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The “Case Profile from the Tool Sheet” outlines the case example that informed the creation of the tool sheet, summarizing its
background, innovative ideas and tips, implementation process, key achievements, challenges, lessons learned, and relevant references
in a concise manner. The English version follows the Japanese text.
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Invasive species control through fun community events
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1.YouTube video of the Saint Lucia Government (2023) SRDF Continues to Collaborate for the
Holistic Development of Soufriere (https://www.youtube.com/watch?v=]-9fNKhUUtI)
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Tool Title

Invasive species control through fun community events | ToolNo. | A-7

Country

Saint Lucia

Case

JICA Technical Cooperation Project “The Project for Strengthening Sustainable Use and
Management of Coastal Fisheries Resource in the CARICOM Countries (COAST FISH)” (2020-
2026)

Summary

In Soufri¢re and Laborie Districts of Saint Lucia, lionfish tournaments and cooking demo/tasting
events were held to promote the removal of invasive alien species. Government agencies, local
NGOs, tourism operators, and fishers collaborated to create a space for enjoyable participation -
particularly bridging the divide between tourism and fisheries sectors. These events helped shift
public perception and served as a dual-purpose initiative for both ecological control and culinary
promotion.

Background

As in other Caribbean nations, the spread of alien lionfish along the coast of Saint Lucia has
disrupted the marine ecosystem by preying on native fish and crustaceans. Many local residents
avoided catching lionfish due to misconceptions such as “it’s poisonous” or “it doesn’t taste good.”
While lionfish removal events had already been conducted by tourism operators, they were
primarily attended by recreational divers and did not engage local communities or fishers.
Meanwhile, longstanding tensions between tourism operators and fishers over marine space and
resource allocation have limited opportunities for collaboration. In response, joint initiatives
involving both sectors were piloted to promote lionfish removal and foster cooperation.

Innovative
ideas and tips

By framing invasive species removal as a fun and educational community event, a space was
created where fishers and tourism operators could collaborate despite conflicting interests.
Leveraging the fact that lionfish happen to be suitable for consumption, cooking
demonstrations and tasting sessions helped dispel misconceptions and expand local seafood
culture, adding economic and cultural value to removal efforts.

Implementation
Process

1. Planning and Coordination: Preparations were made to hold lionfish tournaments and
tasting events in Soufriére and Laborie Districts. In Soufriere District, the Department of
Fisheries and the Soufriére Marine Management Association Inc. (SMMA) co-hosted the
event, while in Laborie, the town council and fishers’ cooperative provided support. To ensure
fairness and reduce friction - given that well-equipped divers had advantages over small-scale
fishers -the event was divided into two categories: a diver division and a fisher division.

2. Awards and Outreach: Various awards were prepared for the participants. Prizes were
provided by SMMA and the Soufriére Regional Development Foundation, while Laborie
offered product vouchers through the fishers’ cooperative. Regional collaboration was realized
through TV and radio coverage, equipment giveaways by local companies, dive shops and
schools. Recognizing fishers’ reluctance to join tourism-led events, the COAST FISH project
supported the two-division arrangement and provided gear to fishers to encourage their
participation.

3. Events in Soufriére District: The first event was held at the public market, with 26 divers
participating and over 90 kg of lionfish removed. In the afternoon, a cooking demonstration
and tasting session were held, and many residents who tried lionfish for the first time
responded, “I thought it was poisonous, but I never expected it to taste this good.” The second
event, aligned with a fisher event day, resulted in 137.4 kg of lionfish removed. Steamed
lionfish wrapped in foil was introduced, and 80% of participants said they would purchase
lionfish if it were sold (Reference 1).

4. Events in Laborie District: Inspired by Soufriére’s success, Laborie held a fisher-led
tournament with seven participants removing about 60 kg of lionfish. Prizes included fishing
gear and fuel vouchers. Local fishers prepared coconut-crusted fried lionfish and foil-steamed
dishes. Their voluntary participation and the community’s strong interest were evident.

5. Multi-Stakeholder Collaboration: The events involved government agencies, local NGOs,
tourism operators, fishers, schools, and businesses.

Key
Achievements

The events served as a novel approach to simultaneously promote lionfish removal and culinary
use. Collaboration among government, NGOs, tourism operators, and fishers created a shared
space for action, helping to improve relationships in coastal resource management. Misconceptions
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such as “it’s poisonous” or “it’s not tasty” were dispelled, and many first-time tasters expressed
interest in eating lionfish again. Discussions around fillet sales and pricing emerged, suggesting
potential for market development.

Challenges

Despite positive reception, limited participation from fishers remains a challenge in Soufriere. This
is due to fishers’ distrust toward the event organizers and persistent tensions with tourism
operators. Concerns over tourism’s dominance in marine space and resource allocation underlie
this reluctance. Fishers’ participation also faced logistical barriers such as offshore fishing during
peak tourism season, equipment shortages, and religious observances. In areas with limited prize
funding, alternative incentives are needed, and support for young or new fishers is essential. The
events should be positioned as preliminary surveys aligned with scientific resource management.
For continued implementation, the commitment of local institutions to actively organize events
and secure necessary funding is essential. Furthermore, during the event, it is necessary to
strengthen the educational component by preparing posters, brochures, and audiovisual materials,
in order to effectively raise community awareness about the harmful nature of lionfish.

Lessons
Learned

Framing invasive species removal as a “fun community event” can foster public interest and
behavioral change.

Joint participation by tourism operators and fishers - often divided by competing interests -
holds symbolic significance in conflict-prone regions.

Neutral facilitation by government agencies and local NGOs helped build trust and
cooperation.

Dividing the event into separate categories and providing gear support to fishers ensured
fairness and reduced friction among stakeholders.

Cooking demonstrations and tastings dispelled misconceptions and highlighted the culinary
value of unfamiliar alien species.

To maximize impact, such events should be sustained through education, regular
implementation, and integration with science-based management and community
engagement.
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