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Co-management Defined

There is considerable confusion in development literature on the application of “co-management” concepts and terminology to specific development processes. For the purposes of this report, we will use a simple notion that for the development of Oil Nut Bay, there are a variety of factors that suggest a need for direct involvement and cooperation between public and private actors to achieve sustainable development
.

As the British Virgin Islands continue to develop, and as the finite number of developable properties fills up, public concerns about the development of major properties becomes more active. When major sites such as the 400-acre Pajaros Point peninsula combine a variety of unduplicated environmental features with development proposals for previously untouched areas, that concern will be more acute.

To address the reality of widespread potential public concerns, and to complement the expressed interests of the private owners for the least intrusive possible development, it is recommended that the proposed Oil Nut Bay development commit to a co-management strategy for public-private cooperation and continuous consultation in the course of implementing the development. The purpose of this paper is to present a framework for setting up the terms of reference for that co-management process. It should be understood that this is a prescription for a dynamic process, not a defined end-point.

Public Interests

The public interests in development of Oil Nut Bay include:

· The preservation of national, regional and globally significant natural features of the property and nearshore areas;

· The preservation of local livelihoods dependent on the natural features of the area—specifically, fishing.

· Monitoring, assessing and reporting on the condition and future changes in the site;

· The keystone position of Oil Nut Bay in the high priority proposed North Sound Park for the British Virgin Islands;

· Consistent and continuous dialogue with the owners, developers and future property holders in the area being developed.

The public sector interests are concerned primarily with the knowledge base that Oil Nut Bay represents, and in making that knowledge available and useful to both the public-at-large, and to the private stakeholders in Oil Nut Bay.

Preservation 

Details of the preservation priorities for Oil Nut Bay will arise from the Environmental Assessment and subsequent activities and investigations that will arise from the co-management process itself. These issues, however, are already identified in broad brush strokes by documents going back several years, even generations. The co-management process will continually change, in response to changing knowledge and conditions. Priorities are especially likely to change in the aftermath of hurricanes, other disasters, and after periods of rapid change, such as major development phases.

Salt Pond behind Oil Nut Bay

The Oil Nut Bay salt pond is of great interest for its importance as habitat and a source of biodiversity for the area. It is especially important in support of the multitude of nesting birds and migratory species who use Oil Nut Bay for feeding and rest. 

The salt pond is critical, however, because of the services it provides in buffering the nearshore reefs on the north and west side of the Oil Nut Bay peninsula from material flowing from the Oil Nut Bay watershed, which are certain to increase with the development of the island.

Fringing Mangrove

The fringing mangrove serves a buffering function similar to the salt pond for the northern shoreline of the island. The mangrove will be at considerable risk because development will require 

· the construction of a road or trail along the northern coast of the island, and 

· the cutting of several crossing tracks or docks to provide water access for the “Boat House” development sites, and the major staging area for the entire development. 

Shallow Water Reef and Seagrass Beds in Oil Nut Bay

The principal investigator for the Environmental Assessment has declared that the shallow water reef and adjacent sea grass beds in Oil Nut are the best of their kind that he has seen in 27 years of diving in the British Virgin Islands. Given the loss of so many other fringing reefs throughout the territory, protection of this area should remain a major public concern. 

This will be a major challenge, however, because the area is immediately adjacent to most of the early development that will take place including road and dock construction, staging areas, home sites, and anchoring and mooring areas. Furthermore, the shallow water reef and seagrass organisms are very sensitive to silt and sediment and to physical disturbances from boat and barge groundings, anchoring and dredging.

Sea Bird Nesting Sites

The steep windward sides of the island, including the shore leading northeast from Oil Nut Bay to Pajaros Point, serve as sea bird nesting sites for several species—some of which may be locally or regionally endangered. Access to these areas, even by island residents, may need to be restricted seasonally or on a geographic basis.

Unique Natural Communities and Ecosystems

The extreme wind and aridity of this relatively isolated, most eastern point of the Virgin Islands holds promise that the micro-ecoregions of the peninsula may harbor truly unique conditions that should be especially protected and preserved. This issue does not need to be resolved immediately, but continuing research and investigation of the natural features of Oil Nut Bay and environs should remain part of the public sector interest in the area. 

Livelihoods of Fishermen

Maintenance and support of traditional Virgin Islands livelihoods for fishermen is a broadly shared value in the BVI, and especially in North Sound. Although development of Oil Nut Bay may infringe on these practices in small ways, with due regard for support of alternative, allied occupations such as bonefishing guides or nature guides, it should be possible to support the maintenance of these resource-based coastal livelihoods.

Archeology

Little is known directly of the historic or prehistoric human activities in Oil Nut Bay. Investigation of these issues—even incorporating activities such as trial archeological digs in the co-management activities—will be studied in the course of the strategy planning process sketched at the end of this report.

Environmental Monitoring, Assessment and Reporting

In order to know what it is doing with regard to preservation and the sustainable development of Oil Nut Bay, the public sector needs to systematically collect and report on information about the areas involved. Given the unique conditions of the point, and a history which has actually provided considerable background information (see the reference sections of the various reports), cataloguing and periodically reporting on trends in environmental conditions will be an important on-going public function.

This monitoring and assessment process will be especially important as the public sector actualizes long-standing plans for the North Sound National Park.

Proposed North Sound Park

At the present time Prickly Pear Island and Gorda Peak are the only national parklands in the northern part of Virgin Gorda. Since 1980, however, the National Parks Trust has had a proposal for a major North Sound Park which would include all of the area north of Gorda Peak, all of the North and Eustatia Sound cays and reefs, extending to Mountain Point in the west. 

This proposal has three major public sector implications for Oil Nut Bay
:

· Research and data gathering should be done in the context of the larger planned park;

· Reporting and record keeping should account for the larger development; and

· The lead public sector manager for co-management of Oil Nut Bay should logically be the National Parks Trust— if only because of its role as protected area manager for the Territory.

Public Sector Stakeholder Groups

As mentioned above, the BVI National Parks Trust has a major stake in the Co-management Strategy. There are, however, several added public sector agencies and institutions which must have a role in this process. These include:

· The Ministry of Natural Resources and Labor, Department of Fisheries and Conservation;

· The Development Planning Unit;

· Town and Country Planning;

· Utility services and local government services

· H. Lavity Stoutt Community College, local and international NGOs and other third-party organizations.

As a para-statal organization, the National Parks Trust offers the possibility of being more flexible and independent than most government agencies, which could be a distinct advantage in co-management programme institution.

Private Interests

The private interests of the owners for the development of Oil Nut Bay include:

· The development of an Oil Nut Bay community that meets human needs and seeks to preserve the valuable natural features of the peninsula;

· The development of a sustainable infrastructure to provide services and amenities to the new residents of the area;

· Publicity for the special value-creating features of the development, which increasingly will be seen to include the co-management structure and process;

· Consistent and continuous dialogue with government and other stakeholders.

The interests of the private owners and developers of Oil Nut Bay are most directly involved with the physical conditions of the island and carefully implemented changes in those conditions.

Note that private stakeholders outside of the Oil Nut Bay property may have a significant role in the Co-management Strategy planning. For example, trails or guide services on land and in the near-coastal waters of Oil Nut Bay may be designed to server guests at other facilities such as Bitter End and Biras Creek. Naturally these facilities could become revenue-generating activities that would affect the 

Property Development

Private interests in Oil Nut Bay are first of all concerned with the major activities associated with making the site an attractive home and investment for new residents. Some of these activities include:

· Size, siting and protection of homeowners’ lots;

· Housing sites;

· Docks or other means of access to the water;

· Terrain- and site-friendly house and public facility design

· Control of construction and other development impacts.

Infrastructure

The owner/developers of Oil Nut Bay have a special concern for several major infrastructure items that are so important that they can make or break the success of the entire development programme. These discussed in depth elsewhere; they are simply mentioned here, to link them to the public sector concerns outlined above

· Marine Transport and Staging

· Roads

· Community Docks

· Water and Power

· Reliability

· Inobtrusiveness

· Risk Management for Fuels and Catastrophic Failure

Attractive, Natural Environment 

The private owners and developers of Oil Nut Bay are committed to sustainable and appropriate development that will maintain and restore natural conditions for the peninsula. Among the most important steps being considered is a control programme for the sheep and goats which currently impact all of the vegetative communities on the peninsula. 

Working through the monitoring processes of the Co-management Strategy, the developers should receive regular reports on the changes in the environment which are occurring as a result of the control program, and the Co-management team should assess the possibility and desirability for additional control measures for other invasive species, such as rats or plant species.

Sustainability

The owner/developers of the Oil Nut Bay site and other private sector stakeholders in North Sound are committed to sustainability, perhaps to a degree not seen in ordinary real estate developments. This special concern for sustainability seems to be the combined result of ownership by committed local residents and an evolving awareness by private and public sector interests in the British Virgin Islands that they really do have special resources which cannot be replaced if they are not developed well.

Lead Private Manager

We emphasize that this project calls for the cooperation of two active managers. The circle of private sector stakeholders in the Oil Nut Bay may be broader than is usually assumed. The owner/developer will take the lead, but others who need to be consulted/involved/considered in this process include 

· Investors in Oil Nut Bay;

· Employees and their families;

· Adjacent property owners (especially Biras Creek);

· Service businesses for Oil Nut Bay and North Sound in general;

· Residents of North Sound, Virgin Gorda and the BVI;

· Offshore residents born in the VI;

· Tourists—past, current, future and returning.

Proposed Co-Management Strategy Framework

The needs and resources sketched above provide a quick guide for the Co-Management Strategy Framework:

The following table outlines the major steps to provide a sequence of actions leading to a formal Memorandum of Understanding which should govern the co-management process for a two-year trial period.

	Activity
	Input
	Deadline 
(from now)
	Output

	
	
	
	

	Organizing Meeting
	Draft Letter of Commitment to Co-Management
	2 Months
	Agreement on Lead Managers, operating procedures, schedule, shared cost distribution, communications

Signed Letter-of-Commitment

	
	
	
	

	Study of Micro Eco-regions and possible Archeological Sites
	Expert Studies 
(may be desk or field work or both)
	3-4 Months

	Studies of:

· Fringing Reefs and Seagrass

· Fringing Mangrove

· Vegetative Communities

· Bird Nesting

· Archeological Possibilities

· Other

	
	
	
	

	ID and Map Critical Micro-Ecoregions
	Expert Consensus Experts for NPT
	4 months
	Mapped Sites of Special Concern

	
	
	
	

	ID and Map Development Sites
	[Product of environmental assessment?]
	4 months
	Map of Long-term Development Activities

	
	
	
	

	Adjust Sites of Special Concern and LT Development
	Overlay two maps
	5-6 months
	Unified map of proposed developments and zones of protection

	
	
	
	

	Sketch Uses of Protected Zones and Sites of Interest
	Map and Expert Input
	7-9 Months
	General Uses by Season and Investments Needed

	
	
	
	

	Financing Options for Co-Management
	Staff Reports by Lead Management Groups
	10 Months
	Sustainability Plan for Co-Management

	
	
	
	

	Finalization of Two-Year Co-Management Plan
	Draft Co-Management Plan
	12 Months
	Signed Co-Management Strategy

	
	
	
	

	Review
	Expert Report
	24 and 32 Month
	Co-Management Review Meeting Report

	
	
	
	

	Update/Rewrite/Extend
	Staff Report from Lead Managers
	36 Months
	Revised 2- or 5-Year Co-Management Plan


� Specifically, this discussion does not address those elements of “co-management” processes which are frequently used to describe participatory, community-based management of specific resources which frequently have been the historic responsibility of a particular local community.


� The planned park also implies higher commercial values for the Oil Nut Bay development because to the outside investor assumes restrictions on other developments.


� Micro Eco-regions Studies may depend on seasonal factors, such as bird nesting—therefore timing of studies may need to be adjusted from this proposal.
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