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This case dudy is one of the products of a research project entitled “ Synthesizing the
Caribbean experience in dakeholder andyss for paticipatory natura resource
management”. The project condsted of three mgor activities:
- the preparation of Sx case sudies from Barbados, the Dominican Republic,
Jamaica, . Luciaand Trinidad and Tobago, and their prdiminary andyss by
leading actorsin each cas=;

. the convening, in collaboraion with the Jamaica Consarvation and Devel opment
Trug, in April 2000, of afour-day seminar to present and analyse the cases, to
identify common themes and concepts reaed to sakeholder gpproachesin the
Caribbean, and to develop sdected principles and skills reevant to the Caribbean
context;

- the preparation of a publication presenting the results of the andysisin the form of
guiddinesfor Caribbean practitioners, the Sx case studies, and an annotated
bibliography.

The preparation and editing of the 9x case sudieswere supported by the Universty of the
West Indies Certre for Environment and Development, as part of its project entitled
Caribbean Capacity-Building for Environmental Management, and by thelntemationd
Deveopment Research Centre of Canada, under the framework of the project entitled
Community-Based Coastal Resources Management in the Caribbean.



Case Study of the

Folkestone Park and Marine Reserve, Barbados

Janice Cumberbatch!

1. Background and project description
This case sudy examines the dakeholder identification and andys's process that was used to include

gakeholders in making recommendations for the upgrading of the Folkestone Park and Marine Reserve
in Barbados. This process was part of a study sponsored by the Government of Barbados to determine

the feagbility of upgrading and enhancing the facilities at Folkestone as arecregtiond park and marine

reserve.

The Folkestone Park and Marine Reserve (FPMR) had been established in 1981 by the Designation
of Restricted Areas Order 1981, and the Marine Areas (Preservation and Enhancement)

(Barbados Marine Reserve) Regulation 1981. At thetime of the feesibility sudy the FPMR wasbeing
managed by the Nationd Conservation Commisson (NCC), the government agency responsible for the

management of marine protected areas in Barbados.

2. Theresource

The Park and Reserve are located on the West Coast of Barbados (see Figure 1). The Reserve
dretches atotd distance of 2.2 km and extends a distance offshore of 950m at its widest point and
660m t its narrowest. The Reserve conggts of four zones, namdy:

Sdentific Zone

Northern and Southern
Water Sports Zones

Recreationd Zone

Desgnated for marine research.
No motor power craft access unless permitted for research
or enforcement, and then speeds are limited to 5 knots.

Desgnated for fast speed watercraft use.

All motorised watercraft must operate at speeds lessthan 5
knots/no wake within 75m from shore, and speed boats can
operate at higher speeds within 75 - 200mfrom shore. Jet skis
must maintain speeds of less than 5 knots within 200m of shore
and can operate at higher speeds beyond 200m from shore.

Designated for recreation, induding svimming and snorkdling
There are no restrictions on water craft entry, however, speed
restrictions apply.

‘Executive Director of Social and Environmental Management Services Inc., SEMS, the agency responsible for the
stakeholder participation process during the Feasibility Study for the Folkestone Park and Marine Reserve.
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Within the Resarve there are four well-devel oped fringing reefs, severd patch reefs and an offshore
bank reef. The fish abundance islow dueto higtorica over-fishing, poor habitat qudity and a severe
disease that targeted reef fish in 1994. Sand areas separate the three reef types within and beyond the
boundaries of the Resarve. Benthic faunain these areas indude worms (Bispira variegata) and
occasiond urchins (Tripneustes ventricosus).

Ironicaly, the foreshore area dong the length of the Reserve does not fal under the management
authority of the FPMR. The foreshore area of the FPMR is Stuated in alow-lying flat coadd areathet
has been modified extensvey from its natur Sate and is subjected to extensve human use. In fact, the



West Coadt is Barbados' s premier tourism zone, noted for its up-market hotd fadilities and the
atendant commercid activities. Thereis dso substantia residentid development.

Within the Resarve there is an extendve area of intertidal sandy beach habitat with the associated
interditial fauna, i.e. oligochaetes, harpacticoids, archiandlids and nematodes. Some terredtrid wildlife
communities, while not resdent, frequent the area. These include the hawkshill turtle, the green vervet
monkey, the mongoose, the green lizard and bats. Severd bird species, local and migratory, have dso
been obsarved in the area. Of particular importance isthe roost of cattleegretsin asmdl remnant gand
of white mangrovein the area. Thereislittle naturd vegetation dong the foreshore. Mogt of the
vegetation communities that do exist comprise mainly non native species that were introduced to the
idand. The remaining mangrove lagoon has been highly modified and disturbed. What exigsis merdy a
remnant of a habitat type that once dominated the area, and one of the few remaining mangrove lagoons
in Barbados. White mangrove (Laguncularia racemosa), mahoe (Thespesia populnea), casuarina
(Casuarina equisetifolia), dammy cherry (Cordiaobliqua), castor ail (Ricinuscommunis), mimosa
(Mimosa pudica) and a least 45 other plant species are rdaively common. The fauna compositionis
diverse, and includes severd species of crabs, insects, spiders, snalls, birds (at least fifteen species),
figh, reptiles and mammals. In addition, there are afew other exising mangrove fragmentsin the area.

The actud land component of the FPMR extends only afew hundred metres north south dong the
western coastline, and in the west-east direction the Park contains the areallying between the high water
mark and the highway. The terredtrid Ste a the Park covers 1.9 hectaresin aroughly wedge- shaped
land parcel owned by the government. The Park provides avariety of recregtiond opportunities for
local resdents and vistors and isamgor public access to the beaches dong that portion of the
coadline Thefadlities offered -- parking lot, free tennis and basket bal courts, children’'s play area, a
picnic area, restrooms and changing rooms -- make the Park avery attractive recregtion area. Thereis
dsoavigtors centre which houses the Marine Interpretive Centre, including asmal theaire providing
reef and tidd video presentations, severd interpretive digolays, a gift and souvenir shop; offices for Park
daff; and anew scuba and snorke shop.

3. Issuesto be addressed

One of the primary reasons for initiating the sudy in 1997 was thet the FPMR was not functioning asan
effective protected area. The reefswere in agtate of deterioration, fish abundance waslow and there
were aso anumber of user rlated conflicts

An andyss of the Stuation based on the basdline data suggested thet there were anumber of issuesto
be addressed. These were:

The size of the reserve
The Marine Reserve covers approximately 11 percent of the length of the West Coadt of theidand and
has atotd area of 2.1 square kilometres. The percentage of coagtline within the reserveislower than
that typically suggested as necessary to be effective as amarine reserve. The Szeis of even greeter
concern with regard to the relative proportions dlocated for the scientific versus the water sports and
recregtiond zones. Asit sands, the scientific zoneis one-eighth of the entire area. The impact of weater



gports vehides and usersin the remaining seven-eights of the Reserve is therefore of consderable
concern.

The external impacts on the reserve
While fishing was grictly redtricted in the Reserve, and there were limitations on water sports and users
in the scientific zone, there are anumber of other land- based impacts that have not been adequately
controlled over the years. For example, groundwater feeding into the Marine Reserve is contaminated
with domestic waste from loca suck wells, and with chemicas from fertilisers and pesticides used in the
agriculture and golf course activities within the watershed.

The management focus
There has been a consderable emphasis on the recreationd aspects of the FPMR over the years, as
opposed to the conservation objectives. The mission statement posted et the Visitor Centre indicates
that:

Folkestone’' s mission statement is to provide high quality recreational activities for
Barbadians and visitors that will educate and entertain them. We believe in sustaining the
natural marine environment and exposing our gueststo its beauty.

Our service will provide for family oriented entertainment utilising modern technology and
provide for a financially strong park that the nation will be proud of.

Unfortunately, this emphas's on recregtion is not accompanied by any subgtantid infornretion to users
regarding acceptable uses and environmentaly sustaineble activities and behaviours, and frequently
individuas can be seen engaging in damaging acts such as sanding, Sitting or walking on the crest of the
fringing reefs

Management capacity
The FPMR has suffered from limitations in funding and maintenance over the years. There has never
been any mechaniam for the collection of user fees and the park has had to rely on government funding
as part of the overall NCC budget, which covers, among other things, land- based parks, cleaning of
foreshore areas, and life guard services. Needless to say, the demarcation buoys, the markers of the
shorkding trall and most of the other infrastructure common in marine parks have been destroyed asa
result of sorms, corrosion, theft and vandaism. Moreover, the saffing of the Park -- management, park
naturaigs, and rangers-- have mosily lacked formd training in marine park management.

Enforcement
Enforcement of regulaionsin the FPMR has been very ineffective and incons stent. The Barbados
Coagt Guard, the Barbados Police Force and the NCC park rangers dl share responghility for
enforcement in the FPMR. Unfortunately, the rangers have not been traired in the rdlevant areas such as
regulaions, legidaion or enforcement techniques. Thereisaamal vessd to dlow patralling of the
Reserve, but mogt of the rangers operate from the foreshore. The enforcement is primarily the
responsibility of the Coast Guard, but as can be expected, the Coast Guard has alarge number of other



nation-wide responghilities. In addition, the Coast Guard base is located in Bridgetown, some miles
away from the FPMR.

Inclusion of the stakeholders in the planning and management processes
When the FPMR was established many of the mgor stakeholders were not consulted, and there was no
public awareness, or education programme. Indeed, it appears thet the firg attempt at public
conaultation occurred Sx months after the 1981 Redtricted Order had come into effect. The fishersin
particular were exduded, not only from the consultation, but from fishing in the area. This hasled to
deep- seated fedings of resentment and mistrust towards the FPMR management and the enforcement
officers.

Conflict among user groups
The mgor source of conflict emanates from the use of jet skis. Complaints from other users induded:
Violating the spead redtrictions
Weekly near misses with other watercraft and the occasiond accident
Jat kisbeing ridden by unskilled vistors

In order to ensure the safety of their guests from the watercraft, a number of hotels in the areareceived
permission from the Harbour Magter to place buoysin the water thereby cregting safe svimming aress.
This has crested two problems. Firdly, it has limited access of watersports operators to potentia

dients. Secondly, in the aasence of demarcation buoys for the FPMR, the swim zone buoys have
creeted the impression that the boundaries of the Park and Reserve have been extended, especidly
snce one of the hotelsis on the boundary of the park. Needless to say the latter Stuation is of Sgnificant
concern to the fishers, as the Coast Guard has, on occasion, gpprehended and charged fishers even
when they were nat within the Reserve. Thislack of darity with regard to boundariesis problematic and
it isaleged thet some fishers continued to fish illegdlly in the Resarve in the early morning and lete
evening, outside the working hours of the Park Saff.

In the padt, divers were accused of spear fishing and of destroying reefsto collect cord for souvenirs.
More recently, there have been incidents of cutting or damaging the pots of fishersto rdease the fish.

The NCC has a sysem for regigtering and licensing beach vendors. However, many individuas wak
aong the foreshore peddiing their wares. This led to a number of complaints from hoteliers, commerciad
enterprise agents and watersports operators who suggested that these individuas actudly harassed
vidtors. They were dso concerned about the lack of control over theitems being sold and the prices a
which they are being sold.

Vidtor crowding is aso aserious problem especialy a pesk times of the day (10:00 am. to 2:00 p.m.)
and on cruise ship days.



Asaresult of these management issues, each user group was cregting some inconvenience to the others
and to the marine environment, which, if left unchecked, would eventudly destroy the resource.
Disregard of the Park regulations by visitors, in many cases because of alack of knowledge, is another
issue of concern for the management.

4. Stakeholder groups
Thefollowing table identifies the various stakeholders and interest groups.

Planning and Housing and settlement | Resource Resource
Enforcement UserdAffiliates: UserdAffiliates:
Tourism Fisheries
The Harbour Magter, Minigtry of Public Works Barbados Tourism Weston Fisherfalk
Barbados Port Authority and Trangport Authority Asociation
Town and Country Planning | Sandy Lane Property Barbados Nationd Trust Mount Standfest Fisherfolk
Department Owners Association Barbados Tourism 'IXI ;l)zealir)n&ervalon
Coedtd Zone Management Sunset Crest Property Investment Corporation
Unit Owners Associdion Atlantis Submarines Em I\Cl;tlon:':iSILIJggw of
FolkestonePark and Marine | Community Development The Criisers gn
Rexrve Department
. Professond Association of
The Attorney Generd Paynes Bay Community Dive Operators
The Sanitation Service .
Authority s
The Barbados Coaet Guard The Barbados Museum
Envir Ergirearing The Minigtry of Tourism
Divison TheBarbados Hotd and
Minigry of Environment, Tourism Assodation
Energy and Naturd Underwater Barbados (dive
Resources operator)
Bdlairs Research Indtitute
Ministry of Education
Fisheries Divison
CERMESUWI
Nationa Consarvation
Commisson
The Barbados Police Force
Barbados Invesment and
Development Corporation




5. Stakeholder identification

Experiences from across the Caribbean and dsewhere clearly indicate that marine park management is
fundamentally about the control of human use and the crestive resolution of conflicts among user groups.
It was therefore decided that the only way to effectively enhance and improve the FPMR would be to
include the stakeholdersin the process that would determine how the resource would be managed.

Two other sgnificant project decisonsincuded the expangon of the sudy areafram that prescribed in
the Terms of Reference to indlude alarger proportion of the West Coadt. This, it was felt, would offer
increased opportunities for consarvation of the marine resources and the management of human uses.
The other decison pertained to the changing of the focus from a Park and Marine Reserve to amarine
managed area, which more genericaly describes the range of activities -- conservation, recrestion,
education, etc. -- that would take place in the area. These changes had implications for stakeholder
identification.

Thefirg task was the identification of the sakeholders. Thiswas a chdlenge, snce Folkestoneisa
public area and the entire population of the idand, theoreticaly, has an interest in it. It was determined
thet the primery stakeholders would be those directly affected by or who impact mogt directly on the
FPMR. This process of identifying these stakeholdersinvolved three main activities:

1. Discussionswith the FPMR staff. The FPMR gaff membersinteract directly on adaily basswith
the users of the park and have been doing so for anumber of years. They therefore proved to be a
vauable source of information on who would be a stakeholder in the project.

2. Areview of literature on the FPMR and other marine parks In addition to the advice of the
locd Park gaff, a comparative andyds of the Stuation in other marine parks provided information that
sarved a aminimum to confirm potentid stakeholders. It dso highlighted the circumstances under which
other types of individuas and groups could be consdered for participation in the project.

3. The advertisement of the project in the local newspapers, through the use of flyers and by
attending meetings and events in the projects area. To ensure that everyone with a potentid stake
was included in the planning process, widespread use was made of arange of mediaand advertisng
activities. This afforded the generd public opportunities to learn about the project and to become
involved.

Asareault of these attivities, the primary stakeholders were determined to be:
Resdents and businesses, including hotels located on the foreshore
The watersports operators
Thefishers
The government agencies with respongihility for the area
The beach users-- locas and tourigs



6. Stakeholder analysis

Once the primary stakeholders were identified, surveys were conducted with these groups using
sructured questionnaires to gather detailed basdine data on ther interaction with the resource. During
this period, the project staff dso continued to attend activities planned by any of these groupsin the area
and mounted exhibitions on the project.

During this phase, one of the main events undertaken by the project team in collaboration with the
Fisheries Divison was aboat trip dong the entire West Coagt of the idand to discuss the Marine
Reserve and other user issues with the fishers and divers. This helped to highlight a number of concerns
which were criticd to the resolution of conflicts and the efficient management of the FPMR.

In addition, because it was recognised that the fishers had been severdly margindised during the
establishment of the FPMR, it was decided that ateam member would be assigned to moblilise this
group to ensure its participation. This necessitated daily viststo fish landing Sites and conversations with
the group to overcome therr reticence and to assure them that their participation was genuingly required
and that their concernswould be justly represented in the report.

Basad on the information collected from the primary stakeholders, anumber of marine and foreshore
management options were designed. These options were presented to the stakeholders in a series of
sectorad meetings and this led to the deve opment of a preferred option for further daboration.

This process dlowed the consultants and the stakeholders to have a good understanding of the interests
and needs of each group. The process was not congdered & the time to have been one of stakeholder
andyss, but rather data gathering and information sharing. However, in retrogpect, it proved to be a
very effective period of stakeholder anays's, which was continued and extended as the process
evolved.

7. Strategiesin stakeholder participation

Following the consultations with the primary stakeholders, the scope of the discussions was broadened
to ensure that the wider population, the secondary stakeholders, got a chance to become more involved
in the process. To this end, public meatings were advertised in the locad mediaand letters of invitation
were hand-ddivered to dl the residents aong the West Coadt.

The Miniger of Environment, Energy and Natural Resources Hon. Rawle Eastmond, who was dso the
Parliamentary Representative for the area, addressed the first meeting. All those present were invited to
share their concerns. These were noted to be addressed in subsequent phases. The meeting was then
asked to confirm the primary and secondary stakeholder groups who would participate in the more in-
depth roundtable process.

The roundtable process was initiated to engage the sakeholdersin a series of mediated discussonsto
resolve conflicts and to formulate management plans for the FPMR. Each of the stakeholder groups was



represented and the individuas present were expected to share information with their respective group.
The team fadlitated this by providing minutes of each meeting, as well as copies of the information used
during the process.

These roundtables were the mechanisms through which the preferred options were investigated and
fine-tuned and recommendeations formulated for the find report to be submitted to the Government of
Barbados. Mr. Yves Renard of the Caribbean Naturd Resources Indtitute and a facilitator of the
process to establish the Soufriere Marine Management Areain . Luciawas invited to mediate the
roundtable process.

The roundtable process was the most congstent and long lasting process of public consultations for any
feaghility sudy in Barbados. Along with two public meetings, seven roundtable mestings were held and
arange of topics discussed.

Thisintensve process has gone along way towards creting awareness among the stakeholders of the
issues of marine park management and has created and strengthened linkages among the groups. It
offered an on-going opportunity for stakeholder andlys's, both by the consultants and aso among the
User groups

The Government of Barbadosis now reviewing the fina report, which indludes the perspective of the
sakeholders. It is hoped that implementation of the recommended changes will occur shortly to ensure
the longevity of the resource and its sustainable use by the various usars.

8. Thelessonslearnt
Numerous lessons were learnt and exigting knowledge re-affirmed by this process.

The participatory approach to stakeholder analysis takes considerable time and financial

resources but can provide valuable insights.
It isimpossible to determine ahead of time how long a participatory process will take. Mohilisation
of sakeholders and gaining the confidence of groups, especidly those that have been aggrieved, are
critical and the process should not be rushed. As observed in this case, it dlows the consultants and
the groups to understand the needs and issues of each stakeholder group. However, projects have
timelines, and deadlines and budgets are not limitless. Consequently there is an unending quest for
compromise.

Stakeholders have judtifiable concerns that must be aired and addressed even if they appear to
bear little rel ation to the project’ sfocus.
In most resource management processesiit isimportant thet the issues faced by the primary
dakeholders are aired and resolved, even if they are not totaly centrd to the project’ sfocus. This
demondration of interest in the holigtic environment helps condderably to win the confidence of
gakeholders and ultimately gains credibility for the project teem.



Participatory processes are very human-intensive.
It is difficult to quantify time and other resource requirements not taken into account during the
project desgn phase. These indude phone calls, aswell astheinformd and forma mestingsthet al
require a humean face. Unfortunately the participatory processis gill under-vaued compared with
more quantitative work reguiring sophisticated and expengve machinery for which quantifiable
invoicing is more eedly obtained.

Non-organised groups are difficult to engage in these processes.
The jet-skiers were of congderable concern to the users. Unfortunately, they are not an organised
group and it was very difficult to identify a sngleindividua who could presume to spesk on ther
behdf. Congderable mobilisation and information is required to ensure that such groups concerns
areinduded in the discussons

Time lags areinevitable but problematic,
Thereview processis lengthy, and during thistime the impresson is often created that nothing more
isbeing or will be done. This frequently leads to disenchantment on the part of the Sakeholders. It is
useful to factor into the project some additiond resources for the implementation of pilot projects
that can be on-going during the down periods to maintain the interest of key players and to reaffirm
the commitment of the government or leed agency to the continuation of the project.

It isnot always possible or feasible to have all stakeholders represented.
Despite the most thorough and costly attempts to ensure full stakeholder participation, there will
aways be those who come into the process late and complain about being left out. There will dso
be those who choose not to get involved. In addition, there will be those who are inadvertently left
out through lack of information available to the project team.

Accessto, and perceptions of, power and influence directly affect stakeholders interest and

willingness to come to the negotiating table,
Groupsthat percaive tha they have nothing to gain or too much to lose are difficult to engage. In
this case the fishers were aggrieved basad on their previous experience, and much work had to be
done to assure them that their interests would be genuindy represented. On the other hand, the hotel
sector felt reasonably confident of its lobby within the national context and therefore could see little
benefit in invegting the time to attend the meetings.
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