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1. INTRODUCTiON 

In 1974 and again in 197S, the Canadian International 
Development Agenc-' (CIDA) provided gra:,ts totalling 
US $200,000 to assist the Government of Dominica in 
establishing a national park on the island. The funds 
were channelled through the Canadian Nature Feder-
ation (CNF), whose involvement in the project con-
ciaded in 1980. 

Liokr. - ',ack, Dominica provides an interesting case 
stud' and illustrates some valuable lessons in building 
a park system from inception to _.lf-sufficiency. It is the 
purpose of this paper to present ti,-.\perience gained 
in the practical implementation of a :otal park pro-
gramme. Inasmuch as the project has been judged a 
success within the region and has acted as a stimulus 
and model for other islands, the lessons learned should 
be of wider interest. As B3oza noted at the Second World 

Parks Conference (Elliott, 1974), "There is a notable lack 
of information on the ways in which developing coun
tries actuallv !et about solving the probler's involved 
in the administration and development of th ir national 
parks." 

In 1974, Dominica had no parks, no ena Iing leg
iIa'io n, no management :apabilit', and littlepublic
 

awareness or political support for parks or conservation 
in -eneral. Bv 19S1, as a result of a multi-faceted 'boots
trap' effort by CNF and others working with Dominica's 
Forestry and Parks Division (DFPS) there is today an 
operational national park known as Morne Trois Pitons. 
It is not a paper park. The infrastructure in place in
cLIdes a National Part" and Protected Areas Act, a head
quarters oflice and vi-itor centre, marked boundaries, 
access trails, picnic shelters, numerous environmental 
education publications, and a trained cad;, of staff. The 
park itself is accepted as integral to the island's devel
opment process and now largely operates without out
side assistance. Morne Trois Pitons has bren placed on 
the UN List of Natioa7rl ;-rsa:JEaui,alhnt RUsonvs (IUCN, 
19SOa) and has been suggested as a possibie \'orld Her
itage Site (IUCN, lS14.). 

It must be added that these accomplishments came 
while Dominica faced a period of disruptive events in
chiding civil unrest, political turmoil, and natural dis
asters in the form of Hurricaines David and Allen. De
spite these difficulties tileparks programme has endured 
and a post-project audit has cmlcluded that, although 
there is still work to be completed, the park is-essentially 
operational and efectivelv managed. 

The following discussion outlines the steps in the 
six-year period of park development and summarizes 
the factors which contributed to the achievement of project 
objectives. 
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2. 	 STEPS IN THE DEVELOPMENT 
OF THE NATIONAL PARK 

The procedure in establishing, developing, and admin-
istering an operational national park requires action on 
a number of different fronts. The following steps can 
be identified as the key ones in Dominica. 

2.1. Support local initiative 

Recognition of the unique natural values of the interior 
of Dominica first came from natural history experts from 
outside the country. The Director of the island's Forestry 
Division became sympathetic to these values, and his 
concern for the environmental damage of a timber har-
vesting operation reinforced them. This concern led to 
attendance at the International Seminar on National Parks 
and Equivalent Reserves, which in turn led to the con-
ception of the idea ef a national park in Dominica. Rec
ognizing the assistance that would be required and the 
international interest in the concept, the Director pur-
sued and invited outside agencies to contribute. 

The first lesson is that initiative from the local level, 
even if it is from only one individual, :s a prerequisite 
for action. One man and a small amount of seed money 
was enough to launch what was to become Morne Trois 
Pitons National Park. 

2.2. Develop local public awareness 

Awareness of national parks and conservation in Dor-
inica in the earl, 1970s i'as almost non-existent. ILu 
counteract this, a team from the Conservation Foun-
dation prepared a public relations document entitled "A 
Chance for A Choice". This bookle't, a high quality pro-
ductien, presented the potential benefits of a national 
park cn the Island. Distributed widely, the document 
was v rv helpful in eliciting interest and receptivity for 
further work. 

A second lesson is that public relations in the early 
phases of a project Lconducted by a team of respected 
outside experts can effectiv21V reinfcrce efforts being 
made at the local level. 

2.3. Define an zrea of priority interest 

In Dominica, as in most other countries, there will be 
manv candidate sites for selection as national parks. 
When beginning a park system, all efforts should focus 
on one area. This strategy allowed a solid programme 
to be developed in Morne Trois I'iton; which subse-
quently led to consideration for the addition of other 
areas to the system. The temptation to use the "shotgutin
approach" rather than the "rifle approach" was thus 

avoided. 
Our third lesson followed from experience gained 
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earlier in Costa Rica: acknowledge limitations and pro
ceed with one key area as a springboard for future ad
ditions. (In fact, in 1981, the Dominican Cabinet an
nounced approval in principle to create a second national 
park at tile north end of the Island). 

2.4. Obtain basic office and field equipment 

To proceed beyond the preliminary papervork, it was 

necessary to obtain logistical support to carry out further 
work. At this point, the first CIDA grant allowed for 
purchase of a vehicle and appointment of a technical 
advisor. The Forestry Division provided a visiole and 
accessible office base and the detailed planning work 
began. 

2.5. Define park boundaries 

Nlanv national parks throughout the world have been 
established on lands unsuitable for any other purpose. 
In the case of Dominica, boundaries of the park wvere 
drawn to exclude private lands and lands judged to 
harbour significant agricultural or forestry potential. Water 
catchments and lands with high erosion potential were 
all included in the proposed boundary study, which 
identified a park area amounting to 8 percent of the 
land area of the island. 

It should also be mentioned that the donation of a 
significant amount of private land to the park through 
the Nature Conservancy also affectec' boundary selec
tion. 

The lesson i3 that when sele':ting an area for na
tional park establishment, it is important to minimize 
sacial and economic disruption. The chances of survival 
of the proposed Morne Trois Pitons National park were 
enhanced v boundary definitions usinc land owner
shiv and agricultural potential criteria. A subsequent 
rationalization of the boundaries on ecological criteria 
by Shanks and P-itne, (1979) confirmed the area selected 
and provided ,'uggestions for minor adjustments. 

2.6. Draft protected area legislation 

Once the concept of a national park was publicized and 
a proposed area defined, the basis for the legal estab
lishment was prepared. Dominica's Parks Act, prepared 
with help from the Canadian ,Ministrv of Justice, is a 
broad one, allowing for the creation of national parks, 
historic sites, and recreational areas. Two alternative 
acts were presented to the Attorney General, who then 
presented one to the House of Assembly. The Act was 
passed unanimousl' within four months. Action on the 
parks regulations, however, has taken much longer and 
only recently have they been presented for gazettement. 

The passage of tihc Parks and Protected Areas Act 
was the breakthrough that was needed to galvanize 
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further action. Once Dominica had der onstrated its 
commitment in the area of parks, other agencies came 
on board and the work began in earnest, 

2.7. Prepare interim management guidelines 

In Dominica, it was not possible to conduct a full-scale 
management planning exercise in the early stages of the 
project. A preliminary plan, however, was prepared 
outlining the basic objectives and general management 
guidelines (Thorsell, 1975). This dc ument guided the 
park in its formative stage bu' gradually needed up
dating as conditions changed and as new information 
became available. A formal manacement plan for .Morne 
Trois Pitons is now in its final stages of completion. 

The lesson here is not to delay action until a so-
phisticaed comprehensive plan can be prepared. A pre-
liminary guideline approach, however, can be useful in 
identifying the key problem areas. Also, it is preferable 
for the local staff tc prepare this plan for themselves as 
a staff development exercise, 

2.8. Undertake a field demonstration project 

Apart from reports, discussion, legislation, and general 
administrative tasks, a practical on-the-ground recrea-
tional facility was provided to physically demonstrate 
one of the paik's attractions. The project selected was 
a nature trail and picnic shelter development in an easily 
accessible and attractive area of the park. As a aem-
onstration project, this was done carefully, utilizing local 
labour. A trail brochure was prepared and an official 
opening ceremony held, with the Minister and other 
key officials attending at the site. 

The trail become ahas subsequently popular facil-
ity; virtually every tourist to the Island visits the site 
and is exposed to the rainforest environment. To our 
surprise, an equally large visitation by local Dominicans 
also resulted. Ironically, the ,auge of the success of the 
facility is reflected in the recreation site management 
input it now ,equires. The lesson is that a practical,
visible, low cost, accessib- facility, properly done, gen-

crates both local and foreign use, providing immediate 
public understanding and support for the nature-ofi-
ented experiences the park is planned to offer. 

2.9. Establish linkages with tourism and education 

Once a sample facilityvwas provided and information 
brochures on the park prepared, these two prime target 
groups were drawn into the programme. The symbiotic 
benefits between parks and tourism became immedi-
ately apparent and the park has become a strong theme 
in the promotional literature on the Island's attractions, 

Meetings with primary and secondary school teach- 
ers indicated that resource materials relevant to tileis-

land environment would be enthusiastically received. A 
special teacher's workshop bringing in environmental 
education experts from the region was sponsored by 
DFPS and CNF, furthtr developing the parks'education 
linkage. 

The Dominican experience illustrates that to 
strengthen local sup!rort the involvement of related park 
user agencies should be cultivated. Integrating the park 
programme with the Tourism Board and the Education 
Department crCated particularly strong linkages that were 
developed tor mutual benefit. 

2.10. Prepare educationi'interpretation programme 

Ihe more word of the national park spread, the greater 
the demand for information became. An ierpretive 
policy guideline paper v,,asprepared (Thon ell, 1978) 
and a major effort was then directed to this sector. 
Brochures, magazine articles, trail guides, films, dis
plays, posters, and radio programmes were all used to 
inform Dominicans and their visitors of the values of 
the park and the broader island environment. Two 16ram 
films narrated by the DFPS Director proved to have 
particularly high impaci when shown by park staff at 
most of the island's schools and villages. 

The realization here is that schoolteachers in de
veloping countries are often in great need of resource 
material about their own environment. Mome Trois Pi
tons' interpretive programme acted as an effective en
vironmental education catalyst to foster a greater con
servation awareness beyond the confines of the park 
itself. Concomitantly, sales of park publications to tour
ists have become an ongoing source of revenue. 

2.11. Develop management capacity 

Building on the original headquarters staff of one, there 
are now seven professionally competent members of 
staff who work either full- or part-time on parks re
sponsibilities At the field level, all Forest Guards and 
Rangers have been given supplementan' training in parks
management. Interestingly, there has vet been no evi

dence of outward mobility of trainees. 
A variety of training methods were used, provided 

in cooperation with WVW'F-US, Parks Canada, and the 
ECNA.MP programme (PUtney, Jackson, and Reynard, 
this volume). Management capacity in Dominica 'as 
thus strengthened by a mix of the following: 

On the job work experience with visiting profes
sionals;
 
attendance at International Seminar on National
 
Parks and Equivalent Reserves for four senior staff;
 
participation in two regional park planning work
shops;
 
attendance at regional annual meetings of the Car
ibbean Conservation Association;
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* field attachments with staft at Virgin Islnd Na-
tional Park for two senior staff; 

* sponsorship of three vork.shops held locally oil 
the topic of environmental education and park 
ranger training; 

* sponsorship for correspondence courses; and 
* provision of reference and stud' materials for the 

park library, 

Noacti:al counterpart designations were made; rather 
a cooperative tean approach to transfer of knowledge 
(both directions) was tile method that seemed to work 
best. 

The workshops foi field level staff were particularly 
useful as thev addressed such practical topics as first 
aid, search and rescue, chain-aw maintenance, and law 
enforcement. Training for this level cannot be over-
looked as tilefield staff is responsible for op'-ration of 
the park on a day-to-dav basis. 

Our e\'erience in Dominica ugests that training 
at the local level, using workshops, sponsoring attend
ance at conferences, studv tours, and attachments at 
other parks combined with knowle ige transfer at the 
working level can eftecti' lv -upplement long-term ed-
ucation at foreign universities. Further, any training in 
continental North America must reflect locall appro-
priate technology considerations, it must recognize the 
insularity factor, and understand the effects of cross-
cultural tourism. Establihing a regional park training 
school, possibly in conjunction with the Universitv of 
the West Indies, would be an important step in devel-
oping training opportunities at the local level. 

2.12. Continue park facility development 

While all the above steps were being undertaken, the 
tasks of managing, protectir. and developing Morne 
Trois Pitons were in progre ss. Boundarv marking, trail 
construction, and picnic site development were the ma-
jor facilities provided. Labour from villages near the 
park was used wherever possible. Some oxperimenting 
in materials and design was necessary but three criteria 
guided all developments: durability in the rainforest en-
vironment; local availability of materials; and likelihood 
of low post-operative maintenance costs. 

Our concern was that capital costs for facilities be 
kept relatively low and tha: only those structures un
deniably essential to the use and operation of the park 
be provided. The post-project continuation of mainte-
nance by DF-'S is a reflection of the rationale of this 
approach. 

2.13. Estaolish a research programme 

Morne Trois Pitons National Park, with its unique rain-
forest, indigenous fauna, and active volcanic activity, 
has long attracted international scientific attention. At 

The .\''i,trc'lp al Real, 

the same time that research activities were to be en
couraged in the park, it was recognized that researchers 
themselves can cause resource impacts and conflict with 
other users. 

For this reason, the Island Resources Foundation 
developed a research plan with guidelines for control
ling and encouraging proper use by researchers in the 
park. In addition, research needs were defined, and 
special facilities and funding sourccs outlined. 

The basic rationale here was that since one of the 
objectives of the park is to encourage research, it should 
be planned and managed. Although a research pro
gramme has been slow in getting underway, a frame
work is in place. Perhaps an association with an estab
lished university or tropical research institution could 
be developed to exploit this sector of the park pro
gramme. 

2.14. Follow-up support 

During the earl' \'ears of the project, an outside profes
sional worked with DFPS on a continuing basis to assist 
in launching the park. This oresence was gradually 
phased out, the CNF programme concluded and full 
responsibility for the management of Morne Trois Pitons 
is now in the hands of DFPS. Post-project follow-up 
reviews to monitor progress are, however, suggested 
and should be considered in total project funding (La 
Bastille, 197;). 

Similar io La Bastille's (197,) experience in Central 
America, occasional return visits l-v foreign advisors to 
review progress can add dimension to the effort and act 
to provide psvchological support. This follow-up was 
not provided for in Dominica but should be a consid
eration in future projects. 

3. CONCLUDING COMMENTS 

Beyond the experience gained in achieving each of the 
previous tasks, there are several general issues relating 
to the project as a whole that deserve comment. 

3.1. Justification of a national park 

An important consideration in Dominica was the frame
work in which the idea of parks was rationalized and 
presented. In many developing countries the words 'park' 
and 'environmental protection' strike a negative note to 
some skeptics in tho formative period. It is important, 
therefore, to trtat the park(s) as one element in the total 
integraied resource managenment fabric of the country. 
Parks must be seen to contribate to the total economic 
development process by providing a flow of multiple 
benefits inclUding protection oif water catchments, pre
vention of erosion, maintelance of natural systems, en
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vironmental education, research, tourisin, recreation, and 
tile maintenane,. ot future opt ions. 

Within this broader scheme Of wildand manage-
ment, parks can play their most effective role as envi-
ronmental catalh'sts. Thus viewed, parks are an indis-
pensibh.' aid ; the advancement of r,.,ource nanagement 
and are inescapably associaed with a healthy, attractive 
and, most important, productive environiment. As has 
been noted by Western and Ilenry (I119), this national 
economic development m1otive for parks in developing 
countries can be the most effective justification for their 
con-servation, 

3.2. Developing local relevance and involvement 

To assure long-term support, parks joust demonstrate 
that the.' can be both self-supporting and made relevant 
to local people. Job creation at the rural level providing 
visible material benefits is one important element. The 
involv.'cnt of as many segments of the population as 
possible in the park progranme is another. 

To develop this involvement is a major challenge 
for park systems everywhere. But in countries l,e Donn-
mica, where the conservation movement is in its in-
fancy, aid support may have to extend over a number 
of 'ears if this is to materialize. From our experience in 
Dominica, a period of six years was a reasonable time 
dimension. 

3.3. Project administration 

As discussed above, tileassistance given to Dominica 
to establish a national parks organization w%-as charac-
terized bv: 

* The need to work from the ground up-all the 
fundamental steps were reouired; 

* the strength of local support for the overall ob-
jective; 

* the practicality of the project and emphasis on 
accomplishing results on the ground; 

* the relativelv low level of funding avaiiable; 
* the mix of input from a variety of individuals and 

agencies; and 
* the on-going and coordinating role of the non-

governmental group selected to execute the proj-
ect. 

This last point of administration by an NGC0 is par
tictUlarly' impoitant as it allowed the exte'nsive flexibilitN' 
necessa1v to achieve results without the smothering ef
fects of bureaucracy. 

Finally, the cooperative personal relationships be
t'wveen local government officials and visiting experts 
worked on a peer level and worked Well. Too often, 
projects suffer from personal ldifficulIties between the 
vario, individuals i;\Volved. Differences and disagree
ments Will, of course, occur but achieving tileobjective 
of establishing and effectivelv managing a national park 
of international calibre is of such importance that it can 

override minor differences. 
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