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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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1.YouTube video (2023) Artificial Reef activities of COAST FISH project in Laborie, Saint Lucia
(https://www.youtube.com/watch?v=4KyQ2qAa2KI)
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Tool Title

Co-management momentum catalyzed by habitat Interventions | Tool No. | A-3

Country

Saint Lucia and Grenada

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

The COAST FISH Project promoted collaborative fisheries resources co-management between
governments and communities in Soufriére and Laborie Districts of Saint Lucia, and Saint George
Parish in Grenada. The installation of artificial reefs served as a catalyst for co-management,
fostering cooperation between fishers and government authorities. These reefs, designed and
deployed primarily by local residents, became visible symbols of ecological recovery, encouraging
fishers to actively engage in co-management activities and paving the way for future establishment
of managed areas.

Background

In the Caribbean region, sustainable resource management has been challenged by declining
coastal resources, competition between fishers and tourism operators, and limited trust between
fishers and government agencies. Open-access fisheries are common, and many fishers prefer
individual operations, making it difficult to introduce co-management concepts. In response, the
COAST FISH Project piloted the installation of artificial reefs as a catalyst to stimulate fisher
interest and participation. In Soufriére and Laborie Districts of Saint Lucia, and Saint George
Parish in Grenada, the project aimed to build co-management frameworks by visually

Innovative
ideas and tips

demonstrating the ecological benefits of artificial reefs.

. Artificial reefs were designed using locally available materials and installed by fishers
themselves, fostering a sense of ownership and responsibility while encouraging interest in
co-management.

Visual evidence of ecological recovery - shared through images, videos, and fisher-led
presentations - helped deepen understanding and motivate participation.

Collaboration with NGOs, universities, and other stakeholders promoted scientific
monitoring and increased trust in the long-term viability of co-management efforts.

Implementation
Process

1. Consultation with Fishers and Collection of Activity Proposals: Prior to reef installation,
consultations were held with fishers at each site. Fishers expressed concerns about resource
depletion and habitat degradation, and proposed concrete activities for resource recovery.
These inputs informed the design of co-management pilot activities centered on artificial reef
deployment.

2. Design and Installation of Artificial Reefs: To ensure fishers could install the structures
themselves, low-cost artificial reefs were designed using locally available materials such as
discarded conch shells. Since 2021, reefs have been installed in Soufriére and Laborie Districts
of Saint Lucia, and Saint George Parish in Grenada, with active fisher participation.

3. Verification of Reef Effects and Community Workshops: Following installation, juvenile
lobsters and reef fish were observed around the reefs. Starting around 2023, multiple
workshops were held involving fishers, government officials, and NGOs. Visual materials
such as photos and videos were used to share reef effects, and fishers presented their
observations, which enhanced their understanding and motivation. Discussions included no-
ﬂshmg zones and the placement of marker buoys.

Soufriére District, Saint Lucia: Dialogue began among fishers, the Department of
Fisheries, and the Soufriére Marine Management Association Inc. (SMMA) through reef
and coral restoration activities. These efforts helped reduce friction and build cooperative
relationships. Fishers initiated monitoring and management planning. SMMA used its
own funds and installed six artificial reefs of the same design and monitoring was
initiated by SMMA rangers.

Laborie District, Saint Lucia: The Laborie Fishers and Consumers Cooperative has
been working with the Department of Fisheries to designate a Marine Management Area
(MMA) and the artificial reefs were deployed in the area. The Department expressed
intent to formalize the area as a MMA, and coordination with the Marine Police was
initiated (Reference 1).

Saint George Parish, Grenada: In 2023 and 2024, a total of six artificial reefs were
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deployed across three sites near the Calliste fishing port. The installation and monitoring
activities were carried out collaboratively by the Fisheries Division, local fishers, and St.
George’s University, with scientific documentation and analysis of biological
aggregation. A Memorandum of Understanding (MoU) is expected to be signed between
the Fisheries Division and St. George’s University to formalize ongoing monitoring
efforts.
4. Formation and Institutionalization of Management Zones: Across all sites, workshops led
to proposals for voluntary fishing restrictions, marker buoy placement, and so forth. These
initiatives are ongoing and some of them aim to formalize management zones.

Key
Achievements

Through reef installation, fishers were able to visually confirm signs of resource recovery, which
increased their interest and willingness to participate in co-management. This had a positive ripple
effect on discussions around the proposed establishment of an MMA in Laborie District of Saint
Lucia, where deliberations became more active. In Soufriere District, the SMMA independently
installed artificial reefs, indicating that the initiative is beginning to expand beyond the scope of
the original project. In Grenada, fishers observed new ecosystem formation and proposed further
reef deployment, indicating potential for expansion. These outcomes demonstrate that artificial
reefs function not only as physical structures but also as catalysts for behavioral change and
collaborative governance.

Challenges

While momentum for co-management is growing, institutionalization requires time and sustained
dialogue. In Laborie District of Saint Luicia, progress is being made toward the establishment of
an MMA. However, further efforts are needed to develop a permanent coordination mechanism
and to strengthen outreach and public awareness activities. In Soufriere District of Saint Lucia,
trust-building among stakeholders, such as fishers, tourism operators, and SMMA, is essential,
and institutionalizing collaborative frameworks will require further effort. In Grenada, reef
installation has progressed, but continuity in monitoring and fisher-led management remains a
challenge. Physical risks such as reef damage also require proactive mitigation measures,
alongside the clear delineation of responsibilities for ongoing maintenance and management.
Overall, building mechanisms to transform cooperation into sustainable governance systems is a

Lessons
Learned

key priority.

. Artificial reefs are effective tools for motivating co-management by providing visible
evidence of resource recovery. Particularly in open-access fisheries, tangible results are more
compelling than abstract concepts of co-management.

When fishers are directly involved in reef installation and management, a sense of ownership
and responsibility emerges, strengthening collaboration with authorities.

To evolve artificial reef-based activities into institutionalized co-management, regular
dialogue, monitoring, and outreach among fishers, the tourism sector, government agencies,
NGOs, universities and so forth are essential. More than physical structures, artificial reefs
serve as catalysts for creating spaces of social cooperation.
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