SECTION 2.2 (©) - TOURSMAND CULTURE

Cultural Heritage Conservation and
Tourism for Sustainable Development:
The Saint Lucia National Trust

ST. LUCIA

Introduction

Tourism contributes significantly to the
economic growth and expansion of
Caribbean SIDS. The islands with the
highest per capita income, for instance
the Bahamas and Barbados, have the
largest sectoral contribution to GDP
derived from tourism and related
services.

But there are environmental costs. It is
widely recognised that several large-
scale hotels, located closely to the
shoreline dischargeheavy quantities of
waste. Also, negative social and cultural
consequencessuch as illegal drugs and
prostitution have assumed disturbing
proportions.

There are strenuous efforts on the part
of governments, the private sector,
citizens organisations and hotel
associations to redress those deficienc-
ies. A growing appreciation has emerg-
ed for a redefinition of the tourism
product and the nature of related
activities. In thisregard, a fundamental

shift in the conceptualisation of the
tourism product has been the enhancing
of acultural heritage that iseducational
to both visitors and residents.

Such a radical departure from the
conventional emphasis of “sea, sand,
surf and sex” are being addressed in the
strategic redirections of St. Lucia’s
National Trust. This effort deserves
further reflection and assessment.

Background

The St. Lucia National Trust (SLNT)
emerged in the 1970’sto help conserve
and preserve natural and cultural
heritagesites. The founders of the SLNT
faced a development model which
focused on economic growth with little
or no reference paid to the natural and
cultural environments. An early app-
roach was adopted towards covering
the strengths and dignity of the past.
This approach would serve to trans-
form St. Lucians and Caribbean people
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into creative and resilientcommunities,
contending with the disempowering
force of colonialism and the historical
mode of production extractingsurplus
value for the benefit of the metropoles.
These dual forces occurred within a
national planningcontext, which caused
many natural and cultural sites to be
compromised. The SLNTwas setup to
help conserve the natural and cultural
heritage sites of St. Lucia, and to
promote values which lead to national
pride and love of country. This is
perhaps best captured in the SLNT's
motto: Conservation through Educa-
tion, Appreciationand Protection.

In 1975, after four years of discussions,
the SLNT was established by Parlia-
ment, through Act No. 16 of 1975. The
SLNT was given a mandate, which
remains unique to this day to conserve
the natural and cultural heritage of St.
Lucia through a processwhich includes
research and publication, education,
ownership and management of sites
and properties, and development of
museums. By creating the SLNT, the
artificial divide between the natural and
cultural heritage of a country exempli-
fied by the high specialization of
Ministries and Government Depart-
ments was transcended. Most import-
antly, to completethe holistic approach
needed to conserve the natural and
cultural heritage of St. Lucia, the
jurisdiction of the SLNT was extended
to both the terrestrial and marine
environments.

The distinctivenessof the SLNT is due
to both the configuration of its Council
and its membership, as well as the
development and strategic business
orientation that inform its operations.
The Council of the SLNT comprises
eleven members of which seven are
elected by its membership, two are
nominated by the Government of
St. Lucia every other year, and two by
the Archaeological and Historical
Society, whose members were instru-
mental in the establishmentof the SLNT.
Within the Council, the partnership
between Government and people
allows the elected members to control
64% of the votes. Membership, which
now standscloseto six hundred, isopen
to persons from all walks of life and as
aresult, the SLNT is regarded as a Non-
Government Membership and Non-
Profit Organisation.

An impressivefeatureof the work of the
SLNT was its attempt to analyse critic-
ally and brainstorm the issues relative
to holistic national development and to
educate its membership and the wider
community on the results of its
intellectual reflections.

FactorsInfluencingChange
and Development

There are many factors which are
influencingthe SLNT and will continue
todo soatincreasingmagnitudes in the
future. Encouraging strides have been
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made to have a level of consciousness
among members and the wider public.
A summary of its analysisis presented
with a certain amount of detail, so that
others may readily benefit from the
findings of the strategicreview process
undertakenby the SLNT. Among factors
discussed with its membership are the
following:

1. Globalisation: As the 21st century
approaches, there are many
concerns. St. Lucia, as a young
nation, fightingto maintain its own
in an environment, where global-
isation is the order of the day and
where the international economic
system demonstrates less and less
sympathy for Small Island States, is
asking for an opportunity. Global-
isation can be regarded as an
economic, cultural, social, political,
technological and a psychological
force, striving to create minds that
think alike, have the same aspira-
tions, and accept the paradigm in
use with little critical thought. That
is, globalisationasa force, produces
a ""mass mind-set" and a dim-
inished sense of national pride and
sense of purpose, whilenational self
actualisationisnegated. Thisiswhy
the Trust encourages critical
thinking of the "truths" which are
fed by the economically advanced
countries. In conserving what
representsthe history and traditions
of St. Lucia, the basis for the re-

discovery of past strengths and for
dreaming new visions is main-
tained.

Segmentation: In spite of the at-
tempt by the forces of globalisation
to create the "massmind, society
seemsto be, more and more, break-
ing down into sub-cultures and
interest groups with multiple
agendas. This is a reaction to the
volume of information reaching the
public at an increasing rate; the
phenomenon of “time-space con-
vergence"; the tendency for small
agendas to be easily lost in the
overall scheme of things, and a
fundamental psychologicalneed to
self-actualize segmentation is the
result of a basic need by humans to
participate in creating their future
and to self-determination.The Trust
encourages membersto participate
in designingtheir future with focus
on their communitiesand country,
or else development becomes
meaningless.

The Environment: The cost of cent-
uries of focusing on quantitative
rather than qualitative develop-
ment has resulted in the com-
promise of the environment in
many parts of the earth. Poverty is
still a scourge and a reality in all
countries and unlike affluence, is
only partially responsible for
environmental destruction. It is
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most evident that where there is
poverty, socialjustice is an aberra-
tion, and the environment suffers.
Environmental destruction is a
factor forcing people to think of
sustainability. In St. Lucia, the
smallness of the island makes this
factor even more important as the
negative impacts on the environ-
ment continues unabated.

4. Social Justice:This factor forcesone
to focus on equity in the sense of the
accessibility to opportunities for
sustainable development. This
takes into consideration “inter-
generational equity and inter-
gender equity.” It is this factor
which invariably forces one to focus
on the role different groups play in
the governance of their country,
their level of empowerment, and
the distribution of the benefits of
development. This is one factor
which must be focused on, if there
is to be more spatial equity in
development.

The above factors have persuaded the
SLNT to use strategiescharacterised by
genuine participation of people and
communities. Which can result in,
sharing of benefits, concentrates on the
inextricable lirk between conservation
and the material needs of people and
enablingempowerment. Conservation
has become for the SLNT a way of
approaching development from a more

balanced perspective, in which an
AnthropocentricApproach is replaced
by an Ecosystem Approach in which
human needs are in balance with the
productive and rejuvenative capacities
of ecosystems. The Ecosystem Ap-
proach is based on principles of
sustainable use which promote a
balance between production and use,
equity, national pride, and love of self
and country. These are some of the
principles which are permeating the
planning process at the SLNT as it
approachesthe next millennium.

A Focus on Heritage Tourism for
Sustainable Human Development

The cultural heritage of St. Lucia
constitutesnot only the historical sites,
propertiesand monuments but also the
oral traditions and culture of the island.
The SLNT has realised this and though
not working in documenting oral
traditions, depends heavily on such
organisations as the Folk Research
Centre (FRC) in understanding those
traditionsand valueswhich have served
as a force in the development of
St. Lucia. More than anything else, the
SLNT has realised that real change
comes from understanding the culture
and working with people to bridge the
gap between what people espouse and
what they do.

There are five imperatives which the
SLNT identified in developing a
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’System of Protected Areas for Saint
Lucia. Theseare:

(i) Poverty is intolerable and that
its causes must be addressed.

(ii) Presentand future generations
have a fundamental right to a
better quality of life, which
involves the satisfaction of
economic, social, cultural, and
spiritual needs and aspirations.

(iii) Forward planning is critical to
development.

(iv) The collective good supersedes
the interest of the individual
and

(v) Privateproperty isnot absolute,
asocial mortgage existsonsuch

property.

Based on these imperatives and the
factors discussed previously, the
St. LuciaNational Trust’s strategies for
consewing, developing and managing
the cultural resources of St. Lucia for
heritage tourism and sustainable
development are as follows:

1. Community Empowerment: The
SLNT has defined one of its four
programme areas (Institutional
Development) to include strength-
ening the capacity and capability of
CBOs to participate in decision
making and management of sites
and properties. This is being
achieved through the design of
projects for funding and imple-
mentation together with comm-

unities and stakeholders, by train-
ing and skills transference and by
developingmechanismswhichwill
ensure a transfer of benefits to
communities. The SLNT has also
focused on facilitation as a skill to
help provoke critical thought
between “espoused values” and
"valuesin use.”

The fundamental goal of such a
strategy is to persuade communities
to realise that by coming together
to decide on their future, a signi-
ficant impact can be made and
policy makers will listen. A good
example is that of the Praslin/
Mamiku Communitieswhere after
four years of work, the Prime
Minister of St. Lucia responded to
their requests to sit and talk about
their needs. Effective community
empowerment is a necessary anti-
dote to the negative influence of
globalisation.

Research, Documentation and
Publication: The SLNT sees
research as a critical part of all
conservation work. One cannot
know how to conserve without
knowing what exists. Inventorising
is therefore fundamental to the
SLNT’s work. Discovering the
visibleexamplesof Pre-Columbian,
European and African culture and
natural sites are the first steps in a
conservationprogramme. Research
also include determining “the
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carrying capacity” of sites in order
to develop guidelines for their
protection and sustainable use.
Researchisregarded as the basis for
sound decision making and policy
development. This is an area the
SLNT intends to develop much
more than at present.

Institutional Collaboration: In a
complex area such as the manage-
ment of cultural and natural herit-
age resources, the SLNT cannot
achieve a high level of success
without collaboratingwith numer-
ous organisations at all levels. The
SLNT works closely with several
Government, Non-Government
and Community Based Organisa-
tions. Forexample, towardshelping
private owners of natural and
culturalheritage sites, the SLNThas
joined with the St. Lucia Tourist
Board (SLTB), the Ministry of
Finance and Planning, the Forestry
Department, Fisheries Department
and several local property owners
in establishingthe Nature Heritage
Tourism Council (NHTC). This
Councilisworking towards greater
equity in the tourism industry.
Through this strategy, the SLNT
recognises its own limitations and
strengths, the strengths of other
organisations and the truism that
purposeful developmentisashared
responsibilityof many, enjoined by
acommon vision.

4.

5.

Public Awareness and Educa-
tion: The SLNT has realised the
need to continuously educate the
many ”publics”with the singlegoal
of changing values and thus,
affecting behaviour. Though it is
felt by many that the SLNT needs
to augment programming in this
area, much has been achieved. The
SLNT has programmes for children
and the youth. There are plans to
target the adults through interactive
programmes at sites and by
specially designed programmes.
The use of formal and informal
means are continuously being
explored.

Land Stewardship: Beginning with
the reality that most cultural and
natural sites in St. Lucia are on
private property, the SLNT is
working with landowners in pro-
tecting and developing their sites.
This programme will require the
formalization of land stewardship
tools such as management agree-
ments, conservation easements,
leasehold arrangementsand appro-
priate incentives for landowners.
Through such an approach, it is
expected that a substantial part of
the nation’s natural and cultural
heritage resources will be protected.
In particular, in doing so economic
benefits can accrue to the owners
through nature/heritage tourism.
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6. Policy: The Trust is continuously
lobbying for the development of
land use and zoning plans for
St. Lucia, and is alsoin the process
of developing a National Archi-
tectural Heritage Policy, which will
preservebuildingsand structuresof
outstanding architectural and
historicmerit. This involves setting
up aregistry of buildings and sites,
public education, and an appro-
priate incentives regime for pro-
perty owners. It is the hope that
privately listed buildings will be
open for visitation by locals and
tourists.

7. Lobbying/Networking: Informal
networkingand lobbying for policy
changes are also part of the
strategiesused by the SLNT. These
are increasingly done through the
membership based in strategic
places who have strategic roles in
national, regional and hemispheric
organisations. Throughthis process
the SLNT is able to promote its
philosophy and policies in an
effective manner.

8. Marketing and Promotions: The
SLNT alsoseesits role as promoting
sitesand propertiesfor visitationby
locals and tourists. Itisinsodoing,
that greater opportunities for
economic benefits are provided.
Joint marketing of parts of the
countrywith the SLTBis a strategy
the SLNT will examine in the near
future.

9. Legislation: Legislationisregarded
as a useful tool for assisting in the
conservation and management of
sites of heritage value. It however,
must be subject to continuous re-
view as experiences give way to
new and more effective ways of
achieving desired goals.

All of these strategies are only effective
in each case depending onhow they are
used creatively. That means, under-
standing all situations on their own
merit and designing strategies accord-
ingly. There isno uniform approach to
culturalheritage conservation,develop-
ment and management, as the variables
change from case to case.

The SLNT is not a tourism promotion
agency, as commonly undertaken by a
Tourist Board. Rather, it serves to
educate society and potential clients,
both local and foreign of the natural
history and culture of St. Lucia and the
Caribbean so that heritage tourism can
offer both aesthetic and economic
benefits to providers and users. The
mission of the SLNT is to conserve that
which represents the natural and
cultural heritage of St. Lucia. Cultural
tourism is regarded as a means of
transforming natural and cultural
heritage assetsinto use-value which can
contribute in an economic way to
sustainable livelihoodsfor the people of
St. Lucia.
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Lessons Learned

Within the last twenty-three years of
operations, the SLNT has learnt a
number of lessonswhich are instructive
in the way natural and cultural resource
conservation can be undertaken.
Among these lessons are the following:

1.

Planning must be influenced in
a profound manner by the
principles of social justice and
equity: Successfulconservation
isdevelopmentwork that isnot
about freezing natural and
cultural assets for the benefit of
future generations. Rather, it is
about finding creative ways to
meet the needs of present
generations without com-
promising the ability of future
generations to meet theirs.
Planners and decision takers
must therefore seek to ensure
that there is equity in the access
to opportunities for develop-
ment and benefits which arise.
Mechanisms must also be
found and deliberately in-
corporated into planning and
management processes to
ensure that equal access to the
fruits of development is
available.

Development is a process inwhich
people work together to create their
future(s): In all fieldstoday, not
excluding the field of nature/

heritage tourism, partnerships
must be developed and nurtur-
ed in ordertobe successful. No
one organisation has the entire
knowledge base, skills and
resources to make the kind of
impact required to challenge
the paradigm in use and to
bring about desired changes. If
development is about people
and how they utilise their
resources to transform their
lives, then people must partici-
pate in creatingtheir futures or
else development becomes
meaningless.

It has been found at sites along
the south-east coast, east-
central coast and south-west
coast of St. Lucia, that people
who are given the opportunity
to engage in creating their
future, take the opportunity to
do so. But such initiatives
require a process which can
empower and institutionalise
participation so that a devolu-
tion of authority from tradi-
tional centralised forms, be-
come a norm of community
organisation and management.

In a world where grant funds
available for conservation and
developmentwork is becoming
more difficult to source, the
SLNThas increasingly begun to
find ways of exploiting the
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‘use-value' of sites to generate
surpluses for managementand
developmentwork. Noting that
not all sites can generate a
surplus and several may have
to be subsidised, the potential
for generating surpluses from
certain sites must be exploited
sustainably, i.e., within the
carrying capacity of these sites.
There are limits in this app-
roach as the business element
in such an approach may be
compromisedwhen sites are in
danger of being destroyed.
Cultural heritage tourism can
fit under the rubric of an 'Eco-
business' once the focus is on
communities, equity, and part-
icipation.

Research and Information Man-
agement is the basis for any
sustainable development initiative
likeNaturaland CulturalHeritage
Tourism: The development and
successful management of
natural and cultural heritage
sites require a considerable
amount of market and site
information. Site information
generated must be managed
properly and used effectively
for decision making. Market
informationon the other hand,
can be sourced through a
national organisation such as
the St. Lucia Tourist Board
which is directly responsible for

this matter. Even withinnatural
and cultural heritage tourism,
there are specific recreational
activitiessuchasbird watching,
snorkelling and diving, arch-
aeological and historic sites,
and experiential cultural holi-
days when visitors live in rural
environments. To understand
and promote these activities as
appealing, educational research
and effective marketing are
required.

Education programmes are not
public awarenessprogrammes and
must aim at challenging the
existing values base and creating
opportunities to vision alter-
natives: In order to create
transformations in thought and
deeds, public awareness is
inadequate. What is required
is an education programme
which challenges the existing
""thought-base,"* enhances crit-
ical thought, and introduces
experienceswhich catalyse the
visioning of alternatives. That
cultural policy will have a
positive effect ondevelopment.
Any education programme
must therefore have theoretical
and practical components
complemented by action which
brings about positive changes
and results in tangible and
intangiblebenefits.
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6.

Membership is the life-line of
the St. Lucia National Trust: For
the effective development and
management of sites and
properties, alarge support base
is required. A well developed
and managed membership
gives the lobby-power, pro-
vides the communications
nexus for information, and
supports the work of the
organisation in numerous
ways. A well developed and
action-oriented membership
confers influence on an organ-
isation which is frequently
required to counter initiatives
which will compromise en-
vironmental and cultural
integrity. The SLNT has realised
the power of membership and
has began vigorous efforts to-
wards developing its member-
ship.

Cultural and Natural Heritage
Tourism must maintain strong
community links in order to
remain genuine: Cultural and
Natural Heritage tourism
projects must be small to
medium in scale and must be
introduced and/or grow out of
genuine community participa-
tion in which mechanisms are
put in place to ensure that
benefits are shared among
communities. Failing this,
tourism projects become little

more than “mass-tourism”
with a nature heritage tourism
label. There is also a major
difference between the use of
natural and cultural heritage
sites by visitors and a natural
and cultural heritage tourism
destination. Unfortunately, the
trend in St. Lucia is towards the
provision of nature heritage
tourism sites to help diversify
the tourism product and not
towards the creation of a
genuine natural and cultural
heritage tourism.

8. In Turbulent Environments™
where change is ubiquitous, a
“LearningOrganisation‘“must be
created to be successful: To be
continuously successful, an
organizationalculture which is
responsive, anticipatory and
promotes learning is required.
Employees must be well train-
ed and there must be “a re-
dundancy of functions” to
enable flexibility and capital-
ising on opportunities which
arise, i.e., opportunities in all
areas including natural and
cultural heritage tourism.

Towardsthe Future
The SLNT engaged in a strategic

planning process. The purpose of this
process was to bring the organisation
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through a reflective period during
which the mission and vision of the
SLNT was redefined. Among the act-
ivities which the SLNTwas engaged in,
was the completion of a Management
Audit and a Perceptions and Expect-
ations Study. The SLNT completed a
Major Trends Symposium which
allowed for the identification of social,
economic, cultural, and political forces
at work in St. Lucia, the Caribbean and
the World.

Once the strategic issues, direction,
mission and vision were determined,
the SLNT expectstoconveneafinancing
workshop and a major review of its
enablinglegislation and Statutory Rules
and Regulations. The financing work-
shop will help to develop creative
means of financing the SLNT’s pro-
gramming while the amendments
expected through a statutory review
will incorporate the new directions
identified for the SLNT in fulfilling its
mission and moving towards its vision.

The SLNT is in the process of creating
its future in the present and preparing
formore effective and efficient impacts
in what has been referred to as
“turbulentenvironments.” The success,
to date, points to the manner in which
an indigenous organisationhas made a
”paradigm-shift” in practice. The

leadership of the Trust has turned
around atraditionallyconservation and
preservation activity, in relation to the
cultural heritage of society and given it
a wider understanding of the environ-
ment and development, inways thatare
strategic, sustainable and aesthetically
enriching.

Recommendations

The work of this premier Caribbean
institution is worthy of emulation
by other SIDS. It is recommended
that capacity building among SIDS
can be enhanced by donor support
of opportunities for study tours and
work attachments by staff from
other developing country institu-
tions attempting sirnilar develop-
ment pathways as the SLNT.

Further indepth analyses of the
progress of the SLNT every two to
three years will continue to generate
important lessons on alternative
development strategies for sharing
with other developing countries. It
is therefore recommended that
donor support for this continuous
assessment processbe enlistedtobe
undertaken in collaboration with
the SLNT.

"This is a premier planning document in St. Lucia which was prepared and published by the SLNT for the
conservation and management of natural and cultural heritage sites. It is widely used by Government and

Non-Government agencies in St. Lucia. ~
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