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Background

Soufriere, a picturesque rural town centrally located on the western coastline of St Lucia, is known for its rich natural, cultural and historical heritage.  Rain forests, coral reefs, volcanic relics, rugged mountains and deep, crystal-clear coastal waters merge to create an exceptional spectacle.  Modernization has been slowed by the town's physical isolation, recently alleviated by an improved west coast road.  Besides developing traditional multi-crop agriculture and fishing,  significant change has occurred with the advent of tourism.  Visitors usually emanate from northern based hotels and cruise ships.   They make day trips to Soufriere by land or sea to enjoy its natural splendor and local cuisine.  A number of hotels (including two large resorts and a few small hotels) and also guest houses operate in Soufriere, creating an increasing base for attracting the longer staying guest.

Soufriere's focus therefore remains towards the sea and coastal belt.  Fishing provides an important source of protein and income, scuba diving, water taxi operations, in addition to the many beach-based hotels and restaurants and popularity of the beaches for local recreation, maintain the strong economic and social link between the community and the sea.  

Soufriere's fishing industry remains particularly dependent on coastal resources.  Unlike fishing communities to the east, south, and north west of the island which have become increasingly dependent on off-shore fisheries, Soufriere's, by virtue of its location, is at a disadvantage.  It is furthest from the migratory routes of valuable ocean species such as tuna, dolphinfish and kingfish, and this added distance increases operational costs, discouraging  Soufriere fishers from investing in the improved gear and vessels required for this fishery.  Soufriere therefore relies heavily on transient schools of coastal pelagics (including balaoo, jacks, and sardines) which they catch using large seine nets.  Reef fishes, captured using bottom set gears such as fish traps ("pots") and gill nets, are also important for many individuals.

The rich and diverse reefs of the Soufriere area have also provided an impetus for rapid expansion in the island's scuba diving industry.  A number of operators who cater primarily to tourists use locations along this coast.    Incidence of damage to fish pots has increased steadily over the years.  Fishers attribute this to deliberate damage caused by recreational divers.  The difficulty in verifying these reports and apprehending the persons involved has resulted in increasing conflict between these two user groups.

Soufriere's deep and protected bays have become coveted sites for over-nighting by  yachts on their way along the island chain.  Clashes gradually developed as pot and bottom net fishers accused divers of causing the increased incidence of deliberate damage to fishing gears.  Likewise, increasing conflict developed between the seine net fishers and overnight yachters who depended on the same bays.  The fishery for coastal pelagics is extremely unpredictable but can be a highly lucrative activity.   Yachters were rarely willing to haul anchor in dawn or dusk hours to make way for this sort of fishing activity, which involves chasing and encircling large schools of fish as they move through the bay.  

Additional contention developed over a jetty which had been placed centrally in the Soufriere Bay to cater to tourism-related traffic. This structure provided further obstruction to seining, and indirectly aggravated the conflict developing between the fishing and yachting sectors.  Such conflicts arose on a regular basis and their increasing intensity had serious negative impacts on both the fishing and the tourism sector.  It became clear that the traditional system of open access by fishers and now tourism-related users was not operating on a sustainable basis.

Despite growing concern for coastal resource degradation and over‑fishing and a variety of initiatives by local and national authorities to resolve Soufriere's growing conflicts, early solutions were short lived and fragmented.  Government, through the Department of Fisheries, attempted to alleviate the situation by declaring Fishing Priority Areas in key seining locations, creating Marine Reserves for reef protection, and drafting a variety of draft Fisheries Regulations to combat gear tampering, coral collection and damage, and pollution.  

A lack of funds for demarcation and proper enforcement, and the fact that delimitation of reserves was based on resource distribution with too little consideration for the socio-economic consequences for the fishers, jeopardized the effectiveness of these marine protected areas.  Numerous meetings were held with user groups and relevant agencies to attempt to resolve the situation, however decisions made rarely gained support of the wider interest groups and the situation would eventually deteriorate again.

The Creation of a Management Agreement

By the middle of 1992 a number of agencies, frustrated by continued resource decline and user friction, made a joint attempt to identify new strategies to effectively address the marine and coastal resource problems of the Soufriere area.  This commitment arose out of a meeting of key agencies involved in a national initiative for a System for Protected Areas for St Lucia, in which Soufriere was earmarked for the creation of a National Park.  The participants recommended a consultative process be initiated to resolve the situation in Soufriere.  The need for consultation was reinforced by the USAID funded ENCORE project which, in considering a proposal for demarcation of the existing Marine Reserves and Fishing Priority Areas submitted by the Department of Fisheries, recognized that delimitation could not be undertaken in the present climate of conflict and resource degradation.

A small committee involving representatives of the Soufriere Regional Development Foundation, the Department of Fisheries, and the Caribbean Natural Resources Institute (CANARI) sat together to devise a new and dynamic approach by which to undertake a consultative process aimed at generating agreement between all users and relevant management agencies on measures to resolve existing conflicts, with the longer term aim of sustainable use of all coastal resources and areas.  The committee identified all stakeholders and other relevant participants and the Soufriere Foundation undertook to invite all such interest groups to participate in a unique consultative process.   

Certain specific strategies were used to prevent this initiative from merely becoming a "talk shop" destined to generate yet another list of recommendations which prove to be generally unacceptable and impractical.  Each stakeholder group was encouraged to hold their own initial deliberations so they could present their concerns and perceived needs at the consultation.  Also, key interest groups were invited to nominate several participants to attend so as to represent the various sub-sets of their group.  

Initially, a two day meeting was scheduled for October 27th and November 3rd, 1992.  The dates were separated by a week to encourage maximum participation by representatives for both days, and allow for intermediary follow-up activities and group-based consultation where necessary.

It was decided that the meeting would work with a "clean slate" (with all pre-existing arrangements such as marine reserves and fishing priority areas subject to review). The participants were expected to generate a map reflecting current uses, conflicts, and the condition of resources along a 12 km coastal stretch between Anse Jambon and Anse L'Ivrogne.  

The first day was designed to allow the various sectors to deliver a summary of their situation and to participate in a joint field review by boat, traversing the length of the coastline to verify information generated by the morning session.  This field review proved key, since it became apparent that the various user groups referred to many locations by different names and in some cases used the same name for different locations.  A map-based review would therefore have added ambiguity to the exercise.  Two vessels were used to conduct the exercise due to the large size of the group. Groups were arranged so that each boat carried a multi-interest party representing all key stakeholders so as to allow  the "debate" to continue throughout the field exercise. 

The second day of consultation was equally well attended with a few newcomers who had heard of the first day's proceedings.  The mapping exercise had been converted to a series of large maps drawn up by the Soufriere Foundation's architect.  Some additional written information was then received from sectors which had met during the interim week.  Initially, the facilitator (Mr Yves Renard of CANARI) reviewed the management issues and areas which, according to the first days undertakings, had provided no serious contention and should be easily settled.  It was then seen that four key issues appeared to require far more in-depth examination and discussion.  These were: 1.  the control and development of yachting, 2.  the location and management of marine reserves, 3. development and management of the fishing activities, 4. recreational access to beaches for locals and pollution concerns.  

Working groups were set up to address each of these issues, ensuring that each key interest group had a representative in each of the four groups.  Therefore yachters, divers, fishermen, tourism entrepreneurs, planners, port authority, fisheries, and tourism officials were part of all deliberations, and the resultant recommendations coming out of each group catered to all key users rather than only to those with the most vested interest in the sector under discussion.   The working group recommendations  therefore already reflected an initial degree of compromise between the many stakeholders.  

Group discussions and recommendations were then presented in plenary and further discussion and negotiation undertaken to derive general agreement on most of the management issues and areas.  A third day of consultation was planned for early in the new year, leaving several months for the coordinators to compile and circulate a draft document which reflected the agreements and proposed management arrangements so far.  Sarah Jennings Clark, a fisheries officer who had recently returned from a course on Marine Park establishment and management in the Virgin Islands, was assigned to create a draft document.  This document was then reviewed by key agencies in late January, prior to its review by all participants on the third day.  

The draft contained background information (including the management objectives, existing legislative mandate, a review of the resources, socio-economic factors and present resource uses, and a summery of previous planning work undertaken for the Soufriere area), the current conflicts, and an outline of the specific issues affecting key sectors (as was detailed by the two days of consultation).  The document also outlined a "proposed" marine management area, with rules and regulations as agreed by participants of the consultation after reviewing the recommendations of the working groups.  

In addition the author, based on her knowledge of management strategies which had proven effective in existing marine parks and protected areas in the region, suggested a multi-agency management authority as the mechanism for overseeing implementation of the management area being proposed.  This authority comprised representatives from all key user groups, management authorities and relevant NGOs.  User fees were also recommended for use of marine reserves by divers and  use of mooring buoys to be set up for yachts and dive boats.

Many of the agencies and interest groups had held further discussions regarding the consultation and its deliberations prior to the third day of deliberations.  The Soufriere Foundation had also undertaken a public awareness campaign in the Soufriere community to encourage maximum participation in the next day of discussion.  

On March 4th, 1993 participants reconvened to review the draft recommendations on zoning, user fees, rules and regulations for the area.  Much discussion took place and the majority of management issues were decided upon.  The recommendations for the Anse Chastanet and Hummingbird Beach Resort areas were seen to need further on-site assessment,and a working group was identified to look into these areas further.  These reviews followed in March and April and, along with additional financial and institutional arrangements recommended by another sub-committee, were fed into the subsequent draft of the document.  The final document was now entitled "Agreement on the Use and Management of the marine and Coastal Resources in the Soufriere Region, St. Lucia", and had been compiled by the consultation's facilitator, Yves Renard of CANARI, with assistance from members of the Department of Fisheries and the Soufriere Foundation.

The Agreement contained details of a proposed Zoning Agreement (and included maps showing the extent of proposed marine reserves, fishing priority areas, multiple use areas, recreational areas, and yacht mooring sites), legal provisions needed to manage individual activities such as fishing, diving, yachting, marine transportation, demarcation requirements, materials for user information, and training needs.  Details of the proposed implementation process were also outlined (including institutional arrangements, legal instruments, infrastructure, financing, staffing, and avenues for community participation).  

The proposed area was called the Soufriere Marine Management Area (SMMA), to be managed by the Soufriere Foundation with technical support from the Department of Fisheries, under the guidance of a Technical Advisory Committee (TAC) comprising key management authorities and user groups.  The Soufriere Foundation was selected to serve as secretary to the TAC and the Department of Fisheries as the Chair.  

By late 1993, the Agreement was ready for presentation to both the Ministers of Agriculture and Tourism who tabled it before the Cabinet of Ministers in February, 1994.  A small team was invited to present the Agreement to Cabinet.  This facilitated discussion between the ministers of government and coordinators of the process.  A Cabinet Conclusion dated 14th March 1994 granted Cabinet approval for declaration and demarcation of the zones proposed, implementation of user fees, and the establishment of the Soufriere Bay as a Port of Call for pleasure craft (thus encouraging use of the area by yachts).  In addition, through a later request to the Cabinet of Ministers, the SMMA was authorized to handle revenue from user fees directly for management activities, via a special account.  

Thus the Soufriere Foundation and the Department of Fisheries were now, through the TAC, charged with ensuring the implementation of the SMMA.  The Agreement was officially presented to the community of Soufriere and key national agencies in June 1994.

The Creation of the Management Area

The first meeting of the TAC recognized that detailed operational mechanisms for the Agreement (including budgetary matters) were now required to ensure effective implementation and operation of the SMMA.  The TAC created a Technical Working Group (TWG) comprising the SMMA Manager, the Department of Fisheries, a technical officer from CANARI, with other technical experts co-opted as necessary.  This small group would provide the impetus for implementation of the Agreement, generating work plans and budgetary information for approval of the TAC, and evaluating the implementation process.  

Following the general consultation the Department of Fisheries (with some assistance from local dive operators) undertook a descriptive assessment of the entire SMMA up to a depth of 70 feet.  Through this exercise the exact limits for delimitation of the marine reserves and fishing priority areas specified by the Agreement were identified, given the distribution and condition of underwater substrates.  

The TWG recommended that a workshop be held  to generate a management plan for the SMMA.  This event took place over a 3 day period in September 1994.  TAC members, along with other local experts and a small number of regional experts actively involved in marine park management participated in the event.  Funding agencies already involved in supporting the SMMA were also present.  

The management plan produced clearly defines the institutional arrangements and responsibilities, revenue sources (including specific fees to be charged for various categories of users, systems of fee payment and collection), job responsibilities and skills required for area wardens and the SMMA manager, specifics of infrastructure needed (demarcation and mooring buoys, demarcation signs), systems for monitoring the resource base and levels of resource use, surveillance, maintenance, and public awareness needs.

In addition to the funding provided by the USAID ENCORE Project for demarcation of all marine reserves within the SMMA, the French government through the French Mission for Co-operation provided funds for moorings, a patrol boat and communications equipment, equipment for the SMMA office, and salaries for the manager and wardens for an initial three month period.  The French also provided the services of a national service volunteer for a period of sixteen months.  The Caribbean Conservation Association, through its fund for marine parks development, contributed to marine resource monitoring and public awareness literature.  All three agencies and the local government contributed to the SMMA brochure, moorings flyer, and video (which is now available in English, French, German, and the local "Patois" dialect).  The government of St Lucia, through the activities and recurrent budget of the Fisheries Department, also gave substantial support to the implementation process.

It was envisaged that this initial inflow of external funding would allow the SMMA to establish a firm foundation upon which user fees, purchase of souvenirs, and other donations would make it self-sustaining.  

The TAC has met regularly each quarter and indeed has grown from its original 13 membership (Department of Fisheries, Soufriere Foundation, Air and Sea Ports Authority, fishermen's representatives, Ministries of Planning and Tourism, Parks and Beaches Commission, St Lucia Tourist Board, Marine Police Unit, yachting representative, Customs Department, dive association, and water taxi association) to one of 19, to which the two large hotel operations, two small hoteliers/restaurateur representatives, the Charter Boat Association, and the Hotels and Tourism Association were added.  The TWG meets monthly and liaises on virtually a daily basis in order to keep pace with developments within the SMMA.

In terms of infrastructure and staffing, 42 mooring buoys and 22 demarcation buoys were installed (with assistance from the Department of Fisheries and local dive operators) in December of 1994.  The buoys were produced and installed by John Hallas of Key Largo, USA, who has installed similar systems in other parts of the region.  The signs were put in place in February of 1995.  The Management Agreement was published and a color brochure describing the purpose and rules for use of the SMMA was printed in early 1995.  In addition, a brochure detailing the mooring buoy system was produced.  

Coral reef monitoring activities which were already being undertaken by CANARI (with assistance from Soufriere based dive operators) were gradually expanded to take into account the need to commence monitoring in all marine reserves and multiple use areas.  

The SMMA was ready for official launching in June of 1995.  The event took place in Soufriere and highlighted the objectives and operations within the SMMA. By this time four suitable persons had been identified as wardens to support the French volunteer who operated as the initial manager (under the guidance of the Soufriere Foundation and the Department of Fisheries).  Training of all SMMA officers was undertaken by the relevant management authorities.  A SMMA manager was hired in August 1995, one month prior to the departure of the French volunteer.

Operations of the SMMA to Date

As noted by in the SMMA's first Annual Report (March 1996):

"Significant progress has been made regarding the establishment of infrastructure, implementation of user permits and fees, and further resolution of resource use and management concerns.  Yet it has become clear that the long and intensive efforts made by all concerned to derive the original management agreement and ... user zones and regulations are only a fraction of the hard work and continued dedication which has been and continues to be needed to actually implement what had been verbally agreed and put into writing.  We have come a long way, but there is still far to go before we can rest assured that the system is fully functional, levels of resource use are compatible and sustainable, and critical marine habitats are out of danger."

This statement accurately summarizes the experiences of those involved with establishing this management area.  Varying degrees of success have been achieved regarding the different operations within the SMMA.  These experiences are summarized below.

Management of Fishing Activities

As was agreed, five fishing priority areas have been established and demarcated by land-based signs.  These areas include the northern two thirds of the Anse Chastanet Bay, the northern end of the Soufriere Bay (from Hummingbird Beach Resort to the Soufriere River), south Soufriere Bay (from the southern jetty to the end of the rubble beach), Malgretoute (north and south of a central yacht mooring area), Anse des Pitons (Jalousie Bay), and the entire Anse L'Ivrogne Bay.  Storm wave activity during late 1995 destroyed the original signs, which have been redesigned, and are now being rebuilt and will soon be installed with the support of the ENCORE project.  

Implementation of the Agreement involved major changes for both the yachting and fisheries user groups.  Due to the serious animosity which had developed between these two groups (prior to the consultation), particularly over the placement of a yachting jetty  centrally in the Soufriere bay and lost catches due to yachts moored in the Hummingbird area, the negotiation process had to settle for physical separation of seining and yacht mooring areas.  Thus yachts were relocated from traditional anchorages (such as the Hummingbird Resort area) to alternative mooring sites provided in places such as Malgretoute and north of Anse Chastanet.  This arrangement was based on the SMMA ensuring that adequate security and support facilities were provided in the new mooring sites.  Thus yachts and other boats were no longer a hindrance to the fishers operating in the fishing priority areas however, the changes have proven detrimental to the yachting community and the local tourism businesses which depend so heavily on the presence of this user group (see section on Yachting and Boating Sector).

During the latter part of 1995 pot and bottom net fishers operating within the new management system started complaining of severe declines in their catches as they could effectively only set these gears in multiple use areas.  The multiple use areas mainly comprised sand, reef patch, and boulder substrates with very little concentrated reef habitat.  As a result of this, the fishers were encroaching further and further into marine reserve areas.  The steep slope of Soufriere's submarine shelf resulted in severely limiting the distance from shore for installation of the demarcation buoys.  These, due to decompression limits facing the divers undertaking the installation, could only be placed in water depths up to 80 feet.   Despite the "understanding" that the buoys merely marked the extent of the reserve along the coast, not their seaward limit (which was the outermost extent of the reef habitat) and fishers had been instructed by SMMA officers that they could fish up to 300 feet from the buoyed boundaries, this proved to be an extremely arbitrary limit which posed serious problems for both fishers and enforcement agencies. 

Negotiations were started between the TWG and the respective fishers, and a series of field reviews and meetings yielded a compromise position hoped to cater to both the fishers and the management objectives of the SMMA.  Fishers were asked to select a small number of individuals heavily dependent on this sort of fishing for food or income generation.  These individuals were granted special permits by the Department of Fisheries to enter specific parts of two of the reserves and use a limited number of their gears.  In return all fishers would not be permitted to set pots or bottom-set nets inside or outside of demarcation lines in all remaining marine reserve areas. Four pots were so tagged for each twelve pot fishers,  and one net for each of three gill net fishermen.  An ENCORE funded project will allow for the implementation of degradable panels and larger mesh for gears operated by these and other fishers.

This system now operates in the southern part of the Grande Caille marine reserve and parts of the Gros Piton marine reserve.  It is under review every three months in terms of its physical and biological impact on the areas being fished.  If the system is shown to be detrimental to the overall effectiveness of the marine reserves, an alternative arrangement will have to be generated by the parties involved.  It has been a slow process to convince the pot and bottom net fishers that the effectiveness of the marine reserves is crucial to their future of their own fishing activities.  Only if the reserves are allowed to function properly as nursery areas for reef fish populations will the demersal fisheries of Soufriere show any signs of improvement.

An initial reef survey undertaken by a team of scientists from the University of the Virgin Islands (led by Dr Callum Roberts), carried out with assistance of the Department of Fisheries, has indicated that many of the high value, larger bodied species (such as Snappers and Groupers) and even popular smaller species of fish are virtually absent from most reef areas in Soufriere.  In several cases only juveniles were seen.  This situation is attributed to past overfishing in reef areas.  The only area of contrast was the Anse Chastanet reef which had enjoyed some degree of active management since being declared a marine reserve in 1985.  A survey carried out by ENCORE staff along with the Department of Fisheries also indicated the negative impacts of Tropical Storm Debbie on the west coast reefs.  Signs of coral bleaching and heavy sedimentation were seen within the SMMA.  This sort of natural event clearly shows that the management regime for this narrow coastal area needs to consider and control land-based activities occurring far beyond the coastal zone.

SCUBA Diving and Snorkeling

Implementation of the Agreement has resulted in a dramatic decrease in the overall length of coastline now included within the marine reserves.  The 1984 declaration included the Anse Mamim reef, reef  from Anse Chastanet to Rachette Point, reef at Malgretoute, reef at Anse des Pitons, Anse L'Ivrogne reef.   This area included well over 60% of the total coastline between Anse Mamin and Anse L'Ivrogne.  The consultation had recognized that the reserves should protect the most productive coral reef areas and provide some degree of buffer from adjacent areas open to fishing.  Thus, the new delimitation only enclosed key reef substrate including the reef between Anse Chastanet and Trou Diable (including Turtle Reef centrally located in the Anse Chastanet Bay), the reef from Rachette Point to "Bat Cave" near the Hummingbird fishing priority area' the reef around Petit Piton, and reef along the northern flanks of Gros Piton.

As mentioned earlier, a more detailed arrangement was set up for the Anse Chastanet Bay.  This area supports the highest level of dive activity in the island and is a popular recreational beach for locals and also a major site for snorkeling activity. Anse Chastanet also houses the island's most diverse and productive reef habitat.  Use levels in the bay have grown astronomically since the establishment of the Anse Chastanet Hotel, which bases much of its business on scuba diving.  

The committee assigned to establish management arrangements for the area, had approved a system which enclosed much of the bay with a line of demarcation buoys including both the Turtle and Anse Chastanet reefs and limiting access by boat traffic primarily to fishermen using the fishing priority area.  The Anse Chastanet Hotel agreed to place a substantial jetty at the northern extreme of the bay which would allow all small boats to drop persons off at the north of the bay rather than travelling into the southern part of the bay, where most of the dive and snorkel activity takes place.  Pins were installed in the cliff for small boats to tie to, and moorings installed for larger boats (between Anse Chastanet and Anse Mamin).  

After nearly one year of operation the jetty had yet to be installed, and the situation was reviewed by relevant management agencies and user groups.  It was apparent that the present situation was not acceptable and issues of personal safety and the need for direct access to the beach for recreational boaters had to be reconsidered.  An interim arrangement was therefore established where the fishing community allows small boats (less than 40 feet long) to anchor in the northern third of the bay between 9am and 5pm daily, as long as they yield to fishing.  Small boats (including dive boats and other recreational boaters) are able to enter the bay at no-wake speed to drop passengers an/or gear off on the shore, and then required to anchor in the northern temporary anchoring area or tie to a mooring.   Swimming zones may be required to protect the safety of swimmers, should this arrangement prove inadequate.

Revenue generated by the use of marine reserves by divers has contributed substantially to the operation of the SMMA.  Initially, a few operators did not comply with the new fee system or chose not to conduct dives within the SMMA area.  A system of dive tags had been established to identify persons who had paid the user fee.  This however, has proven cumbersome and expensive and still does not guarantee complete compliance.  A facility for pre-payment of fees was set up to cater to the all-inclusive hotel operations where there is no direct charge for scuba diving.  To verify payments, the SMMA wardens tally records of numbers of divers collected in the field with dive statistics submitted by the operators.  The TAC will soon consider recommendations for simplifying the payment system to encourage full participation by all the dive operations. 

Another area of concern regarding use of the marine reserves has been the difficulty in controlling unauthorized access by fully equipped dive groups off visiting cruise ships and recreational vessels.  It is important that the SMMA benefit from this source of revenue, once the divers' activities can be adequately controlled in terms of fee payment and supervision underwater.  The local dive association (ANBAGLO) and the Department of Fisheries feel that such dive activity must be required to go through licensed local dive operations.  Arrangements are presently being put in place to ensure that particularly the small, independent dive companies are given an opportunity to cater to this sort of business.  Several incidents have already occurred where divers from cruise ships have undertaken unauthorized diving within the SMMA and have deliberately disregarded warnings of  the SMMA officers.  Such delinquent activity will be controlled through increased awareness and involvement of local cruise ship agents, who are to be held accountable for the conduct of their ships' personnel.

Yachting and Boating Sector

This sector, through use of the mooring buoy system and providing clientele for restaurants and hotels in the area, is critical to the SMMA.   Statistics show a drastic decline in the use of the SMMA by yachts, particularly over the past 8 months.  This is largely due to the prevalence of break-ins and theft.  The removal of yachts from locations such as the Hummingbird area (where the close proximity of the hotel and its security may have acted as a deterrent to this sort of criminal activity) to more remote areas such as Malgretoute, has no doubt aggravated the situation.  It must be acknowledged however, that this serious situation is largely a result of the general increase in crime and visitor harassment in Soufriere, now further accentuated by substantial increases in unemployment with the closure of the local copra factory and the area's largest hotel. 

One of the main preoccupations of the SMMA has been to address problems of the yachting sector. To this end, the TAC created a Yachting and Security subcommittee, under the Chairmanship of the Marine Police Commander, soon after the SMMA was launched.  This committee is constantly reviewing developments with regards yachts and other recreational vessels.  The Soufriere Foundation hosted a workshop on Visitor Security in December of 1995.  This event generated clear recommendations for the alleviating problems within the sector.  

Plans to implement a surveillance system are well underway with the recent establishment of a Marine Police base in Soufriere.  Despite increased patrols during evening hours by SMMA wardens, district police and now the marine police, break-ins are still occurring in all mooring buoy locations.  This illustrates the need for a "boat-watch" system to be developed for yachters, as has been done in neighboring St Vincent.  The Soufriere Foundation and the SMMA, through the yachting and security subcommittee and the SMMA manager, have given support to the Soufriere Water Taxi Association which was officially launched in June 1996.  It is hoped that this association can provide a mechanism for controlling and developing the services provided by water taxis and "boat boys", and also provide a "boat watch" service for yachters.

Office space is currently being fitted to serve as a Customs Office for Soufriere.  This base should provide additional support for management initiatives for the yachting sector and also enhance visitor traffic to the area.  The declaration of Soufriere as a port of call for pleasure craft will no doubt help to reaffirm the area's role as a major yachting location for the island.  The success of these initiatives however, depend entirely on a rapid resolution of the problems facing the yachting sector.

In order to provide a safe and standard mooring system for the SMMA, negotiations were undertaken between the Jalousie Plantation Resort and the Yachting and Security sub-committee, to arrange for the Jalousie moorings to be handed over to the SMMA.  An agreement set up in late 1994, where the hotel would relinquish the moorings once the costs of installation and maintenance were recovered.  The hotel agreed to submit monthly accounts to derive the handing over point.  Since the records were never made available, the SMMA recently generated estimations (based on extrapolations from SMMA buoy installation and maintenance costs) indicating that cost recovery should have already been achieved.  Jalousie have agreed to verify this based on their records.  Given the temporary closure of the hotel, the buoys have been handed over to the SMMA for management.  

The SMMA has taken steps to facilitate use of the area by local recreational boaters and charter boat operators.  A limited number of moorings have been placed for specific commercial and Soufriere-based boat operators, and permission has been granted to vessels to anchor in specific locations for a given time period.  These facilities are only provided after review by the Yachting and Security sub-committee and in collaboration with affected user groups.  The establishment of a local Charter Boat Association and their recent representation on the TAC should increase collaboration between the SMMA and this user group, and help to further promote the SMMA in the eyes of the general public.

SMMA Staffing and Training

After the French Volunteer, Jean-Thierry Winstel, facilitated the creation of a management plan for the SMMA and the installation of SMMA infrastructure,  Mr Kai Wulf was hired as the SMMA manager. Mr Wulf has overseen the continued operation of the SMMA, providing supervision to the team of 4 wardens,  ensuring that the TWG and TAC met regularly and address management issues as they arise, and undertaking the maintenance of all SMMA infrastructure and equipment.  The Soufriere Foundation currently provides office facilities and administrative assistance to the SMMA staff.

In 1995 Mr Wulf attended a short CCA training course in Monitoring and Research for Marine Protected Areas followed by a short attachment to the Saba Marine Park.  The new SMMA Wardens completed a week long training course conducted by the Department of Fisheries, the Marine Police Unit, and the SMMA Manager, with assistance from the Parks and Beaches Commission, the Air and Sea Ports Authority, Customs Department, and the St Lucia Tourist Board.   This training package included exposure to relevant legislation, enforcement techniques, boat handling and maintenance, scuba diving, public relations, and tourism development.  

Two of the SMMA wardens recently undertook a two month, intensive course for marine enforcement officers at the Marine Police Base in Castries.  The SMMA also held a technical workshop for relevant enforcement agencies (Marine Police officers, Fisheries Wardens and extension officers, the District police, and SMMA staff), aimed at ensuring effective collaboration between agencies and reviewing the zonation and rules within the SMMA.   The SMMA has also been involved in conducting a training course for water taxi operators.  

The manager and one SMMA warden recently benefitted from a field-based training session in mooring and demarcation buoy installation, conducted by John Hallas during an buoy installation operation undertaken in the Tobago Cays.  The staff are now able to undertake buoy installation (using equipment donated by the French), making this undertaking far more efficient and cost effective.  

Training remains a top priority for the SMMA.  The present level of staffing at the SMMA remains deficient, considering the workload and surveillance needs of the area.  Avenues for expanding both the administrative and enforcement base of the SMMA need to be identified.  

Institutional Arrangements

The success of the SMMA depends on broad-based involvement and collaboration aimed at achieving compatible and sustainable resource use.  To a significant degree, this has been achieved through the establishment and operation of the TAC and TWG.  The gradual inclusion of other key players (such as the small hoteliers, the charter boat association etc.) on the TAC indicates that this framework is integral to operation of the SMMA. 

A  constraint on the effectiveness of the TAC (and thus the SMMA) has been the degree to which the individuals selected to represent specific interest groups a) represent all sub-sectors within the group, and b) undertake their responsibility to liaise with all members of their interest group with regards SMMA activities and TAC decisions.  The level of effective organization within a stakeholder group is critical for efficient information flow both to and from the TAC.  

Considerable efforts have been made to create a functioning water taxi association in Soufriere.  The ability of the SMMA to effectively address issues relating to this group's operations and needs has increased significantly as the group has become more organized.  In addition, the ability of such groups to become  self regulating and self policing directly affects the SMMA.   Likewise it is essential that the existing interests of the existing Soufriere Fishermen's Cooperative represent all interests of the fisher community (and not just boat owners who benefit from duty-free fuel), since this dictates the degree to which their TAC representatives are able to facilitate the TAC in terms of addressing the needs of the entire fishing community.  

In order to minimize such constraints, the TAC has created ad-hoc committees and working groups to review and address specific issues as they arise.  These involve all interest groups and key players related to the issue at hand.   This mechanism does not however, over-shadow the urgent need to ensure that all key stakeholders are appropriately organized as a group, with mechanisms in place to select the most effective representative for the TAC.

SMMA Infrastructure and Equipment

One of the greatest costs for the SMMA has been the installation and maintenance of infrastructure and equipment.  Loss of virtually all the demarcation signs and many demarcation and mooring buoys with storm activity during 1995, place additional burden on the SMMA.  Fortunately, both the French Mission and ENCORE have assisted in replacing what was lost.  A design defect in the demarcation buoys provided by John Hallas has been rectified by the manufacturer, and the buoys replaced free of charge.  The patrol boat has been customized to cater to the specific needs of the SMMA.  As mentioned earlier, French funding has provided buoy installation equipment which can now be used to replace and install any new moorings or demarcation buoys within the area.  

Construction of a separate SMMA office and shop is planned.  A suitable location has been identified and the French have committed funds to undertake this development.  The French have also funded a fish landing facility (through assistance to the Government of St Lucia) for the fishermen and vendors of Soufriere.  This facility is nearly completed and will no doubt provide much support for the orderly development of the fishing sector.  A Customs office is also being set up on the waterfront.  

The Agreement placed a commitment on the SMMA to facilitate the establishment of facilities and services for  the comfort and safety of yachts using the area.  Plans are in place to install lighting facilities for the Malgretoute area.  This would augment surveillance activities within this area.  A small tender jetty was started next to the Hummingbird and Still beach resorts to facilitate yachters using the various yacht mooring sites.  Unfortunately storm damage destroyed the facility and materials while under construction.  The jetty planned for the north of the Anse Chastanet bay has not yet been built.  

The SMMA is cognizant of the need to augment existing yacht facilities and rectify the criminal activities currently plaguing the yachting sector.  Loss of revenue suffered due to a  drastic reduction in use of the area by yachters seriously threatens the financial security of the SMMA.  It remains a priority of the SMMA to resolve these constraints, and it is actively collaborating with all relevant agencies to address the situation.

Legislative Framework

As stated by the SMMA Management Plan, the ultimate authority of the SMMA is the Ministry of Agriculture, Lands, Fisheries, and Forestry, with the responsibility for day-to-day management being delegated to the Soufriere Foundation.  The legislative basis for the SMMA lies within the Fisheries Act, No. 10, of 1984 and the Fisheries Regulations, No. 9,  of 1994.    The mechanisms for operating the SMMA allow for all existing management authorities (the Department of Fisheries, the Marine Police Unit, the St Lucia Air and Sea Ports Authority, the Customs and Excise Department, the Parks and Beaches Commission, and the district police) to retain their areas of jurisdiction.  Such a framework depends on close and effective collaboration between all agencies, which has indeed been a major preoccupation of the TAC.

There remains a critical need to expand and strengthen the legislative basis for the SMMA  Specific regulations and a mechanism to issue fines are required, particularly to support the new management zones (other than the marine reserves and fishing priority areas).  Such measures would allow for appropriate control mechanisms for all of the area's users.  The revised system of marine reserves and fishing priority areas requires Gazetting, now that the exact delimitation for individual areas has been finalized.

Enforcement Capabilities

A significant recurrent cost to the SMMA arises from  patrol activities by the wardens.  SMMA wardens are required to monitor the use levels in the various zones, collect user fees, distribute user information, and identify and react to persons who are disregarding the area's rules and regulations.    An unacceptable level of illegal activities and infringements still occur within the area.  Visitor harassment is also a growing problem both, on the water and on land.

In addition to the services of the District Police at the Soufriere Police Station, the recent establishment of a Marine Police Base in Soufriere should enable an more immediate and effective response to illegal activities within the SMMA.  A surveillance schedule has been implemented to respond to the continued break-ins on yachts at the yacht mooring sites.  

The legislative base for the SMMA requires expansion, including establishing a comprehensive system of fines the various infringements of the SMMA rules.  Such a system should provide an added deterrent for users.  The fact that many users are non-nationals visiting the area temporarily, places a degree of constraint on the existing fisheries legislation which requires direct involvement by senior fisheries officers in order to impose fines.  There is need to generate a system that can allow SMMA based enforcement officers to respond more directly, particularly on weekends and during the night.   

Effective enforcement will require the continuous and collective effort of all enforcement agencies.  It is critical that a system for surveillance and enforcement within the SMMA can ensure the safety of users and their property, and encourage compliance of users to the rules of the SMMA.

Revenue Generation

Since its launching, the SMMA has been unable to fully cover its operational costs.  Plans for enhancing revenue include the implementation of a user fee for snorkeling within marine reserves, the establishment of the shop and sale of SMMA souvenirs (including T-shirts and a video), and the creation of a "Friends of the SMMA" foundation, where persons can contribute to the SMMA's work by acquiring one of the various categories of "membership".  

Despite all the above initiatives, a quick resolution of the problems facing the yachting community must be achieved in order to regenerate a vibrant yachting sector for the SMMA.

Publicity

Despite the production of a color brochure, yachting leaflet,  and the SMMA video, publicity efforts have been fragmented and inadequate.  The SMMA, with support from CANARI, held a field assessment and workshop in late 1995 which generated a Communications Plan for the SMMA.  Efficient implementation of this plan will require the establishment and continued operation of a Publicity Sub-committee for the SMMA.  

The Way Forward

The SMMA is still a young and evolving creature.  It has already preoccupied the thoughts and actions of many, and will continue to do so for years to come.  As is so often the case, it has proven challenging to put what was on paper into practice.  

Despite the many issues yet unresolved, significant progress has been made.  More importantly, the process has proven to be an effective means of tackling our long-standing resource use conflicts and resource management needs.  We should not go back.  We must move forward with purpose.  No longer do we resort to unilateral solutions to our problems.  We now have a virtually instantaneous mechanism for effectively put our heads together and generating a joint solution for any issue which may arise concerning the use and management of the marine and coastal resources of the Soufriere region.  Surely this should allow us to secure a brighter future for Soufriere.
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