance of
69

Chumbe Island Coral Park. According to the conservation coordinator of CHICOP, they are not
only providing jobs, but the staff´s families are also realizing the benefits of the MPA.
The above two strategies illustrate the importance of gaining cognitive legitimacy for the
venture by: 1) informing local communities about the approach, and 2) involving local
fishermen during establishment of the EMPA. However, Suchman (1995) indicates that
entrepreneurs should develop other strategies in order to continuously maintain legitimacy and
monitor legitimacy. Gaining sociopolitical legitimacy is essential for stakeholders to accept a
venture as appropriate and right (Aldrich and Fiol, 1994), this can be done by maintaining
consistent stories, language and behaviors. Therefore, the following two strategies have
contributed to increase and maintain its acceptability.
CHICOP offers guided fieldtrips (figure 4.1) to the island for children, university students and
teachers fully funded by the company (indirectly by tourists) to teach them about marine
ecosystems and forest flora. The visits involve introductory talks about the coral reef ecosystem
and the pressures upon it (Peters and Collier, 2006). CHICOP (2011) indicates that some schools
that have visited the island were inspired by the experience, and thus have created
environmental clubs. The Ministry of Education has shown support by conducting a workshop
for secondary schools in order to incentivize environmental education. From interviews
conducted in one of the villages near Chumbe it was possible to confirm that some people are
aware of what CHICOP does. They believe education program is very valuable and are informed
about its activities after some children from the village participated. On the other hand, some
expressed not knowing anyone who had been on the island as part of the Education Program.
This misunderstanding may be due to the lack of interest of some villagers as manifested by the
chairwoman at the village or that the means of communication the company uses to
disseminate information about its activities is not enough to keep villagers informed. Suchman
(1995) argues that legitimacy rests heavily on communication between the company and the
stakeholders.
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Figure 4.1 School fieldtrip under the Chumbe education program
Despite these misunderstandings within local people, the general perception is that the
environmental education program is increasing knowledge for children. In the eyes of the
Ministry of Education the project is directing focus on future generations since children are
manageable and easy to teach. To efficiently use the marine resources in Zanzibar, it is
necessary that from an early age, new generations become aware of the importance of marine
ecosystems in order to protect the environment and the resources on which their livelihood
depends.
Finally, another strategy identified as an opportunity for the entrepreneur to gain legitimacy in
the eyes of fishermen is the fact that CHICOP has striven to increase the knowledge about
marine resources. Jointly with UNESCO and ZAYEDESA, it organized the Sensitization of Young
Fisheries in Sustainable Fishing Practices and Conservation project where young fishers from
different villages attended Chumbe Island to receive education on fishing gear and techniques,
as well as marine ecosystems conservation (UNESCO et al., 2005). Moreover, around four
hundred fishermen in four villages have also attended educational seminars on ecology of
corals and the history of Chumbe, that CHICOP conducted together with the Department of
Fisheries (Honey, 2008). Fishers who approach the MPA to fish are also informed by the rangers
about the importance of the protected area as a breeding ground for fish.
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After the Government of Zanzibar gazetted Chumbe Island Coral Park, the number of incidents
of fishers who violet the no-take zone increased, most of them occurred between 1993 and
1995 (Riedmiller, 1998), but have been decreasing over time to the point that rangers
interviewed stated that nowadays they rarely occur. During the early years some fishermen
crossed the boundary claiming they were unaware of the status, but left the MPA without any
problem. Most of the incidents between 1993 and 1996 were reported as fishermen claiming
that they knew about the MPA status, but still wanted to fish inside the no-take zone arguing
that as Zazibarians they had the right to fish wherever they wanted, or stated that they had
permission from the Department of Fisheries, but finally left without causing any trouble
(Riedmiller, 1998). A few aggressive fishermen claimed that they were aware of the status but
angry with the agreement and in some cases threatened the rangers, as the head ranger stated.
However, these incidents decreased over time. Currently, they accept the agreement and
respect the borders of the MPA.
In addition to the strategies mentioned before, a final point for consideration is the fact that
the rangers of Chumbe Island Coral Park stated that on many occasions they help fishers during
storms and other life threatening events by offering shelter, fuel, food or communication with
the main island (CHICOP, 2011). Offering this help increases the respect of fishermen for the
project. Due to the absence of Port staff on Chumbe Island and the need for maintaining
working the lighthouse, the rangers act as the lighthouse keepers. Before the project was
implemented it rarely functioned. This is particularly important for fishing and trade activities
carry out by the traditional Indian Ocean dhows (Arab sailing vessels) that do not have modern
technology to navigate (CHICOP, 2011).
From interviews conducted with fishermen and informal conversations with local people, it
appears that the MPA is accepted. Fishermen understand why Chumbe Island is protected and
for the most part, respect its boundaries. Initially fishermen did not accept the project because
of their new fishing restrictions. What facilitated their acceptance were the government
regulation, and also the fact that the rangers were former fishers who knew how to explain the
importance of the MPA and protection of coral reefs. In the end, the fishermen interviewed
seem to understand the benefits the MPA generates as one fisher mentioned, “Coral reefs are
the factory of fish”.
4.4

EMPA´s challenges for maintaining legitimacy

Entrepreneurs should develop strategies in order to maintain legitimacy and should
continuously take measures for the survival and success of the venture, being aware of future
changes as well as protecting past accomplishments, as mentioned before. Even though the
EMPA seems to have gained legitimacy during the years since negotiations began, changes in
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the way the company acts has created challenges for maintaining its legitimacy in the eyes of
the following two stakeholders and the credibility of the arrangement.
4.4.1 Difficulties maintaining legitimacy with the government
The events described in 4.3.1 indicate that the actions the entrepreneur has taken are accepted
by the government despite the long negotiations almost twenty years ago when the
entrepreneur proposed the new arrangement. Not many critics from the representatives of the
government were indentified directly about the scheme used by CHICOP however it does not
mean that there are not differences between the two actors. The enterprise still faces
challenges for maintaining its legitimacy within the government. The intervention of the
government in the management of the EMPA is very limited, but it still has the power to decide
the future of CHICOP over the long term due to the lease agreement legalized between the two
parties with a term of expiration and no guarantees of its renewal, therefore the future of the
company.
On one side, the government accepted as legitimate the contribution of CHICOP in monitoring
the island´s environment and the research develop in cooperation with the Institute of Marine
Sciences about structure and function of the coral reef. CHICOP (2011) indicates that research
reports and quarterly reports on the project´s progress are circulated among government
departments and other institutions involved. On the other hand, an official of the government
argued that despite CHICOP developing research on different topics, and researchers from all
around the world investigating Chumbe Island, which produces a lot of information and data,
these are not shared with the government and yet that could be very valuable for decisionmakers. It is only is distributed when asked for.
Thorkildsen (2006) cited a conflict between CHICOP and the Department of Harbours (DoH)
related to the functioning of the lighthouse. Some nights the rangers were not aware that wind
had blown out the flame which resulted in critical consequences for boats traveling during the
night. The authority tried to access the island but it was denied. Although the researcher did
not have a meeting with any official from the DoH, any of the interviewees claimed about this,
what implies is not an issue anymore. Additionally, from interviews was identified a
disagreement in 2003 between the Zanzibar authority in charge of taxes and CHICOP resulted in
extensive negotiations between the parties, but an agreement was finally reached. These types
of conflicts create drawbacks between stakeholders of which the company must be aware in
order to maintain legitimacy among the government officials.
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4.4.2 Difficulties maintaining legitimacy with the community
As discussed previously, legitimacy of the MPA in the eyes of the community can generate
controversy and different perceptions among the different actors affected by the no-take zone
on the west side of Chumbe Island. Suchman (1995) indicates that no organization can
completely satisfy all audiences. For some, the actions taken represent the good will of the
company. In the eyes of other individuals the project needs to develop more actions in order to
generate benefits for the community. Trust among the local people is very fragile and much
easier to destroy than to create.
Since its beginning CHICOP gained acceptability with local communities, due to its preference
for employing local –even untrained– staff (CHICOP, 2011). However, this point is highly
criticized by Pandu et al. (2009), by an official from the government and a researcher from IMS
arguing that many of the employees of the MPA come from mainland or other parts of Unguja,
and not from the villages nearby Chumbe. They also claim that managerial positions have
always have been occupied by foreigners, not even a Tanzanian. There is no longer a preference
for local people. Different ideas were offered suggesting how the company should work in
order to maintain the credibility of the model implemented in Chumbe Island. The company
argues that hiring locals has lessened due to the lack of skilled people within the nearby
villages, and the lack of resources and time to train as they did it at the beginning. The
Commission for Tourism recognizes that there is a skills gap among the island locals, even
though they are working closely with the Zanzibar Institute of Tourism Development by offering
seminars to increase knowledge in tourism. Currently, but only recently started, the Institute is
offering diploma courses in order to educate people able to penetrate higher positions within
the tourism industry. On the other hand, from informal conversations with academics from the
IMS and individuals that have had direct involvement in CHICOP, it is argued that nowadays
there are more people capable of performing the jobs, even for the managerial positions, but
the jobs are not being offered to the villages.
This issue suggests two points: First, the villagers near Chumbe Island lack sufficient skills, a
problem that the government is trying to resolve by training local people to provide them with
alternative incomes that are not tied to marine resources. Second, the fact that the company
was created and is run by a foreigner generates greater understanding of and reliance on
foreigners for the managerial positions.
Moreover, there is a claim from an ex-ranger of CHICOP who stated that the company should
be more aware that the salaries do not sufficiently compensate for the long periods at
destination. This generates nonconformity within the CHICOP staff, resulting in loss of
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acceptability and bad reviews about the benefits CHICOP is bringing to the community. Some
fishermen, as well as individuals from the island, asserted that promises that were made by the
entrepreneur have not been met, such as providing them with boat engines and new fishing
vessels. However, an ex-employee of CHICOP stated that these promises were never agreed to
by the entrepreneur and it is a misunderstanding. Another conflict involves the existence of the
mosque on the island which was built in 1904 for the use of the lighthouse keepers. CHICOP
renovated the mosque and it is used daily by the staff (CHICOP, 2011). However, fishermen
interviewed claim that after the MPA was created they are no longer allowed to access the
island, therefore to pray in the mosque.
To summarize, the community seems to understand the reasons to protect the area and accept
CHICOP as the authority in charge of the MPA, although some have stated that they only stay
out of the MPA because it is regulated by the government. It is implied that the support the
government gives the MPA has been effective for controlling fishing inside the no-take zone,
which suggests over time that the venture has gained sociopolitical legitimacy. Nevertheless,
CHICOP should continue investing in the venture in order to maintain the credibility and
support of islanders. Some of the fishermen interviewed recognized the importance of
protecting coral reef, but they argued they are not obtaining direct benefits from CHICOP and
the incomes generated by the company go to the government. Moreover, they have lost
income because they no longer can fish in Chumbe.
4.5

Expectations of stakeholders

Different perceptions were indentified from the stakeholders interviewed about their
expectations for the project, but particularly concerning the model and the possibility to extend
it to other areas in Zanzibar. Although there is a general acceptance among the government
officials, there is not a common opinion regarding the future of the model developed by the
entrepreneur and the option to establish more MPAs under these conditions.
An ex-official from the Department of Fisheries mentioned that the government is interested in
developing even more tourism on the island, but is not taking into account the impact it has on
natural resources and culture. The director of the Commission for Tourism argued they are
trying to promote sustainable tourism, thus a project like Chumbe Island Coral Park is the kind
of project the government encourages. He stated that currently, tourism in Zanzibar generates
about 70% of the income from foreign sources, and in a couple of years the island will depend
primarily on this sector. However, CHICOP is a model that probably would only work in a small
scale project. He added that on the coast a model like this would be very difficult to implement
because the conflict for resources would be even greater than on an isolated and small islet
such as Chumbe.
75

According to a representative from the DoF the model could be extended to other areas in
Zanzibar. Yet in light of the conflicts and complaints by fishermen for establishment of no-take
zones, it is necessary that the government and the private sector work at generating alternative
activities in order to reduce the pressure over resources. However, the representatives from
the Ministry of Fisheries and Livestock and the DoE agreed that it is a functional model, but the
government rather prefers to protect marine resources itself with more community
involvement. Thus, there are no plans for the government to lease any other area to the private
sector with the same aim as Chumbe Island.
On the other hand, particularly in the eyes of the tourism authority in Zanzibar (CfT), CHICOP is
recognized as an example of the private sector developing tourism activities, where
conservation is a priority and the effects of its activities harm the environment minimally. The
private sector may be an important ally to assist the government, not only in marine
conservation, but also in environmental management on the island, as long as the government
provides the incentives for it to become interested. Similarly, in order to facilitate involvement
of the private sector, the bureaucratic requirements demanded by the Government of Zanzibar
should be faced and improved, as a former employee of CHICOP stated.
An ex-official from the DoF who was involved for some years in marine conservation in Zanzibar
stated that it would not be advisable for the government to develop another project like this or
at least not in the short term, because the benefits CHICOP generates to the government and
the community in his opinion are not clear. Furthermore, there is no political will for changes.
On the other hand, the representative from the Ministry of Education indicates that it is a
project that is contributing to marine education, but more involvement of fishermen and the
community in general is needed. In the end, the project has gained legitimacy not only among
two relevant stakeholders in marine conservation in Zanzibar, but also along with the global
tourism and environmental sectors. However, the EMPA still has challenges to face in order to
maintain the credibility of the scheme and more importantly the support of the different
stakeholders. Conversely, what would be the future of Chumbe Island and the venture in the
mid-term once the lease expires?
The future of the EMPA as well as Chumbe Island is uncertain in the eyes of the different actors
involved. The officials from the different institutions agreed that in order to make a decision
about the extension of the lease, the trade-offs of the project will be evaluated to define the
social and environmental benefits it is generating for Zanzibar. It will depend on who are the
leaders of both parties once the agreement has expired, the relationships between CHICOP and
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the different actors involved in MPAs governance, and particularly the government who will
steer the discussions and the future of the EMPA.
4.6

Conclusion

It is possible first to conclude that the relationship between CHICOP and the different
stakeholders was difficult during the start-up activities, and also during the implementation of
the project. The entrepreneur faced many challenges to establish the project and gain
credibility and the acceptability among the officials of the different departments of the
government, local villages, fishermen and the community of Zanzibar in general. However, over
the years the relationships have evolved, as have the actions developed toward marine
conservation and environmental education, and nowadays are perceived to be good in spite of
some resistance by a few actors.
Second, although the EMPA is privately managed, the entrepreneur took actions during the
start-up activities as well as during the implementation of the project to gain the acceptability
of stakeholders. As described in chapter two and empirically analyzed in this chapter,
legitimizing a new venture among the different actors is related to the relationships forged
during the establishment of businesses. The negotiations between the entrepreneur and the
government were tough and took a long time before the company obtained the lease to the
land and adjacent marine area. However, as the relationship between the EMPA (and
entrepreneur) and the government evolved and improved over time, together with some
departments of the government, events related to environmental education or marine
conservation activities, have been informally organized.
Third, as is common for new ventures, the venture suffered from low cognitive legitimacy due
to the Government of Zanzibar´s lack of familiarity with the scheme being proposed by the
entrepreneur, and not being aware of the importance of marine conservation which would not
only be important for the livelihood of local people, but also for attracting tourism. Through the
actions the taken by the entrepreneur to spread the message about her intention of protecting
marine ecosystems based on a sustainable tourism model, over time the approach began to be
known among the government officials, who in the end supported the idea and leased the
company the property rights. During the implementation of the project, the perceptions of the
different officials demonstrate that the actions taken by the EMPA are accepted and it has
achieved the credibility of the scheme, gaining sociopolitical legitimacy. Therefore, the actions
developed by the entrepreneur (EMPA) during the eighteen years of the project have helped
build legitimacy in the eyes of the stakeholders involved in the MPA.
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However, the participation of the government, as well as the participation of the community, in
the EMPA management is very limited due to the type of arrangement signed between CHICOP
ltd. and the Government of Zanzibar. On the one hand, the government does not have
management functions, does not provide any financial support yet it is in charge of approving
the Management Plan and participates in the annual meetings of the EMPA. Therefore, it is
informed about the activities undertaken on Chumbe Island and supports the EMPA by
enforcing the rule in the no-take zone which has proven to be effective controlling fishing in the
area. Respecting the no-take zone among fishermen seems to be due to the fact that they
already accepted, but it is influenced by the fact that it is a government´s rule.
On the other hand, only during the annual meeting of the Advisory Committee are concerns of
the local people expressed by their village leaders. Unless fishermen approach the island, there
is no direct contact with the company, yet it appears that they accept the EMPA and
understand the importance of coral reefs and why they are not allowed to fish in the no-take
zone. They have complained that they are excluded from fishing, but they still show respect for
the institutional arrangement.
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5
5.1

DISCUSSION
Introduction

The results obtained from the case study of Chumbe Island Coral Park presented in chapters
three and four illustrate interesting empirical findings. Therefore, this chapter discusses
extracting broader insights of entrepreneurialism in marine conservation and the shift in MPAs
governance through the involvement of the private sector by innovating institutional
arrangements.
First, it is discussed around the concept of environmental entrepreneurship and its application
to marine conservation and the consideration of CHICOP as an EMPA based on Colwell´s
definition, but also in environmental entrepreneurship theory. The next section discusses the
entrepreneurial process and the sequential steps that CHICOP followed to create a durable
EMPA. Given the EMPA´s long history, the durable institutional arrangement created by the
company to manage marine resources, is one of the issues assessed by this study. Then, the
actions taken by the entrepreneur (company) to gain legitimacy in the eyes of the stakeholders
involved. Following, the durability of the EMPA is discussed based on the legitimacy it has, and
also on other factors may have influenced it. Then, the case is evaluated from the perspective
of political modernization, therefore the participation of the private sector in MPAs
governance. The difficulties and limitations of the study are presented throughout the
discussion.
5.2

Environmental entrepreneurship

5.2.1 The concept of environmental entrepreneurship in marine conservation
The field of entrepreneurship has been studied in recent decades to try to understand how
opportunities for new businesses are discovered and exploited. The scholarship has focused on
empirically analyzing the creation of new ventures with profits as the bottom line goal.
However, as mentioned in section 2.4, the concept of entrepreneurship has shifted in a new
direction, exploring how entrepreneurs are able to create new businesses with a triple bottom
line, with economic, social and environmental objectives. Thus, the concept of environmental
entrepreneurship has emerged based on the traditional theory of entrepreneurship, yet
creating additional benefits for society and the environment as outlined by Kuckertz and
Wagner (2010). The area of environmental entrepreneurship is relatively new and the focus has
been primarily on environmental degradation, which Dean and McMullen (2007) and Cohen
and Winn (2007) argue, generates opportunities to obtain profits for entrepreneurs with the
goal of correcting market failures. The same authors point out that non-economic factors could
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generate opportunities for environmental entrepreneurs, as well as opportunities that could
also be exploited for other reasons.
York and Venkataraman (2010) point out environmental degradation as an opportunity for new
value creation. Similarly, Potts et al. (2010) suggest that environmental problems present a
political opportunity to be entrepreneurially solved with the creation of new laws, treaties,
agreements etc. therefore, the degradation of coral reefs due to illegal fishing and destructive
gears may be identified as an opportunity for the Government of Zanzibar to face the issue
through the creation of a new model of conservation to be managed by the private sector.
However, throughout this study has been argued that changes which generate new information
are the sources of entrepreneurial opportunities. This analysis does not recognize
environmental degradation as an opportunity itself, but the institutional voids attached to
changes in policy and regulation which generated information for new value creation, thereby
allowing environmental entrepreneurs to develop new institutional arrangements in order to
contribute overcoming environmental degradation.
The examples of EMPAs mentioned in section 2.3 (Bottema, 2010, Colwell, 1999, de Groot and
Bush, 2010, Svensson et al., 2009) all have in common that were created around the diving
industry, because the interest of entrepreneurs to protect coral reefs due to the importance of
maintaining them in good condition in order to attract tourism, therefore the survival of their
businesses. These cases imply that entrepreneurs pushed for creating new arrangements to
protect coral reefs in order to maintain diving centers over the long-term, which suggest that
the ultimate goal of achieving profits while taking action in conservation has resulted in
effective protection of coral reefs. Therefore, the entrepreneurs can be considered to be
sustainable-driven, as Kuckertz and Wagner (2010) suggest.
On the other hand, CHICOP was created because the special interest of an individual in marine
conservation and in developing environmental education, but using eco-tourism as a means for
funding. In this sense, the creator of Chumbe Island Coral Park may be considered to be an
environmental entrepreneur, if it is factored in the argument of Parrish (2010) that
environmental entrepreneurs create businesses with the goal of protecting natural resources
from unsustainable activities in order to guarantee the quality of their function in the long
term. However, following Kuckertz and Wagner´s (2010) definition of environmental
entrepreneurship who indicate it as the activities that contribute positively to sustainable
development and the objectives derived from it, it can be suggested that EMPAs created to
protect marine resources either with the solely goal of conservation or to guarantee business,
such as diving centers can be considered cases of environmental entrepreneurship; they have
the potential to change institutions in their own contexts to control the use of resources. This
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implies that the concept can be applied to the field of marine conservation and can be used it
to analyze the different contexts and different ways of organizing efforts in which the private
sector can get involved in MPAs governance.
5.2.2 Chumbe Island Coral Park as an Entrepreneurial Marine Protected Area
Based on Colwell´s (1999) definition, CHICOP can be defined as an EMPA because its
characteristics of a privately managed MPA, which the author proposes to enhance marine
conservation and contribute toward capacity building. The EMPA represents a case of a smallscale conservation-oriented business that has become valuable to Zanzibar due its effectiveness
in protecting marine ecosystems and contributing to the difficult task of administering MPAs, a
task traditionally performed by governments through command-and-control mechanisms.
The empirical findings corroborate what some authors (Aldrich and Fiol, 1994, Potts et al.,
2010, York and Venkataraman, 2010) support, that entrepreneurialism is more than
technological innovations. It is possible to innovate societal and institutional concepts from an
entrepreneurial perspective as was done for Chumbe Island Coral Park. The EMPA was created
by developing a new institutional arrangement in Zanzibar with the aim of protecting marine
resources. To this end, the entrepreneur presented to the GoZ an innovative institutional
arrangement for MPAs management. Through a lease granted by the government to the
company in order to acquire the property rights, a MPA fully managed by the private sector was
created to protect the forest and the adjacent marine area on Chumbe Island, and to increase
the knowledge about marine resources in Zanzibar, entirely funded by eco-tourism. To some
extent, CHICOP demonstrates that although incompatibility existed years ago between business
and biodiversity conservation (MacDonald, 2010) it is possible to protect small marine areas
while incorporating tourism businesses. Thus, through the discovery of an opportunity for
creating an eco-tourism business, the entrepreneur found the way to develop a marine park to
protect coral reefs and enhance environmental education while funding it with the income
coming from tourism.
5.3

Entrepreneurial process

The entrepreneurial process is the series of actions taken by entrepreneurs to exploit
entrepreneurial opportunities. It has been defined by Shane as directional, but where feedback
is possible between steps due to it being a process of learning by doing (Burggraaf et al., 2008).
Although entrepreneurial processes to create new ventures are usually different and are
influenced by different forces, some patterns have been identified and classified as a series of
steps as illustrated in chapter 2. Given the author´s knowledge and a review of literature, this
theory has not previously been adapted for explaining entrepreneurialism in marine
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conservation, specifically in MPAs. This theory usually has been applied for researching
enterprises in different economic sectors and to identify patterns within entrepreneurial
processes creating new ventures. Most of the frameworks used are based on economic theory,
particularly in market failures and focus on profits as a goal. None of them propose the
entrepreneurial process for analyzing how environmental entrepreneurs recognize
opportunities from sources other than market failures, why some individuals are able to
discover entrepreneurial opportunities, and how these opportunities are exploited in order to
protect marine ecosystems.
From the analysis of Chumbe Island Coral Park, it can be suggested that follow the
entrepreneurial process results helpful to identify sources of entrepreneurial opportunities and
the steps to be followed to exploit them for marine conservation. The study reveals the
changes in economic policy and regulation, and the institutional setting in Zanzibar as the
sources of the entrepreneurial opportunity to create a new venture to protect marine
resources and develop an environmental education program to increase awareness of these
resources on the Island. What is more, analyzing the entrepreneurial process of CHICOP (figure
5.1) facilitated research of the negotiations with the different stakeholders. Thus, by utilizing
this theory was possible to research what drove the private sector to become interested in
MPAs management.

Figure 5.1 Entrepreneurial process adapted from the steps identified for the creation of
CHICOP. Based on: Shane and Venkataram (2000), and Shane. Dark blue boxes on the left show
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the steps in the EP. The small light blue box represents an intermediate step hardly identifiable
because the factors influencing it. Green boxes on the right are linked by green arrows
representing the factors that influence each of the steps. The interrelation between these two
factors is linked by a green spotted arrow. Finally, the blue spotted circle complements the
sources of the entrepreneurial opportunity.
5.3.1 Sources of opportunities for marine conservation
From the literature review can be suggested that little empirical research exist that refer
entrepreneurial opportunities for entrepreneurs from sources different than market failures
and with goals different than profits, and as Venkataraman (1997) indicates, this is a new field
for entrepreneurship scholarship. Based on the traditional theory of entrepreneurship, the
sources of opportunities should exist (Shane, 2003). Although compare the theories of
Schumpeter and Kirzner is out of the scope, the results reveal an interesting topic to discuss
about the sources of opportunity. As mentioned in chapter two, Schumpeter (1934) indicates
that new information resulting from changes (see section 2.5.1) explains the existence of
entrepreneurial opportunities, while Kirzner (1973) argue that the existence of opportunities
depend on the access individuals have to existing information.
Although this study followed the traditional theory, the analysis of CHICOP suggests that the
sources of the entrepreneurial opportunity were a combination between the two approaches.
On the one hand, the theoretical reasoning and the empirical results imply that changes
occurring during the 1980s in economic policy and regulation were the sources of opportunity.
In 1985, the Government of Zanzibar introduced the Trade Liberalization Policy with the
intention of diversifying the economy calling for private investment and opening the doors to
tourism investors. Furthermore, it introduced the Zanzibar´s Economic Recovery Program in
1987 and the Investment Protection Act (Amendment) in 1989, both attracting foreign capital
and indicating tourism as an important component for the economic development of the Island
(Honey, 2008, Pandu et al., 2009, WB, 2002). On the other hand, taking into account Kirzner´s
approach, the access the entrepreneur had to information due to the consultancy developed to
the DoE in 1991 allowed her to recognize the institutional setting around marine conservation,
therefore the institutional gaps and the lack of environmental awareness in Zanzibar, as
described in section 3.2.1. Therefore, these changes linked to the institutional setting around
marine conservation in Zanzibar were the sources behind the entrepreneurial opportunity that
allowed an individual to recognize an opportunity to create the EMPA (see figure 5.1, box 1).
Thus, interpreted from Kirzner, the possibility of differential access to information is a source of
opportunity, while based on Schumpeter, the information is one of the factors that influence
the discovery of the opportunity, but not the source itself.
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Independently from which approach is explained the sources of entrepreneurial opportunities,
the analysis suggest that changes in policy and regulation, and differential access to information
may drive environmental entrepreneurs and mobilize them to invest in marine conservation.
However, this study focused on one case of environmental entrepreneurship, and the
establishment of EMPAs is context-oriented, thus more research should be develop in this field
in order to increase the knowledge and understanding of how institutional failures can
represent entrepreneurial opportunities for nature conservation, principally for marine
ecosystems conservation.
5.3.2 Identification of entrepreneurial opportunities for marine conservation
The second phase in the entrepreneurial process, as shown in figure 5.1 (box 2), is the
recognition of the opportunity. The analysis identifies the opportunity of creating a marine park
as a new means of organizing resources in order to protect coral reefs. This was defined as a
new model of sustainable conservation and environmental education funded by eco-tourism to
be developed on the island. However, many authors have questioned, why some individuals are
able to recognize an opportunity and others are not?
As introduced in chapter two, the discovery process is influenced by the entrepreneur’s
circumstances (figure 5.1) which refers to the information available to the entrepreneur, and
the cognitive properties this present. These two forms of entrepreneur´s circumstances,
according to the theory described in section 2.5.3, is what differentiates the fact that some
individuals as being able to discover entrepreneurial opportunities. However, this analysis
suggest that the entrepreneur´s circumstances are connected to the factors –psychological and
non-psychological- influencing the decision of whether or not to exploit an opportunity, as
shown in figure 5.1. These questions that the field of entrepreneurship research, were difficult
to empirically identify and to generalize based on one case. In spite of this limitation, from the
results it is possible to identify what may have influenced these two steps in the
entrepreneurial process to create Chumbe Island Coral Park.
Regarding the discovery of the entrepreneurial opportunity, the entrepreneur had information
available about the lack of marine conservation policies, the threat over marine ecosystems,
the call of the government for investments in tourism, as well as the findings of the consultancy
developed for the DoE (lack of knowledge and awareness about marine resources in Zanzibar).
Additionally, the probable ability of the entrepreneur to connect all this information and create
imagined ends –cognitive properties- facilitated her to recognize in all these simultaneously
occurring events an opportunity to create a new way of organizing resources. Roberts (1991)
argues that entrepreneurial opportunities may be exploited for reasons other than for profits,
thus here the entrepreneur recognized an opportunity for promoting sustainable marine
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conservation and environmental education through the creation of a new institutional
arrangement.
On the other hand, concerning what may have influenced the action taken toward turning the
idea into a real venture, some factors from what Shane (2003) has defined, could have
influenced the entrepreneur’s decision to start-up the new venture. Taking into consideration
the psychological factors illustrated in section 2.5.3, the empirical findings appear to suggest
that features of the personality such as activeness played an import role due to the amount of
activities needed to create the arrangement. Also, motivation seems to have been influenced
by the need for achievement, which was implied to be high and is reflected in the decision to go
on with the project, keeping in mind all the activities the entrepreneur would have to commit
to in order to achieve the establishment of the imagined model of the marine park. According
to the entrepreneur, if it was known how difficult it would be, the decision to exploit probably
would not have been made, however, the entrepreneur took action anyway. This supports the
argument of Shane and Venkataraman (2000) about how cognitive properties influence
entrepreneurs, stating that unlike other individuals, they are likely to exploit opportunities
because they are less engaged in counterfactual thinking; avoiding imagining unexpected
scenarios. Despite uncertainty in the expected results, the entrepreneur decided to go ahead
with the venture, reflecting another cognitive feature important in the decision-making steps,
as outlined by Shane (2003).
Concerning non-psychological factors, the results suggest that the career experience the
entrepreneur had in aid-funded education programs in Latin-America was useful and allowed
the entrepreneur to approach information and networking, and developed skills that facilitated
the evaluation of the opportunity and decision to take action. Here again as in the discovery
step, the information serves an important function. These two points outlined above suggest
that it is very difficult to separate the factors influencing each step, thus in figure 5.1 both
factors are linked. In other words, it is possible to appreciate how for example cognitive
properties influence the discovery of entrepreneurial opportunities and the decision to exploit
them. The framework presents a limitation due to the short time to know the entrepreneur and
the difficulty in empirically identifying cognitive properties.
In summary, the analysis of CHICOP implies that the entrepreneur´s characteristics, the
institutional voids, the changing policy, all the knowledge learned previously on the job, plus
the individual past experiences, influenced the entrepreneur to recognize an entrepreneurial
opportunity and engage in all the actions necessary to turn the idea into a real venture.
However, the limitation of time did not allow the researcher to learn of all the entrepreneurs’
characteristics and be sure that only these were what drove her to create Chumbe Island Coral
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Park. No generalizations can be made about the characteristics necessary to recognize
entrepreneurial opportunities and exploit them for protecting nature resources.
5.3.3 Organizing resources for marine conservation and environmental education
As figure 5.1 illustrates, organizing the resources to create a new business is the final step
before the ventures become operative. This implies that activities developed in this phase
require more time of the entrepreneurs. Carter et al. (1996) point out that the more activities
entrepreneurs develop the more likely their success. This is recognized in the organizing
process of CHICOP ltd. due to the amount of activities developed to create the marine park and
the long history and success the company has had. As a result of the impossibility to compare
with other cases, Carter´s assumption cannot be supported by this study, although it is
probable that the more resources and people the entrepreneur mobilizes the more support
he/she will find to create a new business.
Many activities were necessary to develop in order to establish the EMPA in Zanzibar. For this,
the actions taken by the entrepreneur were described in section 3.4. Shane (2003) illustrates a
significant number of steps taken by entrepreneurs during the process of establishing a new
venture. However, due to the scope of this study and the limitations of time to research, details
of every step were not possible to identify. Figure 5.1 shows the general actions entrepreneurs
take, which are discussed based on the activities developed by the entrepreneur to create
Chumbe Island Coral Park. Planning allows entrepreneurs to indentify the human, physical and
economic resources needed. Thus, the first action taken by the entrepreneur toward the MPA
was finding a coral reef suitable for establishing the imagined marine park.
As explained before, the entrepreneur sought a location with characteristics that would not
conflict with the resource users, and Chumbe Island seemed adequate. Not many fishermen
used the area for fishing or camping, and it was far from the main island –Unguja-, but close
enough to attract tourists. And because there is a channel between Zanzibar and Dar es Salaam
the coral reef still was in good condition. Although the location selected by the entrepreneur
minimized conflicts, if it were closer to Unguja, more problems with fisherman would have
surfaced. On the other hand, it complicated the government’s decision because it was a
strategic location for controlling the water traffic between the Island and mainland. However,
these particular characteristics of CHICOP are what Colwell has argued to be ideal for
establishing EMPAs. Finding the area was not easy and it took some months to do so. Thus,
establishing EMPAs with the characteristics suggested by Colwell (1999), where avoiding
conflict and discovering resources in good condition is not an easy task nowadays because of
the high level of exploitation of the coasts of the world, and the high dependence on marine
resources by local coastal communities. This opens the question of how EMPAs can
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compensate local people, particularly fishermen for excluding them of the areas, as well as how
EMPAs can generate alternative activities for them.
As finding the ideal coral reef, the acquisition of resources was essential for funding the initial
phase of the MPA before it became self-sustaining through eco-tourism income. Shane (2003)
indicates that empirical evidence suggests that most new ventures are self-funded by the
entrepreneurs. The implementation of CHICOP was planned to be self-funded while the island
was prepared for tourism operations, however, as mentioned before, delays caused the
increase in costs, this is why donors were needed to support the non-commercial components.
Obtaining capital is not easy. The information asymmetry and uncertainty that are necessary
conditions for the discovery and exploitation of entrepreneurial opportunities create several
obstacles to the acquisition of resources (Shane, 2003). However, social ties and networks are
important tools for overcoming challenges in the venture´s finance. Therefore, the support of
donors was facilitated as a result of the social relationships and networks the entrepreneur had
in their former aid-related work. This raise the question if having influential relationships and
networks is a necessary condition to establish EMPAs?
Finally, as explained in section 2.5.4 and shown in figure 5.1, decide the dimension of a new
venture is important in the organizing process, thus the establishment of CHICOP as a legal
company was crucial. Through obtaining the approval of authorities, entrepreneurs can
demonstrate that the opportunity and method for exploiting it are legitimate and acceptable.
Therefore, it is worthy of the support of others (Shane, 2003). Thus, it can be suggested that
the entrepreneur by creating a legal entity, by negotiating the lease to the island and adjacent
marine area, and obtaining the approval of the government showed credibility for the scheme
not only to the other stakeholders in Zanzibar, but also at the international level. However,
gaining the support of the local communities near Chumbe Island was crucial to avoid future
conflicts and for the long term survival of the venture, as well as hiring the first rangers for
start-up activities in the area, and mobilizing volunteers willing to commit to the project.
To summarize, all the activities developed in the organizing process were necessary to create
the EMPA. According to the entrepreneur, nothing could have been done differently. This does
not imply that these are the actions that should be taken for similar ventures, but it contributes
empirically to provide insight to the entrepreneurial process toward marine conservation. The
dynamic of the actions varies depending on the way the entrepreneur organizes the resources
to exploit the opportunity, as pointed out by Delmar and Shane (2004). It was a lengthy process
from the moment the entrepreneur discovered the opportunity, started taking action in 1991,
to when Chumbe Island Coral Park began receiving tourists in 1998, and finally when it became
self-sustainable in 2000. Shane (2003) argues that the organizing process normally takes a long
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time, but it depends on the nature of the opportunity to be exploited. The negotiations
involving environmental issues usually are extensive due to the nature of the challenges and
the number of stakeholders involved promoting their own interests. The case of Chumbe Island
was no exception. A completely new scheme of MPA management was being proposed by a
private party in Zanzibar and was to be implemented through a new conservation and
education-oriented venture. In addition to the idea of leasing the property rights of a marine
area to a private company was a new concept due to the traditional assumption that the
oceans were commonly owned. Thus, decisions depended on many officials within the different
departments of the government.
5.4

EMPA´s legitimacy

As mentioned before, a barrier that new ventures often face is the lack of legitimacy. Thus,
entrepreneurs should follow a process of legitimation by establishing relationships with
stakeholders and taking actions to gain acceptability of the approaches taken by the new
venture (Shane, 2003). In environmental conflicts such as the conflict of interest for the use of
marine resources gaining legitimacy is essential due to the disagreement between the actors
involved. Given the importance to legitimize the new model proposed by the entrepreneur for
conservation and environmental education, whereby to facilitate the supply of resources,
consciously or not, the entrepreneur developed a series of actions to demonstrate how
legitimate the opportunity was and the approaches planned to exploit it.
The construction of a relationship between the new venture (entrepreneur) and the
stakeholders involved was crucial for negotiating the property rights to the area and the
subsequent achievement of the project´s goals. Delmar and Shane (2004) indicate that
establishing relationships with stakeholders increases the probability of an entrepreneur
maintaining a business. Therefore, maintaining relationships is crucial for overcoming the low
legitimacy of a new venture at the starting-up activities (Aldrich and Fiol, 1994).
Establishing a marine park was a completely new approach in Zanzibar, thus, the entrepreneur
faced a lack of knowledge and understanding about the activities to be developed, not only
from the community, but also from senior officials of the government. They were not aware
where fish were coming from, and why the “stones and rocks” -how they referred to corals
before- were important, moreover why tourists would be willing to pay to see them. Aldrich
and Fiol (1994) argue that new ventures have minimal cognitive legitimacy, therefore
entrepreneurs should strive to widely spread the knowledge and understanding of their
intentions in order to gain and maintain the support of key stakeholders. The empirical findings
suggest that the entrepreneur (EMPA) started taking action toward the new venture with very
low cognitive legitimacy in the eyes of the community and the government in spite of the
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support of some people in the DoE. However, the relationships established and the actions
mentioned in section 4.2 and 4.3 allowed the EMPA to gain cognitive and sociopolitical
legitimacy over time in the eyes of the different stakeholders.
By communicating information to the stakeholders about the model intended to be developed
for protection of marine resources and to increase environmental education on the island
through visiting nearby villages, lobbying the relevant departments of the government and
marketing the scheme by word of mouth the entrepreneur gained cognitive legitimacy. As a
result the model became known by local people, and started being discussed as a new form of
governance. Similarly, due to the legal agreement with the government and its acceptance of
the project, as well as the acceptance of fishermen and local people for the achievements in
education and conservation, the EMPA established sociopolitical legitimacy.
The results imply that the differences that existed between the government and the
entrepreneur have not influenced the perception the government officials have about the
effectiveness of the EMPA and the achievement of the goals. The conservation and education
accomplishments achieved by the project over time have facilitated the acceptance from the
government, even seeing CHICOP as a partner in different activities. Furthermore, the EMPA
has gained international recognition among the environmental and the tourism sectors as a
result of the marine conservation activities it develops, which has allowed the model to gain
legitimacy around the world. The case is globally recognized among international ENGOs,
universities interested in marine research, tourism advisors and tour operators as a successful
example of a private arrangement for marine ecosystems conservation. The recognition CHICOP
has gained at the international level presents to the world a favorable image of Zanzibar. This
contributes toward helping the government mobilize resources for developing more projects
and capacity building.
The case of CHICOP suggests that the action the entrepreneur has developed during the
eighteen years has facilitated the acceptability of the scheme. Therefore, it suggests that the
establishment of new institutional arrangements for marine conservation where different
stakeholders with different interest are involved take time and effort for entrepreneurs and
many actions should be developed in order to enhance the survival of the arrangement.
5.5

Innovative institutional arrangements for MPAs governance

5.5.1 Durability of the EMPA
The shift in the last decades from the traditional state-managed MPAs to the establishment of
new institutional arrangements with more involvement of other actors has raised the question
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of how the private sector is able to create durable and effective agreements to protect marine
resources. The analysis of the eighteen-year experience of CHICOP suggests the factors that
have may influenced the long history of the EMPA.
As mentioned before, entrepreneurship theory points out that obtaining legitimacy is a central
process of the survival of new organizations (Shepherd and Zacharakis, 2003), thus to what
extent the long history of the EMPA is explained by this factor? The case of CHICOP suggests
that gaining acceptability, credibility and support of the different actors involved, particularly
from the government is important. The support of the government has been essential for
maintaining the EMPA for so many years. Obtaining the support of the government allowed the
EMPA to institutionalize the no-take zone with the possibility of establishing clear rules
restricting fishing and extractive activities in the area.
In the eyes of fishermen, who represent an important actor within the community because
their exclusion from the fishing area, the agreement appears to be legitimate since they accept
the EMPA and because they are now aware of the importance of marine ecosystems,
particularly, coral reefs. Although the no-take zone is respected by fishermen and incidents
have decreased over time, it seems that they respect the EMPA´s boundaries due to it is a rule
imposed by the government and they prefer to avoid problems. This opens the question: if
fishermen would respect the no-take zone if the EMPA were not legally recognized and
supported by the GoZ? Bottema (2010) argues that there is a direct relation between the state
support and the institutionalization of the goals of the EMPAs and their durability. Thus, it can
be suggested that the support of the government is crucial, for the establishment of EMPAs as
Colwell (1999) indicates.
The concept of legitimacy allows one to grasp on the perceptions of different stakeholders in
order to analyze the EMPA. However, the analysis performed was based on the interviews, thus
misinterpretations can occur. Some of the interviews conducted with the local community were
done in Swahili, thus information may be lost during translations. Although the investigation
was based on independent academic research, and at the beginning of the interviews the
purpose was explained, some stakeholders felt intimidated to answer spontaneously thinking
that the researcher could be someone from the government or the EMPA. Therefore is difficult
to know to what extent the answers are reliable regarding the acceptability and perceptions of
the stakeholders about the EMPA.
However, the case study supports what Meyer and Rowman (1977), and Aldrich and Fiol (1994)
indicate about the importance of other factors different than legitimacy in determining the
success of new ventures. The long history and success of the institutional arrangement created
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in Zanzibar has been influenced by other factors different than gaining legitimacy, such as the
legal motives, the funding scheme developed to manage the EMPA, its location, and the
entrepreneur´s commitment to marine conservation.
First, one strength of the EMPA appears to lie in the legal jurisdiction the company has over
Chumbe Island. In other words, the property rights the company obtained through the lease to
manage the EMPA gives it the right to enforce compliance with the rules established. Sanjurjo
et al. (2008) indicate that without clear property rights, private agreements will hardly work
because there will be no certainty of compliance. However, some authors claim that these
cases of private agreements for conservation may lead to abuse of power and exploitation of
the resources. Due to the goals of the entrepreneur and the agreement signed between
CHICOP ltd. and the government, the company has the full control of the area and the activities
to be developed, but only within the limits of the contract and under approval of the
government. Thus, EMPAs subject to legally binding conditions and restrictions regarding the
use of resources can ensure their durability and long-term conservation, as Langholz and Krug
(2004) outline.
The second factor that may have influenced the EMPA eighteen years history is the financial
mechanism it implements for the management of the MPA and for funding the education
program. As mentioned before, one of the big challenges MPAs present is the small amount of
financial resources that governments usually are able to invest, creating dependence on
donors. This is why Chumbe Island Coral Park scheme, which depends on tourism, has yielded
effective results for its maintenance. Honey (2008) reports that CHICOP project is thriving and
benefiting from a steady stream of rave reviews from guests, the media, and the international
travel and conservation communities. Thus, managing the basic operations of the EMPA
requires maintaining the lodge with a minimum 40% of occupancy which it has achieved since
2000 when it became self-sustainable.
Third, the location of Chumbe Island Coral Park has influenced its long history. Colwell suggests
that EMPAs seem to realize better results when they are located in relatively isolated areas,
which minimizes the probability of future conflicts for marine resources. The empirical results
of this study strengthen this assumption. The fact that the island is located far from the shore
reduced the conflicts with other resource users. Sterner and Andersson (1998) support this
argument by pointing out that the risk of potential conflicts on Chumbe Island was minimal and
because of its small scale it was particularly suitable for a privately managed park.
The final significant factor that may have influenced the durability of the EMPA is the
commitment of the entrepreneur to marine conservation and environmental education. Even
91

with the support of volunteers, the success of CHICOP was driven by the entrepreneur’s
commitment to the project. The entrepreneur showed tenacity by constantly facing challenges
and difficulties in trying to achieve the goals proposed, while adapting to the institutional
changes in Zanzibar, This reinforces Shane’s argument (2003) supporting the importance of
motivation and need for achievement in the exploitation of entrepreneurial opportunities,
because of the willingness and ability to solve problems demands an orientation toward
meeting challenges and generates the drive to put forth effort to bring ideas into fruition. As a
result, a goal-oriented person will sustain activities over a long period of time, persevering
through the failures, setbacks and obstacles that are the inevitable result of decision making
under uncertainty.
5.5.2 EMPAs from a political modernization perspective
The political modernization in the field of marine conservation where the private sector has
become active and there has been a shift in MPA governance is clearly illustrated by the case
study. Chumbe Island Coral Park was the first functional MPA in Tanzania and Zanzibar after the
failed attempt of Tanzanian government in 1974 to establish the Dar es Salaam Reserve, which
became soon a “paper park” due to the lack of political will, resources and expertise on MPAs
management (Mwaipopo, 2008). In particular, the case of CHICOP illustrates the involvement of
a non-state actor in functions traditionally developed by the state, where legal mandate was
given to a private to manage Chumbe Island and the adjacent marine area. The EMPA is defined
by Lange and Jiddawi (2009) as a successful MPA protecting marine ecosystems when compared
with the other MPAs in Zanzibar. Therefore, this case support Coase´s (1974) argument as
referred by Kuckertz and Wagner (2010), who indicate that the intervention of the private
sector in areas that have been traditionally managed by the government could be an answer to
environmental problems.
Institutional failures have leaded many MPAs to “paper parks” largely due to insufficient
funding. The involvement of the private sector in MPAs governance seems to partly overcome
this institutional gap. Private management has proven to be particularly effective in capturing
the economic value of biodiversity, thereby making conservation financially competitive as
Langholz and Krug suggest (2004). CHICOP has demonstrated the capacity of the innovative
institutional arrangement proposed in conserving marine resources through integrating
economic uses -eco-tourism- in a sustainable way. Thus, the growth of tourism in general, but
particularly the increasing demand for eco-tourism in the world, is a potential source of income
for EMPAs activities. The added benefit of protecting marine resources as an innovative
institutional arrangement prevents unsustainable activities in specific areas established for
conservation. EMPAs may be funded by eco-tourism activities as a means of guaranteeing the
financial feasibility over the long-term. However, other novel means for funding MPAs could be
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developed to attain income for managing MPAs due to the fact that tourism industry is
sensitive to political and economic factors.
When examined the case through the eyes of political modernization, it can be suggested that
EMPAs –private marine parks- is a form of response of the private sector to the continuous
failure of the state in protecting marine resources. However, the government´s support of the
EMPA is fundamental, even more so during the process of establishing new MPAs considering
the potential for conflict with other resource users. Thus, as van Tatenhove and Leroy (2009)
indicate, the intervention of other stakeholders in policy should not be assumed as a loss of the
state’s power, but as a strengthening of its interaction with the private sector and civil society.
Although EMPAs appear to be effective enhancing local marine conservation, Colwell (1999)
suggests that only limited number of areas could facilitate the creation of this arrangements. As
mentioned before, should be isolated areas to avoid conflicts, but accessible in order to attract
visitors. Therefore, CHICOP appears to be one of those places that comply with these features,
plus the fact that the island was uninhabited. This raises the question for further research if this
innovative institutional arrangement created in Zanzibar could be establish in other places?

93

6

CONCLUSIONS AND RECOMMENDATIONS

This thesis studied how entrepreneurialism can create a durable conservation- and educationoriented venture and its changes over time responding to the institutional setting in Marine
Protected Areas governance in Zanzibar, Tanzania by analyzing the case of Chumbe Island Coral
Park. With results from the empirical findings, in conjunction with the analysis discussed in
previous chapters, this chapter summarizes the conclusions by answering the research
questions posed at the beginning of this study.
From the analysis of the case study, multiple conclusions can be drawn about the
entrepreneurial process behind the creation of Chumbe Island Coral Park. This suggests that
non-economic factors may arouse the interest of the private sector in MPAs management. In
Zanzibar the changes occurring in the late 1980s and early 1990s in economic policy and
regulation where the government was encouraging foreign investment in tourism, plus the
institutional voids, such as the lack of awareness about marine resources, the deficit in
government´s budget, and the lack of enforcement in regulation, allowed the entrepreneur to
recognize an opportunity and proposed an innovative institutional arrangement for marine
conservation and environmental education funding through eco-tourism.
Background and work experiences unique to the entrepreneur allowed her to not only discover
the opportunity and exploit it for marine conservation, but also to face the challenges and
adapt to the institutional setting in Zanzibar. Multiple actions were required in order to create
an effective institutional arrangement to protect marine resources. The creation of the EMPA
took a long time due to negotiations with the government, and resolution of potential conflicts
with local communities, particularly the fishermen. Therefore, from the analysis it is possible to
conclude that individuals who engage in the entrepreneurial process for marine conservation
will likely face multiple challenges due to the different interest of stakeholders, which may be
overcome with constant effort and commitment. The ability of the entrepreneur to adapt to
the context, allowed her to overcome many difficulties and establish the EMPA. This suggests
that protecting marine ecosystems may be a goal for environmental entrepreneurs willing to
engage in multiple activities designed to achieve marine conservation through the development
of economic activities in line with sustainability. Thus, it can be concluded that CHICOP
represent a case of environmental entrepreneurship where an opportunity was exploited for
non-profit marine conservation and environmental education.
The creation of innovative institutional arrangement entails building good relationships with
the different stakeholders involved, and demonstrating that the approach being used and the
project itself are legitimate. The EMPA had a very low cognitive legitimacy when was
established for being a new model of MPA in Zanzibar and because the lack of awareness about
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marine resources among government officials and local people. Sociopolitical legitimacy came
over time while the entrepreneur and the scheme were gaining acceptability and credibility in
the eyes of the different stakeholders. The eighteen years the company has been dealing with
the project has brought fruition after many years of very active work and actions taken towards
gaining the acceptability and credibility among stakeholders. The entrepreneur faced difficulties
that she was able to overcome with the support of many volunteers, and through actions
developed during the start-up activities such as hiring fishermen as park rangers and training
them as tour guides, monitoring coral reefs and teaching them English, which allowed the
venture to gain legitimacy in the eyes of the different actors. However, the results show that
the arrangement is not accepted by everyone, thus there are challenges for the company to
maintain the credibility it has won since the creation of the park such as keep an employment
preference for people from the villages nearby Chumbe Island in order to increase the benefits
for the community.
It can be said that gaining legitimacy played a role in its survival and to some extent in the
durability of the EMPA particularly because obtaining the support of government allowed the
EMPA to establish clear rules and enforce them. Thus, from the analysis is possible to argue
that create legitimacy among actors is essential, but in order to create durable institutional
arrangements for marine conservation as the case of CHICOP suggests, other factors influence
such as the legal arrangement, the funding mechanism, the location of the marine park, and the
entrepreneur´s commitment to conservation.
The involvement of the private sector in MPA governance in Zanzibar through management of
the EMPA has been effective with multiple achievements realized. First, the management of the
coral reef, sea grass beds and adjacent forests has proven to be appropriate for maintaining
pristine ecosystems compared with other areas of Zanzibar. Second, the environmental
education program developed by CHICOP has increased the knowledge of marine resources and
awareness about the environment among children, government officials and fishermen. Third,
the design of the eco-lodge based on eco-technologies and eco-architecture, had little
credibility when initially proposed, however it has proven to be efficient and effective with
minimal impact on the environment. Tourism activities usually are viewed as negatively
impacting marine ecosystems, but due to the fact that the ultimate goal of the entrepreneur is
to protect marine resources, only non-extractive activities, as supervised by rangers, are
allowed on the island. Consequently, CHICOP is generating environmental benefits through
marine conservation and social benefits by increasing the knowledge and awareness about
marine ecosystems on the island.
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However, this study does not offer conclusive evidence for the effectiveness of all EMPAs. The
establishment of EMPAs is context-oriented, thus more research should be developed in this
field in order to increase the knowledge and understanding of how institutional failures can
represent entrepreneurial opportunities for nature conservation, principally for marine
ecosystems conservation, and how the establishment of private MPAs can overcome these
failures. CHICOP generates social benefits in the form of environmental education and jobs.
However, since Chumbe Island Coral Park is a small-scale project, the available job
opportunities are very limited. Therefore, this issue generates a question for further research:
how small-scale eco-tourism projects can offer alternative activities/incomes to compensate
local communities for the loss of fishing areas?
The model has resulted in effective funding for the MPA, which since 2000 has been fully selfsustaining with the revenues generated from eco-tourism. This mechanism overcome the
constant claim by most governments that funding MPA management always results in lack of
enforcement, creating “paper park” MPAs. Therefore, CHICOP presents an effective model for
self-sustaining MPAs management and an environmental education program. This invites
further research to investigate innovative financial mechanisms or other commercial activities
to be implemented by EMPAs in order to generate incomes for reinvestment in marine
conservation. This raises the following questions: how can conservation-oriented ventures be
financially feasible based on activities other than eco-tourism? What other novel mechanisms
are being implemented by the private sector to fund MPAs?
In addition, the results suggest that the proper functioning of the EMPA is no longer dependent
on the entrepreneur as she has not overseen day-to-day management activities since 2000, and
is only aware of investment decision-making and critical issues. For more than ten years the
EMPA has continued to work without the entrepreneur´s direct involvement. This implies that
the EMPA has been institutionalized by way of achieving acceptability and credibility. However,
the legal component of the arrangement seems to be an important factor influencing the
durability of the EMPA due to the fact that management tasks rely on CHICOP ltd., which the
entrepreneur owns. Therefore, it cannot be concluded that the marine park would survive over
the long-term if the entrepreneur leaves. Thus, further research would be necessary to identify
to what extent EMPAs created on a legal basis and supported by the government, such as
Chumbe Island Coral Park, could be less dependent on the entrepreneurs behind their creation.
From the political modernization perspective, this thesis concludes that the intervention of the
private sector in MPAs governance appears to yield effective results as the case of CHICOP and
other previous research suggest, however the state needs to maintain its support to EMPAs in
order to institutionalize them and guarantee their maintenance over time. This suggests that
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the shift in MPAs governance where the private sector is taking functions traditionally
developed by the state would not be seen as a loss of governments´ power, but as an option to
strengthen its capacity to achieve marine conservation goals. It allows concluding that new
governance arrangements can be established as complementary effective tool to enhance local
marine conservation based on cooperation between the private sector and the state, but more
involvement of local communities is necessary in order to generate tangible benefits, therefore
facilitate conservation activities.
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ANNEXES

Annex 1. Interviews developed during the field work in Zanzibar, Tanzania
Organization

Figure

Function

Date

1

CHICOP

Staff Chumbe Community

Guiding ranger

27/03/2011

2

CHICOP

Island manager

28/03/2011

3

CHICOP

Women staff

28/03/2011

4

CHICOP

Head ranger

29/03/2011

5

CHICOP

Ranger

30/03/2011

6

CHICOP

Staff Chumbe Community
Staff Chumbe Community
Staff Chumbe Community
Staff Chumbe Community
Staff Chumbe Community

Maintenance

27/04/2011

7

CHICOP

CHICOP

Environmental education
and conservation
program

13/05/2011

8

CHICOP

CHICOP

12/04/2011

9

CHICOP

CHICOP

10
11
12

Independent

Independent

Conservation and
Education coordinator
Founder and project
director
Ex-Manager CHICOP

08/05/2011 10/05/2011
14/05/2011

Independent

Government

Ex-director MCU

16/05/2011

University of Dar es Salaam
Institute of Marine Sciences

Academy/
Government

Senior Lecturer and
Head MBRM Section

17/05/2011

Zanzibar Commission for
Tourism
Ministry of Livestock and
Fisheries
Ministry of Fisheries and
Livestock
Department of Marine
Resources
▪ Processing and value
added section
Ministry of Fisheries and
Livestock
Department of Fisheries
Development
▪ Patrol Unit

Government

General Director

11/04/2011

Government

Deputy Principal
Secretary

19/04/2011

13
14
15

16

Government

12/04/2011

Government

Head of Patrol Unit

104

08/04/2011

Government

Assistant Head Marine
Conservation Unit

18/04/2011

Government

Manager of MBCA

03/05/2011

19

Ministry of Fisheries and
Livestock
Department of Fisheries
Development
▪ Marine Conservation Unit
Ministry of Fisheries and
Livestock
Department of Fisheries
Development
▪ Marine Conservation UnitMenai Bay Conservation
Area
Department of Environment

Government

18/04/2011

20

Ministry of Education

Government

21

Marine and Coastal
Environmental Management
Project (MACEMP)
Nyamanzi Village

Government
Project funding by
the WB-GEF
Community

Head of Environmental
Education
Commissioner for
Education
Fisheries Officer Planning and Project
Fishermen-Village
leader-Women (9)

21/04/2011

Malindi area - Stone Town

Community

Fishermen (7)

30/04/2011

Kizimkazi Village
(Independent)
Western Indian Ocean
Marine Science Association
(WIOMSA)

Community

Ex-ranger and researcher

03/05/2011

NGO

Operations and
Administration Manager

20/04/2011

17

18

22
23
24
25

105

13/04/2011
18/04/2011

Annex 2: Topic list for semi-structured interviews developed in Zanzibar, Tanzania
General topics
•
•
•
•
•
•
•

Illegal fishing in Zanzibar
Changes in marine policy for conservation in Zanzibar
Creation of Chumbe Island Coral Park (CHICOP)
Participation on CHICOP management
Relationships between CHICOP and stakeholders (government, community/fishermen)
Benefits CHICOP generates in Zanzibar (socially and environmentally)
Perception/opinion about CHICOP and the education program

Specific topics for government officials
•
•
•
•
•
•
•

Institutional difficulties in marine ecosystems conservation
Private sector participation in marine conservation, particularly tourism sector
Incentives for the private sector –tourism- for investing in marine conservation
Process of negotiation/involvement in the negotiation of CHICOP
Renewal of the lease of the forest and adjacent marine area when finished (33 and 10 years,
respectively)
Contribution of CHICOP in marine conservation and environmental education
Durability of the project

CHICOP (staff, managers, entrepreneur)
•
•
•
•
•
•
•
•
•

Activities before working with CHICOP
Involvement in the project (CHICOP)
Management of the MPA
Government support in enforcement
Durability of the project
Entrepreneur´s consultancy with the DoE
Institutional setting in the 1990s
Evolution of the project (CHICOP)
Extension of the model of CHICOP to other areas or to big-scale tourism

Specific topics for the community (fishermen, villagers)
•
•
•
•
•
•
•

Activity and place where it is developed (fishing)
Time developing the activity
Chumbe Island Coral Park
Consultation about the creation of the MPA
Participation in the MPA
Compliance of MPA rules
Marine Protected Areas/Conservation of coral reefs
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