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Credits

This case dudy is one of the products of a research project entitled “ Synthesizing the
Caibbean experience in dakeholder andyss for participatory naurd resource
management”. The project conggted 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 case;
- the convening, in collaboration with the Jamaica Conservation and Deve opment
Trug, in April 2000, of afour-day seminar to present and anayse the cases, to
identify common themes and concepts rdated to sakeholder gpproachesin the
Caribbean, and to develop sdected principles and skills relevant to the Caribbean
context;
- the preparaion of a publication presenting the results of the andysisin the form of
guiddinesfor Caribbean practitioners, the Six case sudies, and an annotated

bibliogrgphy.

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

The Environmenta Foundation of Jamai caprovided additiond support for the preparation
of this sudy on the Negril Environmenta Pratection Plan.
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1. Background and project description

Devdoping an Environmenta Protection Plan for the Negril Environmentd Protection Area (EPA) was
one of the firgt activities of the Negril Area Environmenta Protection Trust (NEPT). The participatory
planning process used by NEPT to develop the Negril Environmenta Protection Plan in 1995 (updated
in 1997) will be described with respect to the stakeholder identification and andyss thet was involved.

Negril, located on the west coagt of Jamaica, istheidand' sthird largest tourist resort and is reputed to
generate more income than ether of the other two mgor resort areas, Ocho Rios and Montego Bay.
Unlike the other two resorts, this destination grew out of the “dternative’ vacation experience of the
1960'sin which hippies camped on the beach and later in rugtic accommodations hosted by fisher
families

In the late 1950s, the two main rivers, the North and South Negril, were candised and the Eagt Cand
dug to provide drainage for agriculture in the eastern portion of the Negril Morass. The Norman Manley
Boulevard was built, and Negril was connected to L ucea and Montego Bay on the north coast. The
road and the cands have resulted in the partid separation of the Morass from the coastd and forest
ecosystemns on ather sde. These and other infrastructurd developments encouraged rgpid and
unplanned growth of the tourism industry dong the beach gtrip.

With theincrease in vaue of beachfront land, many fisher families sold their properties and moved
further inland to Red Ground. Some of them bought |ess expengve property on the West End diffsand
went into the tourism industry, but many were not interested in working in aservice indudiry. The
discovery of Negril asan idyllic tourist destination led to adramatic change from asmdl, fishing village
to agorawling tourist resort over aperiod of about thirty years. The resort sretches dong the seven
kilometer beach grip in Long and Bloody Bays and dso dong the diffs of the West End spanning two
parishes B Westmoreland (where the town centre is located) and Hanover.

Inthe early 1980's, the Petroleum Corporation of Jamaica (PCJ) began conducting afeasibility study
on the mining of the morass for peet to be used asfud for the generation of dectricity. The hotdiersand
loca community members believed that the mining and processng of the peet would damage the hotel
industry. A Nature Conservation Society was formed and invited a scientist from the World
Conservation Union (IUCN) to vist and give his professond opinion. The information provided by this
wetlands expert indicated that the mining would have a negetive effect on the morass, the beach and the
water qudity. The local community lobbied vigoroudy againg the proposed activity, and this action,
aong with agloba reduction in ail prices, brought the peat mining plansto ahdt. The PCJ was asked



by the government to make their sudy Ste into a Nature Reserve for the conservation of unique plant
pecies, education of the public regarding wetlands, and for arecregtiond atraction.

2. Description of institutional stakeholder groups

The Nature Conservation Society which later became the Negril Chamber of Commerce (NCC),
maintains its membership in the World Conservation Union. The NCC continues to act as awatchdog
with repect to environmenta problems and aso supports environmenta activities such as water qudity
monitoring.

The Negril Cord Reef Preservation Society (NCRPS) was etablished in 1990 inresponse to the
concerns of many dive operators that reef's were being destroyed. The organisation launched a public
awareness campaign targeting diving/snorkeling visitors, watersports/dive operators, hotdiers,
fishermen, and students. In addition, it installed mooring buoys at dive Stes to reduce the incidence of
anchor damage to corals. Workshops that brought together awide cross section of society were
another tool used by the NCRPS to study the issues and develop solutions.

Theideafor the Negril Environmenta Protection Area (EPA) and the formation of NEPT came out of
the December 1993 Annud Community Workshop of the NCRPS entitled Protecting Jamaica’s
Coral Reef Ecosystems B Phase I11: Planning Negril’ s Protection. The workshop was attended by
38 participants from 10 government and 11 nongovernment organisations from Negril, its surrounding
watershed areas, and nationa organisations. Current plans for development of the Negril area, concerns
regarding environmentd issues, and suggested projectsto solve the problems, were presented by
representatives from the various organisations. The workshop reached a decision to form anew entity
that would coordinate and manage environmenta projects within the Negril watershed.

The Negril EPA wasinitidly defined asthe Negril watershed, coastd, and marine aress, but thiswas
expanded in late 1994/95 to include the Green Idand areas. This decison was taken based on the
recommendation of the Minister of the Environment thet the boundaries of the Negril EPA should be the
same asthose for the new Greeter Negril Deve opment Order that would control development in the
area. The Negril EPA was declared in November 1997 and the Negril Marine Park was declared in
March 1998.

Deveopment is controlled by theNegril Green Idand AreaLocd Planning Authority (NGIALPA)
which reviews plans and makes recommendations on devel opments to the Town and Country Planning
Authority. The Hanover and Westmord and Parish Councils are dso involved in the process of planning
aoprovd. The NGIALPA Board congds of representatives from these councils and Negril
organisations, including NEPT, NCC, and the Jamaica Hotel and Tourism Association. If the proposed
development is of alarge or complex nature (and as provided for in the Naturad Resources
Conservation Authority [NRCA] Permits and Licences Regulations), then additiond permisson and
guidance isrequired from the NRCA.. The laiter usudly necessitates conducting an Environmental
Impact Assessment which requires public consultation.



Figure 1. Negril Environmental Protection Area

3. Description of resource uses

Use of the beaches, coastd waters and land for tourism purposes such as hotels, restaurants,
watersports and shops is the mgor income generator for the area and the dominant natura resource use
in Negril proper.

Fishing isthe other mgor natura resource use dong the coast, with fishing beaches located in Orange
Bay, Little Bay and Green Idand. In Negril, most of the fishermen have their base dong the mouth of
the South Negril River as they have been displaced by the tourism uses. The Fishermen’s Cooperative
isin the process of leasing agrip of land on the riverbank, near the mouth of theriver, to build a



“Fshing Village'. Conch and other shells are collected for use in the craft industry, however this use has
declined over the years.

Farming is the other mgjor use of naturd resources, with sugar cane being a prime crop particularly in
Orange Bay, Green Idand, Retreat, St Paul and Broughton. Vegetables and other cash crops are grown
in many aress such as Spring Fed and Cave Valey. Caitle farming is another small component of
farming mainly in the Sheffidd and Negril Spots areas. Goats, chickens, and pigsare dso reared in
various communitieson asmd| scae.

Thereisasmdl charcod and firewood industry mainly in the Negril Hillswherelogwood isthe main
wood used. Thereisdso asmdl lumber industry usng some of the hardwoods from both the wet and
dry limestone forests. Board houses are typicd of this area, and so lumber (athough someof it is
imported) isin demand. A mgor use of loca woods is for carving of sculptures and trinket boxes for
sde as souvenirs

There are afew limesonemarl quarries within the EPA and illegd sand mining occurs from timeto time,
manly in Negril and Little Bay.

Conflict among users

At thetime of the preparation of the Negril Environmenta Pratection Plan there were few conflictsin the
areaand these were largdy inggnificant. The main conflict was between fishermen and the watersports
operators. Although mogt of the watergports activities take place in rdaively shdlow water and after
9:00 am., some fishermen ind < that they need to use these areas even after thistime. They dso
complain that their nets are damaged by the watersports operators. The opening of fish pots by divers,
dthough infrequent, was a problem at one time but has subsded sgnificantly with education of the dive
operatars. Fishermen in generd are concerned about the decline of fish and blame both the touriam
industry and agricultura run-off.

Management of use

The Negril EPA isalarge areawith acomplex land tenure system, and with the marine area being open
access. The public has traditiondly had access to the beach in Negril viaasaries of parish coundl

roads. Many of these roads are not well maintained, but most alow vehicular accessto the beach from
the Norman Manley Boulevard. One of these roads passes through the Norman Manley Beach Park - a
public recregtiond park and the ste of the Community Centre. Accessto the beach isaso possble
through most restaurants and bars. It is only through the hotels that public accessiis restricted except for
guests.

The fishermen in Negril usad to fish directly from their homes on the beech, however many of them
relocated after the tourism industry began to expand. Thisresulted in their eventud relocation to the
mouth of the South Negril River. Thissteisnot totdly suitable as the sea currents result in sand building
up in the mouth of the river, making access difficullt.



Land tenure

Mog of the land in Negril is privatey owned by Jamaicans from Westmordand and Hanover. The rest
isowned by loca people (mainly smal properties) aswdl as by Jamaican companies. Land isvery
expendve in Negril, and hence can only be purchased by wedthy persons or companies. Squetting isa
problem in Negril town as people have moved in to hugtle on the beach. In the last year, Seps have
been taken to begin to address this situation. On the Hanover Sde of Negril asfar as Orange Bay, most
of the strip of coasta land on ether Sde of the main road is owned by the Urban Devel opment
Corporation (a government satutory agency). The Morassis mainly owned by the Commissioner of
Lands, with the Royad Pdm Resarve within it being owned by the Petroleum Corporation of Jamaica
Outsde of Negril, the rest of the land within the EPA isacombingtion of private and government land.

4. Stakeholder groups

Organisationswith
management authority

Organisations r epresenting
users and communities

Other organised
Stakeholders

Negril Coral Reef Preservation
Society (defacto)

Negril Green Idand AreaLocd
Planning Authority

Negril Police
Public Hedlth Department

Negril Environmenta Protection
Trust (de facto)

5. Stakeholder analysis

Rutland Point Craft Market
Association

Itinerant Vendors Association
Negril Watersports Association
Negril Craft Market Association
Negril Fishermen’s Cooperdtive
Resort Board

JamaicaHotel and Tourist
Asociation B Negril Chapter

Negril Chamber of Commerce

Rotary Club of Savannala-Ma
Little Bay Citizens Association

Whitehdl Citizens Association

Stakeholders with shared interests, such as craft traders, fishermen, businesses and hotdliers, had forma
organisations. However, these organisations did not include everyone involved in the respective
activities These groups were most effective in terms of planning and implementing activities when they
employed professonds or involved persons with Sgnificant work experience or some form of post

secondary school training.




The sakeholders in the various digricts within the EPA were generdly organised on an informa besis
only. Citizens associations had been formed at various times but had not been sugtained in most
ingances. The community meatings spurred formation or re-formation of assodiaions in many didricts
In the case of the groups organised around both shared interests and geography, those which included
maostly persons of lower level education and income tended to be less effective a deding with the
community-wide problems on their own. Some concerns were coslly to solve, and the interventions
required ahigh leve of bureaucracy and government involvement. One concern even had a potentialy
negative environmenta impact (clearing the cand a Spring Hed). Where the problems were fairly
sample and NEPT was able to give some assstance, the stakeholders were able to participate actively
eg., beach deaning and clearing of culverts.

Although the participants at community meetings in the digtricts were from avariety of educationd
backgrounds, they were ableto identify and express their concerns about the issues affecting them.
Most of the environmentd issues identified had strong socio-economic aspects e.g. water, garbage,
sewage, roads, drainage and education.

Elected persons represented the stakeholder groups at the workshops, but al community meetings were
open to the public. Farmers were not represented as a group as there were no forma farmers
organisations. Outsde of Negril, many of the fishermen were not members of the Negril Fishermen's
Cooperative, however they atended community meetings within their digricts, and efforts were made to
have representatives from each fishing beach a the workshops.

The relationship between the different stakeholder groups was very good in the sense that
representatives felt comfortable about expressng their views, even wherethey differed or werein
corfflict with other groups. This Stuation istypica of Negril wherethereisahigh levd of participation in
community affairs by people from al walks of life, induding local people from “humble’ backgrounds
who have become community leaders and/or successful entrepreneurs. Although discussionsin meetings
can become heeted, resolution is usudly achieved and action taken to solve the problems.

Stakeholdersin the Negril EPA play ardein project management and implementation. The particular
dakeholder group involved a thislevel may depend on access to and the avallability of fundsfor the
type of project. The development of the Negril Environmenta Protection Plan wasthefirg sepin
determining the projects that stakeholders wanted to implement within digtricts and how stakeholders
could be involved in environmenta management generdly. One of the premises guiding the management
of the EPA was that enforcement was not the main method for obtaining compliance. Stakeholders had
to be educated about the problems their activities caused to the naturd resources and the possible
solutions. They needed to be assisted in developing their concerns and priority issuesinto viable
projects which when implemented would help to better manage the environment within the EPA.
Further, the projects would be promoted to serve as examples for other stakeholdersto follow.

The 1997 update of the Plan indicated that some work towards solutions had occurred in some digtricts
and new priorities needed to be sdlected. For example in Retredt, the dearing of blocked culvertsto
alow proper drainage was noted as the priority problemin 1995. In the 1997 updete, it was noted that
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the culverts had been deared and were being maintained but that a new priority had not yet been
identified. In early 1998, Retreat indicated “no proper sewage trestment” and concerns regarding
contamination of underground water sources as their new priority (noted as aproblem in their 1995 lis).
Since then NEPT has been able to access assstance for the community through the United States
Agency for Internationd Development - Government of Jamaica Coagtd Water Quality Improvement
Project (CWIP). Specificaly, the project will provide congtruction and smdl business development
training for members of the Retrest United Group in Action through ther participation in the building of
a leest eight VIDP latrines for the most needy households. Further, the project will provide for the long-
term lease of a compressor ard atachments for digging, thus providing leverage for the community
group to access additiond funds to purchase the equipment. It is hoped that the congtruction team will
be able to generate income by providing safe sanitation solutions and engaging in ather congtruction
work throughout the Negril EPA.

6. Lessonslearnt

NEPT involved sekeholders & avery early sage in the development of the Environmenta Protection
Fan that would guide the management of the naturd resources within the Negril Environmerta
Protection Area. Thiswas done even before the protected area was formaly declared. Further, the
establishment of NEPT itsdlf was an outcome of a participatory activity (the December 1993
workshop) and an effort to involve stakeholders in the management of the area. The gpproach taken
was proactive, not in order to manage conflicts but rather to plan for the management of resources being
used by multiple stakeholders.

The main lessons learned from this process ares

Stakeholder identification iscritical and must be done thoroughly.
Although the process used to establish NEPT and prepare the Negril Environmenta Protection Plan
seems to have identified the main stakeholders, the methods used were not clear. The fact that
farmerswere not specificdly targeted (except through digtricts where farming was the mgor
occupation) indicates that a more thorough and documented method of identification would have
been useful.

Full coverage of the geographic area of interest isimportant.
Dividing the areainto didricts was useful asthe arealis very large and the divisons made it possble
to reach most persons within the Negril watershed. Steps were taken later to improve
representation and involvement from the Green Idand watershed.

Representation of stakeholder interestsis necessary.
In developing the Environmental Protection Plan, the didiricts used a democratic and trangparent
process to select acommunity representetive to attend the mgjor workshop. Participation through
representatives was often necessary, as it was impossible to accommodate everyone together,
particularly at EPA-wide medtings.



Community meetings are useful ways of gathering stakeholderstogether.
Holding public community meetings was a good way to send and recave information. NEPT
continues to use this agpproach for public education and keeping in touch with sakeholders It is
important, however, to publicise these meetings properly. NEPT has found the use of mohile public
announcement sysems to be a very effective method of informing communities about mestings.

Confirmation of resultsinformation with the stakeholders should be done before finalising
the document being prepared.
NEPT organised community meetings before and after the workshop and the drafting of the
Environmentd Protection Plan. This helped ensure that the concerns and recommendations of the
gakeholdersin the various districts within the EPA were correctly recorded. Thisisimportant for
accuracy in planning which will later affect implementation, and aso in deve oping trust between
gakeholders induding the convening organisation.

Dependence on external assistance can result in delays.
Government and funding agencies can dow down implementation consderably when organistions
have to face lengthy bureaucratic processes or wait for funding to be disbursed. Emphass should be
placed on creative, andl - scae, income-generating solutions.

The stakeholder participation process may raise levels of expectations from the community.
In the context of apalitical sysem in which communities rely on someone from outdde to hdp them
with handouts, information about sustainable community development is eesly misnterpreted. Care
must be taken not to focus too much on funds, but rather to facilitate the srengthening of
community- based organisations so thet they can manage the affairs of their didtrict.

Stakeholder analysis can yield a variety of information; it must be clear exactly what

information isrequired.
At the organisationd leve the formd interest groupsand agencies were able to voice not only their
concerns but to present their plans and recommendations for solutions. At the geographical digtrict
levd, the main component of the anadlys's wias focussed on finding out from the community members
thar environmenta concerns. Thiswas useful for the development of the Environmenta Protection
Pan and has hdped NEPT direct assstance to didtricts based on the concerns of thet area.
Additiondly, it would have been useful to conduct amore rigorous study of the socio-economic
issuesin each didrict and to link these to a scientific assessment of the ecologica issues so thet a
more objective assessment could have been made with respect to priority issues.

Follow-up assistance to stakeholdersis necessary in order to increase their level of
participation in natural resource management.
The core committees and community associations needed assstance to develop and strengthen thelr
organisations. NEPT was not in apogtion to provide much assstanceinthisarea a thetime, asit
wasjug developing itsdf. The need for a gtaff member to assist sakeholder groups in participating
in management of the areawas recognised by NEPT. Through activities of the CWIP Community
Liaison Officer in 1998/9 and from Septermber 1999 a Community Deve opment Officer at NEPT
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funded by the European Union, NEPT has been able to provide organisationd strengthening to
community groupsin five digricts and to interest groups such as the Fshermen’s Cooperative,
Additiond gaff and funds provided through CWIP and the European Union have dso increased the
ability of NEPT to involve stakeholdersin the management and implementation of project activities
thet contribute to the management of the natural resources within the Negril EPA.



7. Key documents

NEPT. 1997. Negril Environmentd Protection Plan (1995 Update).
NEPT. 1995. Negril and Green Idand Area Environmenta Protection Plan.

NEPT. 1994. Negril Watershed EPA Plan - Pat One: Executive Summary (draft) for discussion and
commert B Nov. 16", 1994.

NCRPS, 1993. Summary of December 1993 workshop, “Protecting Jamaica s Cord Reef Ecosystem,
Phase I11: Planning Negril’ s Protection”.

10



