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agers in other pirts of the world,

1. INTRODUCTION

The Eastern Caribbean Natural Area Managemeni ro-
gramme (ECNAMP) is a non-gov ernmental endeavour
to improve local capacity to manage natural areas critical
to development. Thu programme consists of a series of
projects which combine field action, training, and re-
search activities in wavs that are mutually reinforeing.

the geographical area of focus is the islands of the
Lesser Antilles in the Eastern Caribbean (see Fig. 1).
This is a multi-national, small island archipelago char-
acterized by denze populations and limited natural re-
sources.

The case study will detail the reasons for initiating
the prograrnme, the way it functions, and some of its
successes and failures. We hope to share some experi-
ences and insights that hav - been gained, especially
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with respect to regional systems of national parks and
protected areas, integrative methods of programme de-
velopment, and the full invelvement of local people.
Although the programme is new and our ignorance
often seerns overwhelming, it is hop 2d that the irsights
that have emerged will stimulate di. cussions on alter-
native strategies and approaches, esp cially when com-
pared 10 experiences in other parts of the world.

While this study emphasizes action on national parks
and protected areas, the programme itsel! uses an in-
tegrative approach to resource management, which cov-
ers both ccelogical and socio-economic aspects of re-
source use systems, and which uses a variety of
managemer* toals, This is necessary when dealing with
small ulanc. scause of the cdnse mtcr-rdatmn:hxp: and
dependencies which predontinate within and between
the human and natural svstems.

2. PROBLEM STATEMENT

Islands by nature are fragile, both i1 terms of their
natural LCO]O“]‘.J[ svsteins and their human social sys-
tems. These svstems have evolved in relative 1solat10n.
When this isolatior is removed by air and sea transport
links, outside organisms and influences are introduced,
and compete with, and sometimes eliminate, the indig-
enous.

The islands of the Caribbes:. are particularly under
stress. They have some of the densest populations in
the western hemisphere and gencerally are poorly en-
dowed with natural resources. Because of the small size
of the islands of the Lesser Antilles, inter-relationships
are evervwhere evident. What oceurs in one part of an
island is linked to and has effects on all other parts of
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the island and its surrounding waters. Thus, the need
for effective management of natural areas critical to de-
velopment is pronounced. _

The problems of the islands h.ave been exacerbated
by the historic uses to which the resources have peen
put. The plantation svstem, monocultures, and de-
pendency on outside resources and economies have been
the pattern of resource use from the time !<umpe3.m man
came to the islands. The natural svstems have been
severely disrupted by large scale deforestation, and re-
sultant soil erosion and change of micro-climatic con-
ditions, over-exploitation of fish and wildlife stocks,
degradation of habitats critical to economically impor-
tant species, and alteration and pollution of watersheds
essential to water production and utilization. The effects
on the human societies, especially those caused by the
slave and indentured labe ur svstems, have been per-

vasive and even today ar  not well understood.

A central and historical problem, then, is one of
intensive use of fragile natural ecosvstems, often for the
benefit of far-distant econe - .ivs. A long history of this
pattern has created significant stress on both the indig-
€nous eCosysters ..nd local societies. The stress is in-
tensitied by lack of awareness by governments of the
requirements for efficient and sustainable natural re-
source development; insufficient coordinatiun ot man-
agement efforts among government, business and local
resource user groups; lack of trained resource mnagers
and of institutions in which to train them: ard the lack
of communication among the islands with respect to
natural resource use and management.

At the same tune, the smell size of the slands in-
volved and the intensive use of their resources provide
an opportum.\ for creati ng a \anc' af tools for man-
aging natural resources, c~pcuqll\ those found in nat-
ural areas, under conditions of stress and competition.
The challenge is to determine how protected areas can
best contribute to stimulating and sustaining socio-eco-
nomic developrent, and how to improve the humen
capacity to manage. To do this, it is necessary to: de-
termine the role of living natural resources in the de-
velopment process; lcam how to masimize their con-
tribution te society; identifv those land and water areas
that require particularly carefu! management as parks
or other kinds of protected areas; and create the local
capacity to develop and manage adequately these re-
sources. As human populatic ns and resource competi-
tion increase worldwide, conditions will more and more
appronimate the intensive resource use of the istands.
Thus whatever can be learned .ader the stressful con-
ditions of the islands will have increasing application
worldwide.

3. BACKGROUND
As shown in Fig. 1, the islands of the Lesser Antilles

stretch from east of the islands of the Greater Antilles,
near Puerto Rico, to the South American continent near
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eastern Venezuela. This is a distance of some 750 km,
and the marine areas between islands are large com-
pared to their small land mass. The island chain is com-
posed of an inner arc of high veleanic islands with a
variety of lerrestrial ecosvstems and o small marine shelf,
and an outer arc composed of low coraline islands with
little variety in terms of terrestrial ecusyvstems, but with
significant marine shelf areas.

The socio-ccoromic >ettm of the reﬂlon is one of
low per capita income, but rch.tl\ elv hxﬂher quality of
life, in terms of life expectancy and l.ter‘_L_\. than in
many other developing areas of the world. The d disparity
among the various social groups is not large when com-
pared to most continental areas. Agruul.urc, tourism,
and fisheries tend to be the leading economic sectors,
although the percerntige of emplovment in the public
sector is generally « Iuito high.

Historically the plantation svstem has predomi-
nated in agriculture, although this svstem is tending to
decline in importance in manv areas. The plantations
have produced monocultures for export, espedally sugar,
coconuts, and bananas. The newer lt..dmk economic
sectors, especially tourism, are generally in the hands
ot outside interests. Thus, the historical dependency on
and contra! by outside interests remains to this dav,

The utilization of the best ugricultural lands by the
larger plantations and the increasing use of coastal areas
for tourism have had the effect of displacing both small
farmers and fishermen froin prime areas. In addition,
large-scole use of fertilizers and pesticides on the plan-
tations and the pollutants generatzd by tourism com-
plexes have contaminated water supplies and caused
the degradation of many coastal ecosvstems. The net
result is the shrinking of relatively unaltered natural
areas, increasing stress on the natural ecosvstems critical
te deveiopment, and decline in the productn'n_\' ot tra-
ditional agricuiture and fisheries.

The historic patterns of development and the co-
lonial past have eft the islands deeply divided by lan-
guage, culture, and economic deperdencies. Of the 15
islards or island groupe of the Lescer Antilles, 6 are
independent countries, 2 are Deprartments of France, 3
are islands of the Netherlands Antiiles, and 4 are de-
pendencies of the United Kingdom. This makes any
kind of coordinated action or sharing of infrastructure
or human resources extremely difricult,

4. CONSTRAINTS

Given the natural, historical, economie, and insitutional
setting, there is a web of constraints to natural resource
management in generai, and to management of 1.1ati0n..'1‘l
parks and protected areas in particular. It is often dif-
ficult to specifically identify the major constraints to
managemene of natural resources, but many ol th.‘m
appear to be mainly institutional in nature. These in-
clude:
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« The need to approach management on an isiand-

by-island basis because of the large number of

political entities. Each entity requires its o.n pol-
icivs, legislation, management infrastructure, and
training and education programiaes;

the making of major decisions affecting resource
use by outside interesis based on foreigr: criteria

and pressures;

land tenure patterns that limit efficient natural
resource utilization;

« structuring of national priorities which tends to
undervalue nataral resou:ce management and to
perretuate a situation of inadequate funding,
staffing, and training; and

the ditiiculties ¢t educational and training insti-
tutions in developing meaningful and practical
curn-ula oriented to local conditions and envi-
ronm-nts.

In addition to the institutional constraints, there are
severe constraints regarding human resources. Tach is-
land is greatlv limited in the number of natural resource
management personriel that ¢on be trained, hired, and
etrect\\ ely supported. Thus, there are few experienced
resource managers, anid a poor data base for identifving
priorities and initiating eftective action.

ACTION

For many vears, there has been a growing awareness
of the few remaining raatural areas, the stress on natural
ecosvstems and local culture, and the aforementioned
constraints imposed by the geography and history of
the region. This led te the establishment of a non-gov-
ernmental conservation organization in the region, the
Caritbean Conservation Association (CCA), some 13 vears
ago.

ECNAME itself was begun in 1977 in response to
the concerns of a private U.S.-based foundation, the
Rocketeller Brothers Fund (RBF). This foundation had
heen instrumental in stimulating the Latin American
Regional Wildlands Project of the Food and Agriculture
Organization, during the carly 1670s, and extended this
concern to the Eustern Caribbean during the late 19703,
Because of institutional capabiiities and kev personnel,
IWUF this time found it useful to support implementatior
of the Eastern Caribbean programme through a coop-
erative non-governmeanta! undertaking. This was later
dubbed “The Easterri Caribbean Natural Area Manage-
mene Programme,” and linked up the CTA and the
School of Natural Resources, University of Michigan, in
a common endeavour.

The programme’s efforts were initiallv concentrated
on Dominica, an island with an on-going programune
for parks and protected areas. As experience in working
with the special problems of small islands was gained,
the programme was extended to cover the 15 islands,
or island groups, of the Lesser Antilles. Grealest em-
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phasis has been placed on natural areas which are crit-
ical to developnent.

Initially the programme was funded in its entirety
By the Rockefeller Brotiers Fund. That funding basc
has expanded over tne vears to include many other
sources, espeaally [IUCN, WWE, The Jackson Hole Pro-
sorve, Ine, the Canadian Internaticnal Development
Agency, and the Arkville Erpl Fund. Smaller grants
have also been reteived from UNEP ard the Caribbean
Developmert Bank. During the past three vears, the
overall budget for ECNAMP nas averaged about US
S175,000 per vear.

ECNAMP operates throuszh a range of contacts with
individuals and institutions. To avoid the drawbacks
and overhirad expenses of larger institudions, ECNAMP
has no permanent starf nor centralized office. This ap-
proach is particuiarly realistic under present circum-
stances, since most work is funded on a project-by-
project basis. It is a2 particularly cost-effective approach,,

especially compared to bi-lateral and multi-lateral tech-
nical assistance programmes.

Activities are coerdinated by a Principal Investigator
whoese office is located at the West Indies Laboratory of
Fairleigh Dickinson University, St. Croix, U.S. Virgin
istands. Three Staff Consultants, each located on a dif-
ferent island, organize and implement activities together
with the Principe’ Investizator. Numerous short term
consultants are contracted on a project-by-project basis
and a strong preference is given to individuals from the
region. All project activities are carried out jointly with
local governmental, or occasionally non-govermental,
organizations. Efforts are marde to maximize the involve-
ment of local communities. Close working relationships
are maintained with a variety of organizaticns, both
inside and outside of the region, which have common
obiactives

ECNAMD's working format permits it to evolve to
fit in with changing circumstances, be they in terms of
personnel, perceived needs and priorities, institutions,
or tunding possi“ilitice At present, major areas of pro-
gramme focus include thedentification of regional con-
servation priorities, ..,s'> ance in dev clopm“ local ca-
pacity to manage, development of effective metho !s and
approaches for the management of living natural re-
sources, building of public awareness and participation
in management, and linking of natural resource use to
overall development goals

5.1. ECNAMP’s field activities

The projects being undertaken during 1982 provide an
indication of how overall programme goals are trans-
lated into action. Several of these projects centre on the
development and management of national parks and
protected areas. Other projects focus on conservation
efforts at the island or regional level, or provide services
to cooperating governments or institutions.

NATIONAL PARKS, CONSERVATION, AND DEVELOPMENT
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5.1.1. Field projects for protected areas have been se-
lected for their suitatility for specific experimental themes,
local concern for arid commitment to the particular area,
logistical considerations, and the availability of suitable
personnel. All projecis, however, include activities which
cover all of th: clements of the management process
(e.g. research, policy and planning, training, education,
implementation, and field operations). The major ex-
perimental or demonsiration themes that have been se-
lected include:

Methods for identifving and managing a system
of national parks and protected areas for small
islands;

evaluation of alternative uses of natural arcas erit-
ical to development;

methods for establishing @ meaningful process of
public participation in the planning and manage-
ment of protected areas critical to development;
methods tor stimulating social and cconomic de-
velopment through national parks and protected
areas; and

new approaches to tourism based on the use of
natural and cultural resources and the maximizing
of bencfits to local prople.

5.1.2. Island or regional projects have been initiated in
response to particular pooblems, to develop and dissem-
inate information on a regional basis. or to svnthesize
the results of fieid projects. Major areas of effort have
focused on:

* A survey of conservation priorities on a regional
basis with the production of atlases of graphic
information on habitat, environmental, socio-eco-
nomic, and legal data for each island Using this
information base, regional and local svstems of
parks and protected areas have been identified
and proposed;

m:thods for planning and implementing an in-
tegrated development approach to marine re-
sources;

metheds for developing island conservation strat-
egies based on user group participation; and

an assessment of the role of natural arcas in the
rural preduction systems of the islands.

5.1.3. A range of service activities promote the dissem-
ination of results o the field and support projects. These
include the following:

Meetings or conferences sponsored by other or-
ganizations;

workshops sponsored by ECNAMP;
development of publications and articles, espe-
ciallv ones which increase communications be-
tween resource users and resource managers;

use of project areas for demonstration purposes,
especiallv in conjunction with workshops;
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* presentations to meetings and lectures at univer:
sities;

+ consultations or short-term consultancies with other
organizations; and

* training and education activities through schol-
arships, student internships, and workshops.

6. RESULTS

The results that have been obtained from the pro-
gramme are generally encouraging. The various islands
have benefitted from better information about key nat-
ural resources, training of personnel involved with the
management of natural resources, and management of
selected natural arcas. The conservation institutions of
the region have benefited by an enhanced infornation
base, a more constant presence and service to their
membership, and improvement of methods for dealing
with the resource management issues of small islands.
At the university level, teaching has improved with the
experience gained trom the field projects and the close
collaboration between rescarch and field insplement. -
tion.

The added knowledge that has been gained con-
tributes to improved management in a variety of wavs.
In some instances, new data on critical areas have been
developed. In other cases, such as with the publication
of the Data Atlases for each island, alreadv available
data have been compiled and made readily available for
decision making. By standardizing the .ata Atlas for-
mat, it was possibie to make regional analvses and com-
parisons. This supplies critical informatior for selecting
priorities and synthesizing action programmes, and con-
servation pricrities are now more clearly defined at the
regional, island, and local levels.

Improved knowledge of the institutions of the re-
gion, and of kev specialized personnel, has also resulted
from programume activities. Thus, with the non-govern-
mental format of ECNAMP and the funding that has
been generated, it has been possible at times to share
particular individual or institutional capabilities ameng
the islands. Better comumunication links between the
islands have developed. But perhaps the most important
output in terms of new knowledge has been the iden-
titication of approaches and methods that are applicable
to the special setting of small islands. R

Another important output from the programme has
been the contribution to education and training. Some
of the best training has been derived from the close
collaboration of ECNAMP consultants with local project
participants. Selected individuals have been provided
with financial support to pursue university degree pro-
grammes or to serve as project interns. Materials for
training in the form of case studies and guidelines for
management, have been generated from the field proj-
ects. These projects also provide potential dcmongm-
tion areas for future workshops and training exercises,
and considerable materials for publications and lectures.
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Another important aspect of the programme has
been the emphasis on an integrative approach to re-
source management  This approach has at times caused
key personnel to change substantially their perceptions
of, and attitudes towards, resource problems or partic-
ular management strategies, Integration has been
achieved in teoms of disciplines and perspectives, For
example, the ccological perspective has beenvintegrated
with economic, saciological, ind cultural perspectives,
Scientific and technological knowledee has been com-
bined with traditional and folk knowledze. Projects have
TRMental and ron-covernmental

and evpertise of the

often integrated gov

inputs, as well as the knowledee

various island, cultural, and lang COUTOUDRS.
Although many of the results of the ECNAM »

nmuum:mg, there continue to be severel

ects hve bL’L‘

areas of ditficulty

lem continues to be the Lack of concern on the part of
F

The most basic and imperiant prob-

covernments, bi-fateral and muln-lateral assistance or-
ganizations, and individuals with respect to the con-
servation of man's biological support svstems in general
and natural arees critical to deveiopment speaiically.
Thus, the basic rccupm'n'.' to ECIVAMD s
must be carefully nurtered inocach casel A
Coordinating Con
for cach project, are extremely userul i tnis respect,
ECNAMP hus also nad difiiculty an findineg com-
si-

DreSTammes

Svisorv oand

. T
0 are organized lacany

mitiees, wht

petent rwrwnncl to assist Witi the promonan of ©

ness rclm T to sound resource management, There ofien

seems to be 2 large gap between the

conservation orcanizacions on the one hand, and the
Thus, the coal

sovernment and

husiness communttyv on the other hand.

of intezrating vood resource manasement with local
business has prov wd o be elusive.

A similar diiemmia hes been expertenced in relation

! priority

to the fow locel universives, Tney have placed

on the basic sciences rather than the applied aspects of
management. Thus there 12 nether interest nor travel
funds available to rulatc to the real problems of neld
activities in natural resource management, vither in ed-
ucation or in research There are recent sians, however
that perceptions mav be shanaing, and that the local

universitics may be more willing to get involved in ap-

pllud management acuvities in the tuture.
funding has been an obstacle, not <o much in terms
ability, but more in terms of specitic pro-

as been exvernenced in

of overall avail
gramme items. Most difficulty h
funding programme overbead., oven thousn they are
quite small compared to most other organizations,
Funding projects that aim at synthesizing results of var-
icus activities, so that successtul approaches can be de-
fined and specific guidelines drawn up, has also been
a problem. In general, the longer-term educatnonal out-
puts seem to be less attractive to donors than the more
immediate outputs of environmental manacement and
economic development. Additionally, funding for fol-
low-up projects or for maintaining a rclah\gl_\' constant
effort for specific arcas over periods longer than a few
years has not been easy to secure.

7. CONCLUSIONS

Because of the relative newness of ECNAMD, and the
on-going natur> of many of the projects, it is perhaps
premature to speculate on definitive conclusions. Some
initial msighls, . based on only five vears of
can be lcl‘.t.ﬂl\'vly identified.

however
experience,

Overall, the most important insights relate 1o the
basic question ot how-to select natural areas critical to
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ing on experience inc 1 atin America and, more recently,
the Cantrbean
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process.
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While the strat
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mittee. This committee should consist of interested and
commtied repiesentatives from relevant zovernment
departments, conservation organizations, and resource
. farmers, fishermen. landowners, busi-
nessmen, toumm operators, recrea tionists, educators,
and scientists). Often, however, basic groups, such as
farmers and fishermen, are reluctant to participate in
A special effort needs to be made to

user croups (e

such committees.
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involve them in a meaningful wav, and this can many
times be accomplished during research activities. L.acal
fishermen and farmers can usually provide detailed n-
formation on natural resourees and their local uses. Tu.is
traditional knowledge is often more comprehensive than
published scientific information, especially with r.spect
to specific areas.

Perhaps the greatest value obtained from the em-
phasis on widespread participation is that it establishes
an atmosphere conducive to etfective implementation.
On most of the islands, law enforcement bodies are not
able to enforce regulations pertaining to natural resource
utilization. In practice, then, regulations tend to be en-
forced only when there is alreadv consensus at the local
levei. Converselv, when individuals or groups are not
consulted during the carly stages of a project, there is
quite often active opposition to the implementation of
rhanagement.

A variety of less comprehensive insights can also
be drawn fror. the experience gained by ECNAMP.
Some of the more important include:

* The rion-governmental organization has some
particular advantages in promoting the establish-
ment and better management of parks and pro-
tected areas. Although i tends to receive smaller
budgets, it can be significantly more efficient and
cost-effective than inter-governmenta' organiza-
tiens. It also can muaintain a greater degree of
flexibility institutionallv, administratively, tech-
nically, and in response to changing conditions
or new insights. It appesrs that these advantages
can only be mairtained, however. as long as the
programme remains relatively small and person-
nel are dispersed amony finld projects.

The non-governmental organization ¢an promote
projects which int>grate the inputs of various gov-
er-mental departments. non-governmental orga-
nizations, businessmen, landowners, and local re-
source users, This creates a realistic working
environment for managing natural resources
through national parks and protected areas, an
important management tool, and it exposes the
vartous groups to. and familiarizes them with, this
tool. Too ften, it ceems that Knowledge of pro-
tected area management tcchniqucs is restricted
to a small group of national park enthusiasts, rather
than being part of the oxperience of, and thus
available to, a wide range of decision maker,.
While personnel have had to be generalists be-
cause of ECNAMP's small sice and the dispersed
aature of its activities, this has proved to have a
vanety of practical advantages. It has forced cach
Project Leader to identity and.involve locai spe-
cialists, both in and out of government, in proj-
ects. It has made it possible, and indeed logical,
to integrate policy, planning, research, training,
and implementation activitios so that they become
mutually reinforcing parts of a whole. In many
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cases, these integrative activities have fostered good
working relationships that have later carried over
to many other activities outside of the immediate
project.

Appreciable project results require long-term in-
volvement in management over a broad range of
activities. Short projects with isolated outputs, such
as a piece of legislation, a single training session,
or a plan for a particular area, usually are not
productive in the long run. Such efforts tend to
concentrate resources and interest over short pe-
riods that cannot be susiained.

Management of renewable resources in general,
and of national parks and protected areas in par-
ticular, should: be sustainable ecologically, eco-
nomically, socially, and culturally; improve the
livelihood of the neediest groups at the local level;
promote flexibility and the mainter *nce of mul-
tiple options for development; and promote link-
ages betweon new leading sectors, such as in-
dustry, tourism, or recreation, and traditional
resource uses such as farming, hunting, or fish-
ing.

Most of the already developed technology + d
natural resource management methods are not
applicable to the small island setting. Local so-
wtions need to be sought, documented, and dis-
seminated.

As far as is practicable, management techniques
should respord to the needs of traditional user
groups and be implemented at the Juwest possible
level of social organization {e.z. the familv or vil-
lage level. As resource contlicts arise or man-
power constra'nts dictate, higher levels of sodal
organization wiil have to be used (e.g. district or
natonal level).

The local technician is 2 ey element to the success
of any managemen: strategy, He should receive
priority attention for training and support.
Training of resource managers is most effective
when it is carried out within an institutional and
biophyvsical setting similar to that of the trainee’s
working environment. Soine of the best training
takes place. therefore, when it is linked to on-
going field projects in the region.

Interaction with locar people has demonstrated
time after time that there is an urgent aced to
bring conservation awareness and methods into
the heart of the governmental, business, and in-
dividual planning processes. To do this success-
fully, it is necessary to de-emphasize the concern
for single spectacular species, and shift attention
to the maintenance and sustainable use of bic-
physical and sociai svstems to support develop-
ment.

Stimulating the proper utilization of natural re-
sources is just as important as curbing or restraim
ing improper practices. Thus, the positive pro-
motion of destred approaches and development
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of appropriate businesses is just as important as
establishing regulatory mechanisms.

Since traditional natural resource utilization tech-
niques have endured during periods of relative
stability, thev are by definition sustainable as long
as conditions of stability remain. Modified tech-
niques are needed when new factors substantially
change conditions that prevailed during a period
of stability or in response to local pereeptions of
the need to improve the eiticiency of resource
utilization. To ensire that the intricacies of tra-
ditional methods and attitudes are understood,
they should first be described in detail before any
management prescriptions are ventured. Indeed,
this is 2 basic part of the participatory emphasis
of management, and is the function of research
and information dissemination (educaticn) activ-
ities.

Many of the problem s encountered by the natural
resource manager seem to arise when there is a
lack of understanding of both the human and the

natural svstems, and of the dvnamics of the in-
teraction of the two, involved in manasing any
particular resource. Resource managers tend to
have backgrounds in the natural sciences and thus
it is aften necessary to compensate for the relative
lack of knowledge of, and importance attached to,
the social sciences.

While the insights deiived from ECNAMP are ten-
tative, project activities increasinglv provide substantive
materials ard field demonstration areas for improvirg
local capacity to manage. During i . rfirst five vears, the
programme has concentrated on implementation of tield
projects. As these projects generate experience, exam-
ples, and guidelines. emphasis will shilt to broadening,
the effort to improve local capacity to manage. In this
way we hope that the programme will have an increas-
ing impact on the effective and realistic management of
natural resources in the region, and provide a docu-
mented experience for managers in other parts of the
world.

NATIONAL PARKS, CONSERVATION, AND DEVELOPMENT
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Figure 1. Map of the Eastern Caribbean showing the Lesser Antilles,

The Neotropical Realmt
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