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SUMMARY 

Thls assessment of three Jamalcan envlronmental organlzatlons was completed 
durlng the perlod of May to August 1998 The organrzatlons were the Portland 
Envlronmental Protectlon Assocratlon (PEPA), the Montego Bay Marlne Park Trust 
(MBMPT), and the Negrll Envlronrnental Protectlon Trust (NEPT) The objectrve of this 
study was to determine the status of each organlzatron's development thls polnt in trme 
and to recommend ~mprovements to  strengthen ~f for the future Each organlzat~on was 
now or 1s expected to be delegated management responslblllty for a marlne park or an 
envlronmental protectlon area The future sustalnablllty of each organrzat~on 1s the key 
Issue 

The assessments are based upon rntervlews of the board members and staff of 
each organlzatlon as well as upon observation of program actlvltles SIX organlzatlonal 
parameters were lnvestlgated Mandates, Governance, Linkages, Programs, Resources, 
and Sustalnablllty A score was asslgned to  each parameter based on the urgency of the 
need for Improvement and actlons for strengthenlng were recommended The ratlngs for 
the three NGOs are presented In the matrlx below on lmprovement Ideas for lmprovement 
In each of the parameters were made as well as recommendat~ons for further 
organlzatronal strengthenlng In each organlzatlon major lmprovements in sustalnablllty IS 

required, spec~f~cally In assurlng a sustained source of future fundlng 

The three organlzatlons had dlfferent orlglns and evolved on dlfferent paths PEPA 
and MBMAT are over 10 years old PEPA began wlth a general concern for the 
deterloratron of the envlronment of Port Antonlo under the pressures of development, and 
has never recerved major fundlng untll thls year MBMAT was formed to  support the 
protectlon of the Montego Bay Marlne Park whlch 1s key to the maintenance of an 
essential tourlst attraction It was funded by USAID through ~ t s  PARC Project for several 
years, and assumed management of the park wlth fund~ng from the Jamaica Nat~onal 
Parks Trust Fund and subventions of government NEPT was established In 1994 by 
government and community Interests In the Negrll area and was flnanced from IS beglnnlng 
by the DEMO Project of USAlD 

In all three cases there 1s a reallzatlon that the protectron of the coastal systems of 
Jamalca depends on management of the adjolnlng uplands The challenge 1s the ellmrnatlon 
of urban sewage and lndustrlal discharge, and reduction In so11 erosion and agrochemrcal 
resulting from run-off from seasonal rams and storms PEPA has begun to work on these 
Issues In advance of assumlng management of the Port Antonlo Marlne Park MBMPT is 
moving beyond park patrolling and enforcement of regulations to a program that would 
reduce the rmpact of land based actlvltles on the coastal envlronment NEPT has yet to 
deflne rts role and programs wlthln the broad respons~b~l~t~es given In ~ t s  mandate 

The abrllty of all three organlzatlons to  assume responslbllity for the management of 
marrne parks and an envlronmental protection area will depend on whether adequate 
fundlng 1s recelved Each organlzatlon has the capablllty to  generate llmlted amounts of 
revenue from lndlvldual donations and fees for servlces to  meet essentral admlnlstratlve 
and core staff costs However, the costs of park or envlronmental protectlon areas 
management, and associated publ~c education and outreach programs, cannot be expected 
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to  be fundlng from these sources A major and secure source of f~nanclng must be found ~f 
these organ~zat~ons are to  assume the responsib~l~ty of NRCA for protected areas 
Increased cap~ta l~zat~on of the Jama~ca Nat~onal Parks Trust Fund IS urgently needed 
Government Investments In the trust should be Increased and contr~but~ons sought from 
major lnternat~onal funders such as the Global Environmental F a c ~ l ~ t y  Ded~cat~on of beach 
access fees and other publ~c revenues collected by the env~ronmental organlzat~ons should 
be lmmedlately author~zed by Government to meet the costs of park protect~on and 
envlronmental management 

The Issue of securing a contlnulty of fundlng t o  MBMPT, PEPA and NEPT must be 
faced early In the cornlng year when the DEMO Project termmates As all three 
organlzatlons are sustained by that project, alternat~ve sources of f~nanc~a l  support must be 
developed ~f the programs that they have begun are to  cont~nue 

NGO Rat~ngs and Development Recommendations 

Parameter PEPA MBPT NEPT I 
Mandate 4 3 2 

lmprovements In llmlted Substantlal ~mprovements Major ~mprovements 
areas requ~red In many areas requ~red In all areas requ~red 

Governance 5 4 2 
Contlnulng lmprovements lmprovements In l~m~ted Major lmprovements 

necessary areas needed In all areas requ~red 

L~nkages 4 3 4 
lmprovements In l~m~ted Substant~al lmprovements lmprovements In l~m~ted 

areas requ~red In many areas requ~red areas needed 

Programs 3 2 2 
Substant~al ~mprovements Major ~mprovements Major ~mprovements 

In many areas required needed ~n all areas In all areas requ~red 

Resources 3 2 2 
Substant~al ~mprovements Major improvements Major ~mprovements 

In many areas requ~red In all areas requ~red in all areas requ~red 

Susta~nabil~ty 2 2 2 
Major ~mprovements Major ~mprovements Major improvements 
needed ~n all areas needed ~n all areas needed ~n all areas 

Total Score 2 1 16 14 



I INTRODUCTION 

Thls assessment of the rnstrtutronal capabllrty of three Jamalcan envlronmental 
organlzatlons was completed by The Nature Conservancy durlng the perrod Aprrl 13 though 
August 15, 1998 The three NGOs were the Portland Envrronmental Protectlon 
Assoc~atron, The Montego Bay Marlne Park Trust, and the Negrll Envrronmental Protectron 
Trust Thrs work was contracted by Technical Support Services, Inc for the Development 
of Envlronmental Management Organlzatlons Project (DEMO Project) of the Natural 
Resources Conservation Authority (NRCA) and the U S Agency for lnternatlonal 
Development (USAID) 

The assessment was completed In three vlsrts to  Jamalca of approximately SIX days 
each at tlmes that the NGOs found ~t convenrent to be lntervlewed The assessment began 
wl th an Aprrl vlslt to  the Portland Envlronrnental Protectlon Assocratlon (PEPA) based In 
Port Antonlo The Montego Bay Marrne Park Trust (MBMPT) was vlslted In May and the 
Negrll Envrronmental Protectron Trust (NEPT) rn August following ~ t s  appointment of a new 
executive dlrector In June In all three cases the board and staff of the NGOs were most 
open and helpful In provldrng background rnformatlon and dlscusslng the current Issues 
facrng thelr organrzatlons In Klngston staff members of NRCA and USAlD provrded 
lnformatlon on the ~nstttut~onal settlng and constraints affectrng the three organlzatlons 

A Objective 

The objective of thls assessment 1s to determlne the lnstltutlonal capabll~ty of three 
envlronrnental NGOs In Jamalca that now or In the future wrll have responsrbrllty for the 
co-management of protected areas Its purpose IS to determlne the current status of each 
organrzatlon and to  ldentrfy the lnstltutronal strengthening that will be requlred to 
effectively manage parks and protected areas 

B Methodology 

Thls assessment 1s based on lntervlews of the members of the board and the staff 
of the three organlzatlons over a peered of four to  flve days In each case at least one or 
the program actlvltres of the NGOs was observed A draft assessment was completed 
after each vrslt and dlstrlbuted to the executive drrectors of each organlzatlon and to  the 
TSS Project Offlcer and USAlD for comment and correctlons The draft of the Negrll 
Environmental Protectlon Trust was also forwarded to the Coastal Water Qualrty 
Improvement Project for comment because of ~ t s  prrorrty to begrn work In the Negrrl 
Envlornmental Protectton Area The Negrll Coral Reef Protectlon Soclety also recelved a 
draft of the NEPT assessment for comment and correctlons 



The assessment methodology used by the Conservancy IS based on the 
Organizational Capacity Assessment Tool developed In 1 996 by  PACT wl th  fundlng by 
USAID The parameters for assessing lnstltut~onal development were modlfled based on 
the stage of development of the three NGOs and the sltuatlon In Jama~ca The parameters 
were Mandates, Governance Llnkages Programs, Resources, and Sustalnablllty as 
deflned below 

Mandates refers to the author~ty of an organlzat~on to fulfill ~ t s  mlssron as an instrument 
of change The mandate IS stated In the artlcles of assoclatlon or charter that is legally 
regressed with the appropriate authority Thls document is normally a publlc record and 
recognizes the organ~zatlon as act~ng for the benef~t of crvil soclety and publlc good An 
organizat~on can also take on addltlonal mandates to ach~eve its mlssion through the 
development of statements of values strategic objectives and ind~cators of success 

Governance refers to the overall leadersh~p of an organlzation by a board respons~ble for 
pollcy dlrectlon, oversight of management, and programs are effectively planned to 
achieve the organizat~on's mlsslon An effective board will be formed by indlv~duals who 
are actlve In helplng to identify and ralse the funds needed for operations, and are able 
to bulld the linkages needed for organizat~onal effectlveness Management of the 
organlzatton is the respons~bll~ty of the director of the organlzation and IS not normally 
the funct~on of a board member that is profess~onally staffed 

L~nkages are the interdependent relat~onshlps that exlst between an organizat~on and the 
communlty and other elements of the society In which ~t works Two types of linkages 
were cons~dered (1) enabllnq llnkages provide the collaborat~on and support from other 
organizations needed by an NGO to ach~eve ~ t s  mlsslon In thls case the delegat~on of 
authority and the resources of NRCA will be necessary to effectively manage natlonal 
parks and equivalent reserves Memoranda of agreement or other formal Issuance s are 
needed to conflrm thls collaborat~on Diffuse linkages concern general publrc awareness 
and support or res~stance by society to the work of the NGO Thls llnkage concerns 
publlc oplnlon and communlty support earned by the NGO that glves leg~ttmacy to ~ t s  
mlsslon and activlt~es Development of these two l~nkages IS a prlorlty for achieving 
lnstitutlonal effectlveness 

Programs are those actlons of the organlzat~on des~gned to fulfill ~ t s  mandates and to 
achleve ~ t s  mlsslon They are related to the performance of funct~ons and services that 
constitute the output of the organlzat~on 

Resources are deflned as the human materral and financral assets which prov~de an 
organlzatlon with ~ t s  operational capabil~ty to Implement programs The chief resource of 
an organizat~on IS ~ t s  full tlme profess~onal staff, and to a lesser extent its ability to 
moblllze volunteer to augment the work of ~ t s  personnel Flnanclal resources are the 
essential element though whlch appropriate staffing and equlpplng of the organlzatlon is 
achleved 

* Susta~nab~lity refers to the long term continuation of an organization or program, In 
essence ~ t s  abll~ty to survive Program decls~ons and performance effect~veness are 
directly influenced by the ablllty to mobilize resources, and by conf~dence In the 
continuity of adequate fundlng Into the future Continued existence of an organization IS 



unjustrfled ~f r t  IS forced to compromrse rts mrssron or vrslon and the effectiveness Its 
actlvltles 

Each parameter were subjectrvely rated on the urgency of actlon need for organlzatronal 
Improvement 1 Major rmprovements urgently requ~red, 2 Major rmprovements In key 
areas requ~red, 3 Substantlal rmprovements In many areas requrred 4 lmprovement In 
specrflc areas needed, 5 Contlnurng lmprovements necessary, and 6 Contlnulng 
Improvements useful Overall organrzatronal recommendat~ons to further the organrzatronal 
development were made for each NGOs, and speclflc suggestions were made for key 
parameters 

II INSTITUTIONAL SETTING 

A Natural Resources Consewatlon Authorrty 

The Natural Resources Conservatron Authorrty (NRCA) IS the government agency 
specrfrcally charged wrth envrronmental protectron and management of Jamarca's natronal 
resources Its responsrb~l~t~es Include malntarnlng a natronal system of natronal parks and 
protected areas and the enforcement of envlronrnental laws and regulatrons Through the 
USAlD flnanced DEMO Project begun In 1992 the NRCA has recelved equipment and 
tralnrng, as well as assistance In developing local communrty rnrtlatlves In envlronrnental 
management Fundlng from the DEMO Project enabled NRCA to provrde support to the 
Montego Bay Marlne Park Trust, to found and start the Negrrl Envrronmental Protectlon 
Trust, and recently to frnance one year of operatrons of the Portland Envlronmental 
Protectlon Assoclatlon 

NRCA IS authorized to delegate co management responsrblllty for natlonal parks to 
approprrate organrzatlons Thus far two  delegations have been made, to the Jamarca 
Conservatron and Development Trust for the Blue and John Crow Mountarn Natlonal Park 
and to  the Montego Bay Marrne Park Trust Slmllar deiegatlon IS scheduled In 1998 for the 
Negrrl Marlne Envlronrnental Marrne Park to the Negrrl Coral Reef Protectlon Soclety and 
the Port Antonlo Marlne Park to the Portland Envrronmental Protectron Assocratlon 

B Natlonal Env~ronmental Soc~etles Trust 

The Natronal Envlronrnental Socletres Trust (NEST) was formed In 1988 as an 
umbrella organrzatron for 40 envlronrnental NGOs and community organ~zatrons The three 
NGOs assessed in thrs study are members The purpose of NEST IS to  provlde tralnlng to  
rts members on rnstltutlonal development and project formulatron It  also asslsts them to 
obtarn project fundlng and serves as an advocate for the environment In Jamarca on behalf 
of its members 

NEST recelved operatronal fundlng from the DEMO Project of USAlD untll 
September 1997 and recelved grants from the Green Fund of Canada Future fundrng for 
NEST IS uncertain, and there IS an Issue of whether ~t IS competing wlth rts members for 
fundlng from natlonal and lnternatlonal sources It IS able to generate revenue through its 
tralnrng courses and advrsory servlces and has recelved a Global Envlronmental Facrllty 



Block A grant to prepare a project to establrsh an envrornmental protectron program for the 
Cockplt Country Thrs proposal IS belng drafted by the Ecosystems Management Group of 
NEST whlch IS also proposing a major request to the European Un~on to burld an 
envlornmental advocacy program In Jamalca 

C Jama~ca Conservat~on and Development Trust 

The Jamaica Conservatron and Development Trust (JCDT) IS the most successful 
envlornmental NGO IS Jamalca have recerved srgnlflcant asslstant from the Protected 
Areas Resource Conservat~on Project (PARC) of USAlD The Nature Conservancy has been 
associated wlth JCDT srnce 199 1, and has been supported its development through 
tralnlng and assistance In contacting donors The JCDT assumed responslblllty for the 
management of the Blue and John Crow Mountaln Natlonal Park wlth the start of the 
PARC Project, and ~t IS based on thls experience that NRCA IS developing the procedures 
for delegatlon of management to NGOs 

D Jama~ca Nat~onal Parks Trust Fund 

The Nat~onal Parks Trust Fund (NPTF) was established In Aprll 1992 through a debt 
conversron program arranged by JCDT wlth f~nanc~ng from USAlD through the PARC 
Project and funds provrded by donors to The Nature Conservancy The fund was created to 
support management and research wlthln the natlonal parks of Jama~ca Commercial debt 
of the Government of Jama~ca (denommated In US dollars) was purchased on the 
secondary market and exchanged for local bonds rssued by the government In Jamalcan 
dollars At  the tlme of the formatron of the JNPTF the government agreed use its best 
efforts to contrrbute J$5 rnlll~on a year to the fund It has been able to  make only one 
contr~butron of J$3 mllllon In the f~ r s t  year and IS J$17 mllllon In "arrears" because of 
natlonal budgetary llmrtatlons 

Grants are made by a subcommrttee of the Board chalred by the head of NRCA and 
composed of the non-NGO members The endowment of the Fund on December 31, 1996 
was J$38,988,612 The Fund dlsbursed J$6,540,338 as a grant to JCDT durlng 1996 
Of thrs, J$2,184,746 was dlsbursed to the Montego Bay Marlne Park, and used 
J$3,914,337 for the management of the Blue and John Crow Mountarn Natlonal Park As 
presently capttallzed the fund IS not producing adequate lncome to cover the management 
costs of the Blue & John Crow and Montego Bay parks 

The deslgnat~on of the Negrll Marlne Environmental Marlne Park In 1997 and the 
eventual delegatlon of the Port Antonlo Mar~ne Park will presumably quallfy these two  
protected area for support from the NPTF However, the current cap~tal~zatron of the NPTF 
does not produce suffrclent lncome to adequately protect the Montego Bay Marrne Park 
and the Blue and John Mountam Natronal Park Therefore Negrll and Port Antonlo cannot 
rely on lncome from t h ~ s  fund to meet park management costs un t~ l  there IS a major 
Increase In cap~tal NGOs delegate management respons~brl~ty w ~ l l  have to develop spec~frc 
fundlng strateg~es for each park as well as relyrng on NRCA 's annual approprratlons 



The Envlronmental Foundat~on of Jamalca (EFJ) is a great maklng trust that 
commenced operatrons In August 1993 The foundatron was capltallzed through the a debt 
reduction agreement between the governments of Jamarca and the Unrted States The 
trust funds are used "to promote and rmplement actrvrtres deslgned to conserve and 
manage the natural resources of Jamarca In the rnterests of sustainable development", and 
"to encourage the rmprovement of chlld survrval and development In Jamalca" EFJ IS 

governed by a board whrch determrnes whlch projects are to funded The foundation 1s 
served by a Secretanat that screens fundlng requests and recommends approval to the 
board Representatrves of 59 NGOs are members of EFJ Therr role IS to propose NGO 
members to the board, and to gulde the pol~cy drrectron of the foundatron 

The EFJ 1s fundrng the conservatron projects of the envlornmental NGOs, and IS 

Important as the only slgnrflcant source of grant fundlng for the envrronment wlthln 
Jamarca In the case of Negrll Coral Reef Protectron Assocratlon it 1s provldlng essentral 
brldge fundrng untll disbursements from an approved European Unron grant are recerved 
EFJ funds for natural resource projects will be exhausted rn the year 2002 

F lnternat~onal Conservation F~nanc~ng Sources 

1 Unrted States Anencv for lnternat~onal Development 

The Coastal Water Quallty Improvement Project (CWIP) IS a 5 year ( > $ 5  mllllon 
dollar) contract awarded by USAlD to  the Associates In Rural Development whrch began In 
February 1998 CWlP has flve components (1) Strengthening the role of NRCA In coastal 
zone management, (2) Developing publlc-pr~vate partnershrp In oversight of the 
management of sewage treatment plants that are being constructed In Montego Bay, Ocho 
Rros and Negrrl--th~s wlth the Natlonal Water Comm~ss~on, (3) Absorbrng the end of the 
Hagler Barlle EAST Project of envlronrnental audrts of businesses and rnsertlng 
envlronrnental management ~ n t o  lndustrlal operatrons, (4) Developrng communlty 
monltorrng of water quallty through local communrty based organ~zatrons and NGOs, and 
(5) Grant fundrng of communlty based ~nrtratlves--$I 25  mrlllon disbursed over 5 years The 
grant fundrng will be allocated In the followrng amounts $20,000 to $100,000 to  NGOs, 
$10,000 to $20,000 to Community Based Organlzatlons (CBOs), and $20,000 to 
$50,000 to Prlvate Sector Organlzatlons (PSOs) 

CWlP wrll concentrate on the Negrll area lnrtlally to  garn experience In workrng wlth 
community based organlzatlons Whlle next years sltes have not yet been chosen, work 
could begln In the Portland area In 1999 There 1s a concern that communrty based 
organrzatrons lack the experience to manage grant fundlng CWlP IS consrderrng 
contracting well established NGOs, such as NEPT and PEPA to manage the banklng and 
accountrng for the smaller organrzatrons on a fee basrs CWlP fundlng would be a 
srgnlfrcant support to PEPA both at the organlzatlonal level and as a source of fundlng to 
the communlty based organrzatrons formed that ~t has developed 



USAlD has a deslgn team a t  work on a new rn~tlatlve for the management of the 
upper watersheds of Jama~ca Thls project would utrllze the envrronmental management 
capabrllty developed by DEMO, and would complement the CWlP coastal waters project by 
lmprovlng the management of the river baslns that affect coast water qualrty It IS planned 
to be a multl-year project rnvestlng slgnlflcant funds In lmprovlng watershed management 
The trmellne for thrs new lnltlatlve has not been set, but ~t planned to be a major 
Investment over several years lndlcatlons are that the watersheds of the Montego Bay 
dramage system wrll have prlorlty for assistance through thrs new project 

2 Other lnternat~onal Donors 

The governments of Japan, Holland and Canada have funded natural resource 
conservatron projects In Jamalca Of these the most slgn~frcant has been the Green Fund 
of Canada whlch provldes grants to NGOs for conservatlon actlvltles Mult~lateral agency 
fundlng IS belng requested by Jamalcan NGOs for conservatlon projects Under the 
leadership of NEST a project IS belng developed for the Global Envlronrnental Faclllty The 
Negrll Coral Reef Protection Soclety recelved a multl-year European Unlon grant A follow 
on grant has been approved by the Un~on to expand the work of the Soclety Whrle 
European Unlon and Global Env~ornmental Faclllty fundlng IS usually multl-year and In 
excess of US$ 500,000, the gestation tlme from appllcatlon to recelpt of disbursements IS 

seldom less than 18 months Therefore only well established NGOs are able to quallfy and 
survrve untll these grants are approved 

Ill PORTLAND ENVIRONMENTAL PROTECTION ASSOCIATION 
(Vlslted Aprll 12 -22, 1998) 

The Portland Envlronrnental Protectron Assoclatlon (PEPA) was founded In June 
1988 by concerned local crtlzens restdlng on the northeast coast of Jamalca Thelr 
concerns were the threats to  the envlronment of the parlsh that were occurring from the 
expansion of tourlsm and related development pressures They recognrzed that communlty 
action was essential ~f these threats were to be addressed At the same trme the natural 
resources must be developed and used to  prov~de local employment and to Improve the 
llvlng condltlons of rural commun~t~es PEPA IS a non-proflt, non-governmental, apolltlcal 
organlzatlon whose mrsslon IS "To promote public awareness and action to protect the 
en vtronment, to ensure the w ~ s e  use of natural resources for sustamable development" 
PEPA IS made up of the representatives of 68 CIVIC organlzatrons, buslness assoclatlons, 
and local groups Member groups pay no dues to  PEPA They are expected and 
encouraged to undertake local envlronment projects wrthln thew commun~t~es PEPA 
subslsts on voluntary contr~butrons and recelves support from local businesses and 
lndlvlduals as well as from lnternatlonal sources A MacArthur Foundatron grant In 1995 
provlded the lnltlal fundlng to hlre an executive dlrector and a mrnlmal staff for communlty 
outreach and education actlvltles Addltlonal small grants have been recelved from the 
Envlronrnental Foundation of Jamaica, the Green Fund, and other sources 



A major activity of PEPA is promotrng the creation of the Port Antonro Marrne Park 
and Conservation Corridor (PAMPKC) which PEPA anticipates will be formally declared by 
the Natural Resources Conservatron Authority in 1998 It  IS expected that PEPA will be 
delegated responsibrlity for the management of the park, and it has begun preparatory 
work for the protection of the reserve The coastline of the park IS approximately 12 miles 
long and includes all the marine habitat from the shore to a depth of 100 fathoms The 
forest conservation corridor wil l rnclude the rnterror watershed areas that drain into the 
marine area, and extend up to  the northern boundarres of the Blue and John Crow 
Mountains National Park The coastal area and forested uplands are relatively undeveloped 
and are among the most species rich and beautiful regions of Jamarca 

The natural habitats of PAMP/CC range from undisturbed lowland rainforest--the 
last remaining In Jamalca, to wetlands, mangroves, rocky beaches, black and whlte sand 
shorelrnes,and protected bays separated by rocky headlands The reef structures include 
fringing and knoll reef complexes with buttresses, caves and vertical escarpments wi th 
coral wall communit~es (Ref 7) These reef structures are cons~dered the most healthy in 
Jamaica The sea floor is also diverse wrth stone, sand and mud bottoms These 
formations provide nursery areas for snapper, jack, and parrot frsh, and for lobster recovery 
along the sheltered bays of the north coast of the rsland Brological diversity on the 
forested upland is equally varred, with all of the birds of Jamaica present at some trme 
during the year Eastern Portland has the highest rainfall in Jamaica In January it suffered 
a deluge of over 40 inches of rain in 10 hours The vegetation of the forests are thought to 
be the most species rich on the island, especially in the wetter areas on the limestone 
soils 

The pressure of population and development has not yet built up to unsustainable 
levels in the Portland area However the threats common throughout the Caribbean are 
present alteration of the coastline through development and beach sand mining, and 
increasing flshing pressure Though the uplands are still relatively well forested, agricultural 
development is increasrng The heavy rarnfall and hurricanes such as Allen and Gilbert 
have washed soil and trash rnto the sea These hurricanes have damaged the shallow 
water reefs, although new growth 1s reported In favorable sites PEPA is addressing these 
problems with its work on community environments, opposlng unplanned (and ~llegal) 
coastal construction, and building a communrty of interest and actron among the 
stakeholders rn the natural resources of Port Antonio 

ASSESSMENT 

A Mandate Rating 4 Jmprovement m limited areas needed 

PEPA has given rtself a broad mandate for conservation actlon that encompasses 
both the marine and terrestrral environments and includes the economic and social 
development of civil society through sustainable development Recognition of the mission 
of PEPA and its reputat~on as a leading environmental organization has grown throughout 
the country over the 10 years of its existence Though as yet it has not had the financial 
and international support received by other NGOs its national and internatronal recognrtion 



are confirmation of the acceptance of its mandate and the excellent reputatton that ~t has 
earned 

Delegation of the management of the Port Antonio Marine Park and Conservation 
Corrldor to PEPA wrll establish a formal mandate for its protected areas administratton At  
present the NRCA IS examining its delegatton procedures and the levels of responsibility 
that ~t will grant to NGOs A key Issue to be determined is whether PEPA will and can 
assume responsibility for "takrng control of park use and lrnplementatlon of enforcement" 
whlch IS the pollce function of government PEPA intends to promote community pollclng 
of the marine park by the users as the surest way to apply regulatrons The other 
respons~bilities for management that would be delegated by NRCA, "education and publlc 
relations" and "recreation and tourism", informally have been started 

On its own inttiatlve PEPA has begun a program to raise envtronmental awareness 
through its outreach to local commun~ties I t  IS also working to develop recreat~onal and 
nature tourism centered on the proposed marine park These activities wtll continue 
whether or not NRCA formally delegates management respons~biltties to PEPA 

1 PEPA should take the lnttlat~ve to prepare a draft instrument for the 
management of the PAMP/CC for submisston to NRCA and other government agencies 
The Instrument should clearly define the functions and respons~bil~ties that ~t is wllltng and 
able to accept, and the financial and advlson/ support that will be the responslbil~ty of 
NRCA and other agencies to provide 

B Governance Ratlng 5 Continuing improvements necessary 

The Board of PEPA is evolving from dlrect involvement in program activities to a 
governing board that provides pol~cy gutdelines and program oversrght to the organization 
The need for this evolution was the subject of a board retreat in November 1997 At that 
ttme signtflcant steps were taken to (1) clarify and organize the efforts of the 
organization, (2) establish working committees of board members, (3) improve office 
practices and procedures, and (4) endorse the preparation of Strategic Plan Three board 
committees were formed for flnance, educatton and fund raising Monthly dates for 
committee meeting were set An additional subcommittee was formed to promote the 
declaration of PAMP/CC as a marlne park within the natlonal system of protected areas of 
Jama~ca 

Unlike most NGOs, including the Conservancy, PEPA has developed a wrttten job 
description for the board president and for other offlcers and other board members These 
descriptions set the purpose, term (increased to 3 years), obligations and spectflc duties of 
these positions In additton, each board member signs a "Board Member Code of Ethics" 
statement These formalities are seldom found In other NGOs, and are evldence of the 
sertousness and matur~ty of the PEPA board members From interviews with the majorlty 
of the board members it was evldent that there is a high degree of personal commitment 



and that they are carryrng out key organizatronal functions of policy formulatron, publrc 
relations and lobbying The board also recognized the need for renewal, and for recruitment 
of board members that represent a wide range of rnterests wrthin the community I t  should 
be noted that the present members of the board are drverse In therr experience and 
contacts, and are drrectly rnvolved in advrsing and assisting the organizatron The board 
members are all residents of Portland which provides a credibilrty that IS essential for 
community support 

1 The Board should continue to hold periodrc retreats to assess progress In 
organizatronal development and to develop a plan for instrtutronal growth over the next 
three t o  five years lmprovrng Board support of the organrzation by developing the 
professional and personal linkages of the members should be a specific part of the 
organrzational development plan 

2 Board development should be a continurng program to recruit and train new 
members to wrden the range of contacts and expert~se of the organization As all members 
have the responsibrl~ty to generate support and add~tronal resources for the organizatron, 
special attentron should be given to trarnrng on fund raisrng and income generation 

3 PEPA should consrder seekrng assrstance from more welll established NGOs 
on board development and developing and rmplementrng a long term revenue generatron 
and fundrng strategy 

C L~nkages Rating 4 Improvement m limited areas needed 

Through its board PEPA has the lrnkages that wil l enable it to  expand rts rnfluence 
at the local and natronal level Lrnkages wrth other agencies and rnstrtutions that can join 
w ~ t h  PEPA In collaboratrve actrons could supplement present limitatrons In staff and 
operating funds A promising case will be an agreement wrth Jamaica Conservation and 
Development Trust (JCDT) which has management responsibility for the Blue and John 
Crow Mountains Natronal Park (B&JCMNP) As the PAMPICC wrll have a forested corridor 
reaching from the coast to the B&JCMNP boundary, close collaboration in implementrng an 
overall management plan is essentral for effective conservatron Agreements with the 
Jamaica Coast Guard and the tourism agencies is another opportunity to  combrne 
resources for more comprehensive and effective conservatron As yet PEPA has no formal 
agreements in place for collaboration with other groups 

Diffused linkages that build community support exrst through the enlistment of the 
68 organrzational members--fishermen assocrations, local community groups, busrness 
interests, and trade organizations Awareness of the work of PEPA is increasing through 
its env~ronmental educatron programs with the schools and the campaigns such as the 
"Best Kept Communrty" prize Another useful way that PEPA develops linkages IS rts open 
rnvrtation to  member organrzations to attend monthly board meetrngs These meetings are 
regularly attended by representatives of the polrce, the parrsh councrl, and upon occasion 



the mayor of Portland PEPA IS a member of Natronal Envlronrnental Societies Trust 
(NEST), and works on rts Ecosystems Management Committee In the development of 
projects for lnternatlonal fundlng 

Recommendatrons 

1 A systematic plan to ldentlfy and enllst other agencies and groups to joln In 
and expand the conservation programs of PEPA should be implemented Formal 
agreements and jolnt ventures should be negotiated wlth government agencies, lncludlng 
maklng lorn proposals for fundlng whlch would Increase program scale and effectiveness 

2 An organized effort to  establish consultative llnkages wl th the offlces of 
international financing instltutrons In Klngston and overseas IS needed Informing these 
rnstltutlons on the actlvlties of PEPA and the need for expanded support can help to 
achieve continuity of programs In the future 

D Programs Ratlng 3 Substantial Improvements m many areas requlred 

PEPA plans the expansion of four on-golng programs In the coming year as 
resources are made available through the DEMO Project and as other sources of fundlng 
and collaboration are developed There IS an obvlous lnterrelatlonshlp among the programs 
that IS mutually relnforclng envlronrnental educatlon leads to organized commun~t~es hat 
can support eco-enterprrse development that will strengthen marine park management 

(a) Envlronrnental Education and Advocacy 

There is an on-gorng program of environmental educatlon based on the school 
program, Portland Envlronrnental Protectors Clubs, that IS reaching 375 chrldren at 25 
schools Facllltated by the Community Outreach Officers, the program promotes 
envlronmental awareness and actlvltles such as recycl~ng, clean-up, gardening and tree 
plantlng This program can be expanded to reach more households wlth the recent 
acqulsrtlon of a vehlcle and the planned purchase of audro vrsual training materlal Thls 
program with children IS complemented by workshops and seminars wlth adult groups and 
assoc~atrons whlch promote local solutions to  envlronrnental problems lncludlng garbage 
reduction organic farmlng, beach clean-up and identrfrcatlon of the poss~bilrties for Income 
generation through environmentally friendly actlvitres Hotels and businesses are also 
contacted through thls program to promote treatment or reduction of sewage, elimination 
of sand mlnrng and reduced Impact from construction and other resource use 

A related campaign is the "Heroes of Portland - Best Kept Community Compet~t~on" 
whlch encourages community involvement In malntalnlng the environment Communities 
registered in the campargn will be judged over several months on thelr efforts to promote 
Improvement of thew solld waste and lltter management, clean up of streets and streams 
from debris and trash, control of animals, self-pol~c~ng of envlronrnental leglslat~on, and 
beautification or erosion reductron measures The communlty must also hold regular 
meetrngs to dlscuss plans and progress, conduct a forum on youth opportunltles, fam~ly  



life, or drug abuse A cash prrze and other recognrtlon IS awarded to  the "best kept 
"commun~ty 

PEPA IS effective In advocacy on speclflc Issues and IS able to Influence pollcy at 
the parrsh level as well as natronally Its lnvestrgatlon of a planned houslng development 
to  be built on over water along the shore led to publlc opposltlon to the project and a more 
thorough revrew by government The development was stopped when rt was made publlc 
that the necessary permrts and envlronrnental clearance had not been authorized PEPA 
reports workrng as an advocate for the local flsher Interests in the development of natlonal 
f lsh~ng leglslatlon and IS advlslng members of Parliament on envlronrnental issues In the 
pa ris h 

(b) Communltv Based Oraanlzatlon Development 

Organlzlng and strengthening of the flshermen assoc~at~ons IS an ongoing activrty 
that IS key to the marlne conservation objectlves of PEPA and the planned protection of 
the marrne park The monthly meetlngs of seven assoc~ations, representing 150 fishermen, 
are fac~ l~ta ted by the Commun~ty Outreach Offlcer The objectlves are to change the 
frshlng practices that are destructwe of the marlne resource, and ultrmately to restore flsh 
populations to sustainable yleld levels Alternate Income sources for the flshermen will be 
promoted by PEPA through generating employment rn non-extractwe uses of marlne 
resources for tourlsm and recreatlonal activltles In the future, will study extending the 
range of the flshermen to offshore banks through helprng them to acquire more seaworthy 
boats wl th rellable motors and navlgatronal equrpment Employment In the protectron of the 
marlne park IS planned, both In the appl~catlon of regulations that llmlt and control 
utll~zatlon,and In the monltorlng of water quallty PEPA recognizes that w~thout  the 
cooperation of the flshermen, and developing other sources of Income, leglslatlon 
governing the marlne park w1l1 be unenforceable 

(c) Busmess Development lnltlatlves 

A conservation strategy of PEPA IS the development of locally owned communrty 
enterprises that are environmentally benrgn The goal IS to  provrde new sources of 
employment and Income to women and youth that are not available Flndrng alternatrves 
for the flshermen will have prlority to compensate for the depleted resource and the 
planned llmrtatlons on catch wlthln the marine park Alternatives under study rnclude the 
establishment of a water "taxi" service by selected flshermen, and the development of a 
recreatlonal drvlng experrences and other coastal attractions 

Vislts to  cultural herltage sltes, such as the abandoned plantation of Orange Vale, 
and nature walks wlth local guldes have been organized by PEPA These have been very 
well recelved Addltlonal recreat~onal opportunltles are being ~dentlfled, such as river 
raftlng, blrd watching, hlklng, and visits to rural farm sites The goal IS to have local 
commun~t~es organlze the exploration of the coastal and forested areas Members of the 
commun~ty would be tralned to  prov~de lnterpretatlve guldes and organrzed t o  supply 
trad~tlonal meals to the vlsitors 



More amb~t~ous locally owned or cooperative enterprises under study include a 
marine equ~pment supply and engine maintenance center, herbal products processing and 
merchandrs~ng and aquaculture development and commercializat~on PEPA will promote 
the plann~ng and f~nanc~ng of these enterprises and prov~de account~ng and other 
administrat~ve servlces to these enterprises for a fee 

d) Port Antonio Marine Park Establishment 

PEPA IS an effectwe advocate for the creat~on of a marrne park In the coastal 
waters of the parish The proposed park, the Port Anton10 Marine Park and Conservation 
Corridor (PAMP/CC), w ~ l l  consist of coastal waters and a land corridor extended to the 
boundary of the Blue and John Crow Mounta~ns National Park The objective is to create a 
protected "rtdge to reef" transect that would conserve the b~olog~cal d~versity of both the 
terrestr~al and marine envrronment As so11 erosion and other contamrnants d~scharged into 
the coastal areas are a primary threat to the marlne park, ~t is essential that the 
management plan and protection act~vrt~es run from "reef to ridge" 

Delegation of management responsibil~ty for PAMP/CC to PEPA has been proposed 
to the NRCA and the relevant government agencies PEPA will manage the PAMP/CC as a 
program activity of the organizat~on, integratlng Its ex~s t~ng  programs into the conservation 
of the park While this petltion is be~ng cons~dered, preparat~ons for management are 
advancrng These cons~st of four planned activrt~es (1) development of a stakeholder 
consensus on the Importance of management of the marine resource working pr~mar~ly 
with f~sher assoc~ations, (2) desrgn~ng a management plan and protection program to 
mit~gate the threats of overfishing, land based contaminat~on, inappropriate coastal 
development and alterat~on, (3) acqu~sitron of the Infrastructure and equ~pment necessary 
to manage the marine park, and (4) comp~lation of a data base of envrronmental 
~nformation This w ~ l l  provide a baseline agarnst w h ~ c h  changes in the environment can be 
monitored and be the main tool for coastal zone management Collaboration in this work IS 

expected from the Cartbbean Plannmg for Adaptat~on to Global C h a t e  Change (CPACC) 
Project which will be Implemented with international agencies, NRCA, the Univers~ty of the 
West Indies, and others 



The management strategy planned for the Port Antonio Marine Park is based on the 
users, fisherman, dive boat operators, etc , agreeing to  and establishing the regulations on 
fishing and other uses PEPA will work with the fishermen to ident~fy and protect spawning 
areas where the catch would be restricted Each fishing association would be ass~gned a 
specific area where it would maintain marking buoys and "police" the use of small net 
sizes and poisons or explosives The ideas of improving fishing practices, and identifying 
opportunities to make fishing more profitable, have been discussed with the fishermen 
associatrons as a part of the commun~ty based development program If the local 
associations can be made effective, the protectron and recovery of the resources of 
PAMP/CC will have a better chance than relying on police enforcement 

1 Environmental education through the schools and with youth groups should 
continue to  have priority and be expanded throughout the parish Resources should not be 
diverted from this program as PEPA takes on a wider role and more responsibilit~es 

2 Community based organizational development should continue to focus on 
fishermen and other resource users such as water sports and dive servrces and nature 
tourism development that can lead to income generation For the next two  years major 
projects--hydrofoils and aquariums --should have low priority for PEPA 

3 Sources of business planning and enterprise start-up expertise should be 
identified to  assist PEPA in starting the proposed small eco-enterprise projects Each 



enterprise should be planned to be vlable and flnanclally self sustaining in the near term 
wlthout requiring subsrdles other than those that are available to small busrnesses In 
Jamaica Each enterprise should stand alone wlth separate accounting unconnected wlth 
PEPA beyond payments for any servrces or start-up loans that are provrded 

4 A staffing plan and a forecast of resource requrrements for managing 
PAMP/CC should be developed in advance of the proposed delegatron of PAMP/CC magnet 
by NRCA The plan should include rdentlflcation of other organizations that would be 
Interested In collaborating on marrne park protection, public rnformat~on/env~ronmental 
education, and the development of tourism and recreational uses An agreement wi th 
JCDT on cooperatron on the management of the forest conservatron corridor would be a 
part of the plan with an estrmate of the resources that the two NGOs could bring to thls 
activity 

E Resources Ratlng 3 Substantial ~mprovements ln many areas requrred 

(a ) Pesonnel 

PEPA has a paid staff of four, an Executive Director, two Communrty Outreach 
Officers, and a Secretary A recently arrived Peace Corps Volunteer will be a full time 
worker with the community outreach and environmental education program Departing is 
an exceptionally qualrfied PCV, a retrred engrneer wlth extenslve busrness and 
organrzatlonal experience The skrlls of this rndlvrdual were very rmportant to the 
organrzat~onal development and management of the rnstltution over the last two years as 
an advlsor to the board and the executrve drrector 

The Communrty Outreach Offrcers have organrzed thelr work so that the younger 
offlcer works with school age chlldren In the PEP (Portland Envrronmental Protectors), and 
older youth clubs This work IS assisted by the Peace cors Volunteer assigned to PEPA 
The older officer, a former fisherman, works with the fishermen associations and 
communrties on improving their yenvlronment Neither of the outreach offlcers IS formal 
trarned as an extentronrst, but are reported to  have a natural flare for enlisting community 
particlpatron The secretary is new to offlce procedures, but is rapidly developing computer 
skills 

The Executive Drrector has a unrque background, and his experience IS rnvaluable to 
the development of the programs of PEPA He comblnes this knowledge with a hrgh level 
of energy and idea productivity In h ~ s  work There IS a danger that more inrtiatrves have 
been started during his tenure than can be effectively completed This IS evrdent when the 
range of responsrbilities of the Executive Director IS consrdered workrng to make the board 
effective, external relations to  the wrder environmental community, program development 
and supervisron, and organizational management and fundralslng It  will be lmposslble for 
PEPA to follow up on the many program opportunrt~es that have been developed wrthout 
significant Increases in staff and frnancing 



(b) Eaulrsment & Offrce 

PEPA occupres premlses In the upper level of a modest burlding Whlle reasonably 
well located for visltors to  the office, the space IS crowded for the exlstlng small staff and 
the frequent vlsrtors and volunteers Most importantly there IS no space for conferences or 
publlc meetrngs that are essentral to the work of the organlzatron Offlce furnrshlngs are 
modest and well used, and whrle rt IS part of the Image of PEPA to make do wrth less, 
more furniture and larger work areas would Increase efflcrency The offlce has a good new 
computer, telephone and fax services, and IS connected to  E-Ma11 It was unclear whether 
the copying services were avarlable on a consistent basrs 

A small vehrcle has recently been assrgned to PEPA by the NRCA as a part of the 
DEMO Project There are two motorcycles whlch are used by the Outreach Offlcers to 
attend communrty meetrngs and related educational activltres Audro vrsual equlpment IS 

needed to Increase the effectrveness of the education programs, and there IS a plan to  use 
vrdeo and other imaging equlpment to record changes In the envrronment as a part of the 
monltorrng program Drving rmaglng equipment are to  be acquired wrth DEMO Project 
funds These are urgently needed to  Increase the effectiveness of the envrronmental 
educatron program and to  monrtor env~ronmental changes throughout the parlsh 

(c) Flnanclal 

PEPA seems to  manage its financial resources well through the oversrght of a board 
member who IS a retlred banker I t  has an audited flnanclal statement and appears to be 
frugal In ~ t s  expenditures havlng used the MacArthur grant effectively whlle retarnlng a 
small cash reserve As of June there were savings that would carry PEPA for 4 to 6 
months at its current level of actrvrtres Thrs was accomplished In part by keeprng staff 
salarres low, and carefully controlling expenses An accounting software package IS berng 
Installed, and the staff trained rt its use, whlch w ~ l l  Improve budgetrng and accounting 

DEMO/TSS Project funds recelved In early June 1998 will allow PEPA to acquire 
needed equpment and to  increase staff salarles As the DEMO/TSS contract will end In 
March 1999, there IS an urgent need to  identlfy new sources of flnanclal support and to 
develop revenue generatlon projects to meet part of the operatronal costs of the 
organizatron 

1 An experienced busrness manager should be hired to  asslst the Executrve 
Dlrector and the board in the lmplementatron of an organrzatlonal development plan HIS or 
her primary assrgnment would be to  develop local buslness enterprises and to prepare a 
long range revenue generatlon and fundrarslng strategy 

2 For the present PEPA should expand rts exrstrng offlces to have an adequate 
space for meetlngs and other educatronal events For the longer term a commrttee should 



be formed by the board to acqulre an appropriate permanent burldlng through donation, 
long term lease or purchase The Ideal building should serve both as an envlronrnental 
educatlon center and as PEPA's offlce 

3 Pr~ority should be given to developing sources of Income that would at a 
minlmum support the current level of operations after March 1999 Parallel wlth this 
actlon, a long term flnanclal strategy must be developed and Implemented that will expand 
the scope and effectiveness of the protection of the environment wlthln the par~sh 

F Susta~nab~l~ty Rating 2 Malor Improvements m key areas requrred 

PEPA began as a wholly voluntary organlzatlon that established as an lnfluentlal 
movement In Jamalca through the lnltlatlve of ~ t s  founders The organlzatlon relied on the 
partlclpatlon of ~ t s  board and friends In developlng an awareness of envlronrnental Issues 
wlthln the parlsh and nationally wlthout recelvlng slgnlflcant funds from natlonal or 
international sources It  was only after the first major grant was received that PEPA was 
able to hlre a full time staff member, and to expand ~ t s  envlronrnental educatlon and 
advocacy programs There IS uncertainty as to how sustainable these relatively modest 
programs will be beyond March 1999 Wlthout funding of at least US$150,000 per year, 
these activltles will end and PEPA will revert to belng solely a voluntary organlzat~on If thls 
were to happen the Interest and support of ~ t s  founders and board will contlnue However, 
loss of the core profess~onal staff and the lnevltable reduction In program actlvitles would 
be a serlous setback to the community and to  Portland 

The proposed strategy for contlnulty is to develop a portfollo of small community 
enterprises and other actlvlties that would generate sufficient revenue to be self sustarnlng 
with enough Income to be able to pay PEPA adminlstratrve fees for servlces Several Ideas 
have been ldent~fied that would appear to be capable of generating revenue Due to lack of 
start-up capital none of these projects have yet been developed It  should be noted that 
many NGOs In Jamalca and elsewhere are trylng thls strategy to Increase thew Income 
Few successes have been reported, and only in those cases where the enterprise IS the 
sole program actlvlty of the organlzatlon Realist~cally most small enterprises have d~fficulty 
In covering thelr costs and earning a surplus that would help support thew parent 
organlzatlon PEPA's envlronrnental educatlon and advocacy activltles cannot be expeced 
to generate revenue and will always need donated funds for continuity and growth 

1 An immediate prlority IS to prepare a portfolio of proposals to the Coastal 
Waters Qual~ty Improvement Program (CWlP] which w I I  be contr~but~ng grants to NGOs, 
and to CBOs (Community Based Organizations) An NGO grant of USD$100,000 would 
sustaln PEPA for the year after March 1999, and the CBO grants (US$10,000 to 
US$20 000) would provlde the seed cap~tal needed for small eco-enterprise development 

2 PEPA should seek the support of speclallzed NGOs both locally and 
lnternatlonally, such as Appropriate Technology Intentional, TecnoServe, and the Inter- 



American Foundation, to mentor the start-up CBO enterprises One or two  small successes 
would give credibility to  the larger investment poss~b~l~t ies ldentlfled by PEPA 

3 Withln the coming 12 months PEPA must develop a multi-year fundralslng 
strategy that will reach international financing lnstrtutlons and major corporate and 
foundation donors Thls strategy should begln wl th rdentlfying the major sources of support 
wlthin Jamalca and overseas, and the deslgn of a systematic campaign to link the interests 
of potential donors to  the priorities and program that have been developed or planned 

The Portland Environmental Protection Assoclatron is an expanding organrzation 
whlch has pulled itself up by its own boot straps It  has the rdeas and energy, and the 
beglnnlngs of successful programs, that wil l enable ~t to be a significant force for the 
Improved management of the Portland environment PEPA can be a leader among 
conservation organrzatrons In Jamarca For the immediate future it should give attention to  
strengthening those elements that make an organization effectlve as it prepares for 
delegation of management responsrb~l~ty for the Port Antonlo Marine Park and Conservation 
Corridor deflne a clear mandate for park management, continue board development, 
recruit and tram full tlme staff, Integrate program activrties, and develop a contlnurty of 
fundlng The following actions are recommended for the coming year to consolidate what 
PEPA has achleved and to prepare for the challenge of the wlder respons~b~l~tres In the 
future 

1 Recruit a staff member experienced In project deslgn and business plannrng for the 
preparation of speclfic fundlng requests This lndivrdual would asslst the Executive Dlrector 
in work planning program lmplementatlon and In oversight of admlnlstratrve operations 
Work plannlng for programs and staff must Include defining quarterly results both 
quantrtatlve and qualitative, and the periodic review of staff and organizational 
performance 

2 Establish a target of USD$ 250,000 for calendar year 1999, exclusrve of the costs 
of management of PAMP/CC, for the continuity of environmental education and advocacy 
programs and the development of community based enterprrses and projects Develop two  
revenue generating activities that are financially self sustaining including reimbursement of 
PEPA's costs 

3 Prlor to  accepting delegation of management responsibrlity for the Port Antono 
Marine Park and Conservation Corridor, complete the followrng steps (I) identlfy the staff 
and equipment that wil l be requrred to  provide minimum adequate park protectlon, (11) 
develop a work plan and budget estlmate for the flrst two  years of operatron, and (111) 
ldentlfy and sign memoranda of agreement wl th government agencies and other 
organlzatlon that can collaborate in park management and share the costs Accept 
delegation of park management when memoranda of cooperation wl th other organizations 
are In place and adequate protectlon fundlng sources have been ldentlfled 



4 Request advrsory assistance from an experienced natronal or rnternatronal 
organization in the design of long range fund rarsing strategy, and the preparation of a 
major financial development campaign The campaign should be directed at major sources 
of funding such as the Global Environmental Facility, UN Agencies, bilateral donors In 
North American and Europe, and corporate or foundations 

5 Define the goals of PEPA's organizational development over the next three year and 
develop a strategy to achieve the goals Increasing the range and effectiveness of 
programs and staff and board development would be a part of a realistic plan To be 
effective the organ~zat~onal strategy should be developed with the participation of the 
member organizations of PEPA Progress In achieving strategic goals should be reviewed 
annually and the goals revised as needed 

IV MONTEGO BAY MARINE PARK TRUST 
(Visrted May 1 3-22, 1 998) 

The Montego Bay Marine Park Trust (MBMPT) was establrshed in 1991 by residents 
of Montego Bay concerned w ~ t h  the accelerating deterioratron of the coastal envrronment 
and coral reefs fronting their city The MBMPT IS a membershrp organizat~on establrshed as 
a not-for-profrt limrted lrabrlity company It  IS governed by an elected board of 10  members 
drawn from local business and commercial interests Initially a wholly voluntary 
organizatron advocating the creation and support of a marine park in Montego Bay, the 
Trust was subsequently delegated management authority for the marine park In September 
1996 by the Natural Resources Conservation Authority (NRCA) 

The Montego Bay Marine Park was officially opened on June 23, 1992 following 
\ 

three years of preparatron Beginning in 1989 the governments of Jamaica and the Un~ted 
States initiated the Protected Areas Resource Conservation (PARC) Project to establish a 
Jamarca National Park System which included the Montego Bay Marlne Park PARC was 
implemented by a unit of the Planning Institute of Jamarca With PARC fundrng, a marine 
park management staff was hired, minimum equipment supplied, and a protection and 
envrronmental education program begun At the end of the PARC Project management for 
the Montego Bay Marine Park was received by the NRCA who then transferred staff and 
equrpment to MBMPT The Trust receives limrted financial support from the Jamarca 
National Parks Trust Fund, from the NRCA, and receives in-kind contributrons and some 
donated funds from local busrness and other private individuals 

The Montego Bay Marine Park has a shorelrne length of about nine k~lometers and 
extends from the llne of high tide seaward to a depth of 100 meters The total surface 
area of the Park at present is estrmated at 15,300 hectares, and includes the sea, the sea- 
floor, and all marrne life within its boundarres Water sports and recreational diving of its 
extensive coral reefs make the Marrne Park an important tourrst attraction of vital 
importance to  the local economy Coral reefs rnhabit 25% of the Park and there are 
mangroves and seagrass meadows that still contaln a wide variety of tropical fish, as well 



as conch, lobster, sea urchins, sea cucumbers and turtles There IS a large varrety of 
sponge species for whrch the Caribbean is famous 

The former richness of the marine life of the Park began serious declrne in the 
1970s Although still an attractron to tourists, knowledgeable marine scientist and local 
drvers have noted the depletion of the frsh populatron, specifically the scarcity of larger 
fish, as f~shrng pressure increased The major shrp channel entering the port of Montego 
Bay cuts through the Marrne Park and represents a continuing threat of contamination to 
the coastal waters Coastal development is contrnuing wrth its unavoidable alteration 
mangrove spawning areas and physical alteratron of the shorel~ne Tourism rnfrastructure 
development and the expansron of housing as population has grown in the city and rt 
surroundings have overwhelmed the existing sewage treatment and waste management 
facilities wrth runoff contaminating the bay Upland agricultural development without 
adequate watershed management has increased so11 erosion that is carried to the sea with 
agricultural chemrcals to smother coral reefs and fertilrze algae blooms More than seventy 
percent of the degradation of the coastal waters of the Marine park are believed to  be 
caused by land based sources of contamination and alteratron of the coastlrne The 
challenge to  Marine Park management is to halt the further deterroratron of thrs resource 
and to begin the long slow process of rehabilrtation The Montego Bay Marine Park Trust 
will require the full support of the citrzens of Montego Bay, close collaboration wrth the 
agencies of government, and adequate long term frnancing to implement a successful 
management program 

ASSESSMENT 

This assessment of the Montego Bay Marrne Park Trust was completed shortly after 
the Organizational& financial Management Review of the Montego Bay Marine Parks 
Trust" completed by Denis Parchment in March 1998 (Ref 3) HIS professional study 
provides the Trust with the advice and Instruments needed to further its institutional 
development The Trust has accepted the recommendations of that study wil l name an 
executive drrector, adopt the posrtion descrrptrons, and use the staff evaluatron forms 
proposed by the study 

This assessment confirms the findrngs of the Parchment review and IS in general 
agreement wi th recommendations made I t  goes further in completing a subjective rating 
of the attributes of an effective organization, and offers specific suggestrons on how 
ratings could be improved These suggestions are focused on the near term, the next 12 
months, while funds are avarlable from NRCA and USAlD 

A Mandate Rated 3 Substantial improvements in many areas required 

Two facets of organizatronal mandate - the authorrty to act- were considered in this 
assessment The Trust has establrshed its own strong mandate as a mission statement 
To conserve and restore the marme coastal resources in the Montego Bay Marine Park for 
the max~mum sustainable benefit to traditional users, the community and the nation, by 



provld~ng effectrve programmes for publrc education, technical support, monitoring and 
rnterpretlve enforcement This mlsslon IS increas~ngly recognized both nationally and 
lnternatlonally giving the Trust and authorltatlve volce on marine conservation matters 
Recognlzrng that the threats to the environment of Montego Bay are largely terrestrial In 
orlgln, the Trust should extend ~ t s  mandate to the settlements, watersheds, and 
developments that affect the marine resource 

The mandate to assume management of the Montego Bay Marine Park was granted 
to the Trust by the Chairman of the NRCA In hrs communication of September 20, 1996 
This one page document details certain adminlstratlve responsibil~tres of the Trust, but IS 

sllent as to the exact nature or level of authority and management funct~ons belng 
delegated NRCA draft guidelines for delegation propose five (5) levels of delegatlon 
Ironically the more problematical and difficult level, Takrng control of park use and 
~rnplementatton of enforcement, IS at Level II of delegatlon The actlvitles more sultable for 
NGO capabllltles, education and publ~c relatlons (Level Ill), and recreation and tourism 
(Level V), are at higher levels of delegation 

1 The Trust should take the lead In drafting a delegation Instrument, following 
the model prepared for Negril, for subm~ss~on to the NRCA This delegatton Instrument 
should clearly define the functions and respons~b~l~t~es to be delegated to the Trust, as well 
as the obligations of the NRCA to advise and support the Trust In the execution of ~ t s  
management responsibll~ties 

2 At some time in the future the Trust should wlden its mandate to include the 
protection and conservation of the terrestrial envlronment whlch directly affects the quallty 
of Montego Bay and the soclal and economic well being of the community 

B Governance Rated 4 Improvement m l~mfted areas needed 

MBMPT IS fortunate to have a very effective Board Char and Interested key board 
members, lncludlng the Secretary, who have the tlme and dedication to provide leadership 
on pol~cy Issues and program oversight to the Trust As the Trust continues its transltlon 
from a volunteer organization to a professional management entity, i t  wil l need to identlfy 
and recrult new board members wlth the experience needed for wlder responsibil~tles 
Legal expertise has been identifled as needed by the board, as well as a strengthened 
relat~onshlp wlth the sclentiflc and unlversrty comrnunlty Orlentatton of new board 
members will be important and should include a wrltten description of member 
respons~bilitles agreed to by each individual In addltion to pol~cy formulation and guldance 
to the Trust, board members will be expected to  enllst collaboration wl th the other entitles, 
participate In publ~c relatlons and lobbying, and aid fund ralslng efforts 

Leadership of the daily program operattons of the Marlne Park needs to be 
strengthened reduclng the apparent need for lnterventron by board members At  present 
the management of the Marlne Park is shared by the Park Director, formerly the Sclence 



Offlcer, who should be focuslng on stewardship of the Marine Park, and the members of 
the board Essential functions have been assumed by the Board Secretary who IS lnvolved 
In external representation, public relations, and the responslbrllty for generating Income 
The Secretary serves without compensation as when the Trust was a voluntary 
association As the Board Secretary has more hierarchy than the Park Dlrector, the 
nominal manager of the Marine Park, the staff are unsure of who has authority for 
decisions 

1 The artlcles of incorporation of the Trust should be revlewed, and amended ~f 
required, to reflect the evolution from a voluntary assoclatlon to a more formal 
organrzatlon A pollcy of rotation of board members, wi th a third of the positions elected 
each year to serve three year terms, would malntaln contlnulty whlle garnerrng new 
experience and fresh enthusiasm 

2 Management of the Trust could be Improved by transferring the current 
functrons of the Board Secretary to  an Executive Dlrector that would be selected for the 
ab~ll ty to  provide overall leadership This pos~tion could relieve the Park Director from the 
admlnistratlve operations, budget and personnel, and dlrectron of the publlc lnformatron 
and educatron program The main responsib~l~ty of the Executrve Director would be to  
secure a continuity of flnanclng for the Trust 

C L~nkages Rating 3 Substantial improvements m many areas requ~red 

Two types of organizatronal lrnkages Important to  the work of the Trust are 
assessed The first, known as "enablrng Ilnkages" IS concerned wrth the relatronship of an 
organization to other entitles that wlll help it to fulfill its mlsslon In the case of the Trust 
its success in the enforcement of laws and regulations governrng the Marlne Park IS 

dependent on collaboration wlth the Marine Police, Resort Patrol and the Coast Guard, and 
the support of local magistrates In appllcatlon of the laws Public Relations and Education 
wlll require enlisting the support of tourlst agencies, the schools, and assoc~atrons 
Likewlse credlbllity in science, and monitorrng water quallty and frsh populations, wil l be 
dependent on linkages wlth natlonal and international scientlflc rnstrtut~ons as well as the 
National Water Comm~ss~on and the Parish Health Department These linkages should be 
formalized over tlme with cooperative agreements that might include resource sharing, 
contracts, and memorandums of understanding Whlle there are frequent contacts and 
Interchange wi th organizations that could partner the Trust, no written memoranda of 
agreement or cooperatrve agreement have been negotrated as yet 

Equally Important are "dlffused Ilnkages" whlch In the case of the Trust would 
Include participatron In the Nat~onal Environmental Societies Trust (NEST), membership rn 
professional assoc~at~ons, and attendance and partrcrpatlon In community assocrations, 
advlsory committees and civrc organizations Through these linkages the Trust can reach 
social and economlc groups outside the normal circle of relationships Whlle dlffused 
llnkages are usually not necessary to achleve the mlsslon of the Trust, they are very useful 



In building publlc awareness and support for the management of the Montego Bay Marrne 
Park 

Llnkage to the wlder community of stakeholders In the Marlne Park can be achleved 
by the Trust through re-establ~shment of the Local Advisory Commlttee (LAC) which has 
not met since December 1995 A LAC can support the work of the trust In several ways 
(1 ) as an advisor on policies and programs, (2) as a spokesmen on Trust programs, 
problems, and priorities on the coastal marine envlronment, (3) as a source of enabllng 
llnkages and program support, and (4) as a source from whlch new volunteers and New 
Board members can be recruited The LAC can also provide drrect support to Trust 
actlvlties through cooperatlve agreements and ~n-klnd contrrbutlons 

1 The Board Chaw should Identify an agency that has a mlsslon compatible 
wlth that of the Trust in order to develop jolnt program activities or cooperatrve 
agreements These formal llnkages would Increase the effectlveness of both organrzations 
by wldenlng the scope of actlvltles and reduclng costs through the sharlng of personnel 
and equipment These agreements should be developed one by one and thoroughly tested 
prlor to enterlng Into tripartite or multl-agency agreements 

2 The Board Chair of the Trust should take the lead ~n the formation of a Local 
Adv~sory Commlttee from relevant local government agencles and clvll soclety assoclatlons 
whose advlce and support would advance the work of the MBMPT Commlttee members 
should have a clear understanding of their responslbllity to learn about and support Trust I 

programs and to  provlde advice and feedback that will increase thelr effectlveness 

0 Programs Rating 2 Malor lrnprovements needed in all areas 

(a) Publ~c lnformatlon and Education 

At  this stage of organlzat~onal development the Trust should focus on public 
information on ~ t s  mlsslon objectives and programs to conserve the Montego Bay 
envlronment wlth the objective of building up a constituency A recent World Bank 
flnanced study found that the programs of the Trust and the Marine Park are not wldely 
known In Montego Bay Where known these actlvltles are perceived to be ineffective The 
hoteliers In particular stated they would not contribute to the work of the Trust in the 
management of the Marlne Park untll ~t began to functlon more effectively 

A publicity program IS essential ~f the Trust is to bulld the support that ~t needs to 
be effectlve operationally, and to generate the revenues that are needed At present the 
educatlon program IS asslgned to volunteers and focused on secondary school clubs The 
educatlon program is run by a dynamlc if inexperienced young woman worklng full tlme 
(though she IS unpaid) wlth the assistance of a Peace Corps Volunteer (PCV) The program 
IS effectlve in developing environmental groups in the five local secondary schools 
However the future of thls educatlon program IS in doubt as it IS llkely the young woman 



will have to leave to take a paying job at some trme In the future, and the PCV wrll be 
leavrng In June 

The PCV also works half tlme wrth the Envrronmental Watch Organrzatron (EWO), a 
prrvate volunteer organlzatlon wrth programs rn the secondary schools Through the 
dedlcatron of ~ t s  volunteer leadership, and wlth llttle fundlng, EWO has been effectrve In 
worklng wrth school teachers and puprls A merger of EWO wlth MBMPT programs has 
been recommended whlch has obvlous advantages to  Increase the effectrveness of both 
organlzatlons EWO IS reachlng a population that IS a natural llnk to  the actrvrtles of the 
Trust wrth older youths 

Whlle the youth education program IS effectrve, educatron and publrcrty must reach 
a wlder audlence of adults, communlty leaders and tourlsts An alternative would to tram 
the more articulate members of the youth group to speak for the conservation of the 
Marlne Park and the actlvltres of the Trust to a wlder audlence A full trme Publrc 
Informatron offrcer IS requlred to organrze thls effort as well as to  take on the major 
responslbrllty of developing the Trusts Image and support rn the local and rnternatlonal 
communlty 

(b) Park Protectron and Patrolling 

Park management IS focused on patrollrng of the Montego Bay Marrne Park wlth an 
emphasls on enforcement of regulatrons on frshlng and controlling boatrng and other 
recreatlonal uses that are lrable to cause physrcal damage to  reefs Due to  lrmltatlons rn 
stafflng and equipment drscussed below, patrollrng takes place only rn the dayllght hours, 
generally twlce a day Ranger morale IS reported to be low due to  the Inherent 
unpleasantness and danger of law enforcement for whrch they have not been trained, and 
the lack of support by local pollce and mag~strates when violators are apprehended A 
speclfrc Issue IS the actrvrtles of the spear fisherman who are the dlfflcult to deal wlth 
They usually flsh at nlghts In areas where they can escape observation An Issue IS 

whether Trust rangers should be armed as they have requested, and whether they have 
the competence and maturlty for thls responsrblllty 

Park management mrght f ~ n d  ~t more productive In bulldlng communlty support rf 
servlces to resource users were emphasized rather than threats of flnes and lmprrsonment 
An important service that the park rangers should contrnue and expand 1s providing for the 
safety of fishermen, boaters and other recreatlonal users of the marine park, and to  advlse 
on proper protectron and enjoyment of the reefs Patrol boats should be equrpped for 
rescue and salvage and have workrng radros The park mooring buoys and markers of park 
boundaries were destroyed some four years ago and need to  be replaced A patrol vehlcle 
shadowrng the patrol boat at sea would be able to follow up on educational and 
enforcement Issues ldentrfled on the water 



Science Program 

The science monitor~ng program of the Trust is currently Inactive as the Science 
Offlcer was promoted to Park Director An active program of monitor~ng the health of the 
reef system, frsh populations, and water qualrty IS essential to establish the credlbrlity of 
the Trust as a science based conservation organization A monitorrng program is necessary 
to monitor water quality and the success of protection act~vities in rehabrlitatlng the marine 
environment Whlle it IS unlrkely that the Trust will receive major funding for research 
without a major Increase in equipment and staff~ng, it is in an excellent position to attract 
international scientists and students to Jamaica and to coordinate support and participation 
in their work Collecting the results of these stud~es would allow the trust to develop a r 

documentation center on marine brology that would be important to science throughout the 
Carrbbean 

Recommendations 

1 A Publlc Information and Education Officer should be the next new hire of 
the Trust after the Executive Dlrector An aggressrve community outreach and publicity 
campaign must be implemented to build a constituency and to attract volunteers to 
augment staff In working with youth The EWO program should join the education program 
of the Trust 

2 An Important service that the park rangers can provide is providing for the 
safety of fishermen, boaters and other recreat~onal users of the marlne park Patrol boats 
should be equipped for rescue and salvage Rangers should be tralned to advise 
recreational boaters and dlvers on the proper enjoyment and protection of the reef 

3 Installat~on of working radios should receive immediate attention Another 
~mmedrate need is to re-install moorrng buoys for dive boats Signs on land and on buoys 
are needed to advlse the public that are entering the boundaries of a protected Marine 
Park Restrictions on the use of certain areas such as spawning sites should be enforced 

4 The Science Program should be resumed as soon as assistance to the Park 
Director can be arranged The Executrve Director should remove much of the workload of 
trust administration and the coordlnatlon of educatron activities, enabling the Park Director 
to resume the science monitoring and report~ng 

E Resources Rat~ng 2 Major ~mprovements needed m a// areas 

(a) Personnel 

The authorized staff of the Marine Park consists of seven full time employees a 
Park Director a Sc~ence Offlcer (pos~tion vacant), a Chief Ranger and three Rangers, an 
Administrative Officer and a Reception~st/Ass~stant There IS a Peace Corps Volunteer 
serving as Education Coordinator on a half time basis who works wrth a full time volunteer 
in the youth program In additlon there are one or two  volunteers in the office from the 



National Youth Servlce program Recruitment of a Science Officer IS underway, although 
filling this position may not be necessary if the Park Director is relleved of some of the 
Trust adminlstratrve work and can resume an active science progrm 

The Board Secretary IS directly involved in the operatlons of the Trust, and in 
external representatron and development (fundralsing) activitres, and works directly In the 
management and supervision of the operatlons of the Trust As a board member, the 
Secretary outranks the Park Director wlthin the hierarchy of the Trust, whlch has caused 
the staff to question who IS in-charge 

The Park Director, the former Science Officer, is a well quallfled marine scientrst, 
but apparently with llttle experience and trainrng In park management and admrnlstratron 
The Chief Ranger IS well qualrfied as an diver, life guard, and boat handler The three 
younger rangers also have qualrfications in diving and relevant skrlls All members of the 
staff have attended short courses provided through the DEMO project on the development 
of report writing skills, conflict management, etc The utility of this trarnlng has not been 
evaluated, and there is no report of an assessment of trarning needs having been 
completed 

Personnel management needs substantial strengthening A start will be made in 
June wi th a performance evaluation of exlsting staff There is staff concern that this 
evaluation wil l be ineffective as job descriptions are not current (or do not exrst) and 
performance standards are not set Apparently the staff has been workrng without a 
contracts or a formal letter of employment for some time 

(b) Ecrui~ment & Office 

The Marrne Park office is adequately equrpped wl th word processing equipment, a 
facsimile copler, desks, and telephones for the current level of stafflng The offices are 
well located on the waterfront where park patrol craft are moored, and the use of the 
harbor can be observed There are serious shortages In equipment and supplies for the 
Marine Park Most serious 1s the lack of working radlos for communication wlth the patrol 
boat The larger boat IS not fully equipped with lrfe saving and rescue gear or adequate 
frrst a ~ d  supplies, and problems with the motors have kept both boats from worklng on 
certain days A new patrol boat has just been provlded by NRCA/DEMO, but it will not be 
put In servlce until it is suitably marked and a boat maintenance program developed The 
vehicles assigned to the park are also unserviceable at this trme, and comments were 
heard that scuba equrpment, alr compressors, and other gear were inoperative from lack of 
malntenance Better supervision of an effective preventrve malntenance program IS 

essential if material assets are to be conserved An rnventory of property purchased or 
donated 1s required, wl th the source and date of acquisrtion In the case of equipment, a 
record of maintenance and repair IS also essential Replacement funds for outboard and 
other equrpment should be started and maintained to  assure future availability 



(c) Financial 

F~nanc~ng of the Trust IS provided by transfer payments from NRCNDEMO and bi- 
monthly quarterly d~sbursements from the Jamaica National Parks Trust Fund 
Reimbursement of expenses from NRCA IS reported to be very slow requiring frequent 
appeals for action In the past the Trust received fund~ng directly from USAlD This 
pract~ce was discontinued after the Trust was unable to meet reporting requirements of 
that agency Accounting and financial management are apparently improving as the 
Admin~strative Off~cer learns to apply better financ~al management practices Accounts 
are still kept manually An accounting software package should be acqu~red and the staff 
trained In its use The close-out of the DEMO Project fund~ng for environmental 
organ~zations In May 1999 will cons~derably reduce the Income to the Trust for equipment 
replacement and outreach activities Thus far the Trust has had little success in s~gn~ficant 
fund raising efforts, although various business plans are In development 

It is significant that there has not been an external audit of the accounts of the 
Trust slnce its establ~shment In 1992 Price Waterhouse is currently working (pro bono) on 
an audit through 12/31/96 Subsequent aud~ts on an annual bas~s w ~ l l  be more timely and 
useful ~f the accounts are maintamed on a computer 

1 Staff capabilit~es w ~ l l  be assessed as part of the performance revrew, and 
reass~gnment may be requ~red based on program priorit~es Letters of employment, updated 
lob descr~pt~ons and individual t ra~n~ng plans should be developed for each staff member 
based on assignments 

2 Unserviceable equ~pment should be surveyed and either repaired if the cost 
is justified or discarded A l ~ s t  of equipment needs should be prepared and used as a guide 
In approaching donors for support USAlD at times has surplus equipment available for 
donation to NGOs Preventive maintenance and regular ~nspections programs should be 
esta blished to keep motors and other equipment functional 

3 Continue to upgrade the accounting system and add the capability to make 
cash forecasts and budget analys~s The Board should review the financial informat~on 
every two months and provide assistance In meeting shortfalls in revenue The Board 
must also review progress in ~mplementing the fundraising plans on a bi-monthly bas~s, and 
prov~de ass~stance in contacting sources of cash and in-kind contributions 

4 The Trust should keep a careful record of in-k~nd contributions and the 
estimated value, with appropriate recognition of the donors This informat~on w ~ l l  
encourage additional support from the donors by provid~ng evidence of strong local support 
to match their contributions 



F Sustalnablllty Ratlng 2 Major improvement needed in a// areas 

The flnanclal sustalnabillty of the Trust Into the future is uncertain, and a major 
fund raislng campaign must be started immediately The Trust 1s totally dependent on two  
sources, and has not as yet been successful In any significant fundraising appeal A t  
present the principle sources of funds come from two  sources, the Jamalca Natlonal Parks 
Trust Fund and USAlD grants to  NRCA As more natlonal parks are created, there wil l be 
additional demands on the parks fund which may lead to a reduction (certainly no increase) 
in the amounts assigned to MBMPT NRCA/USAID funding for DEMO will end In May 
1999, and there are no plans to  extend the Project at present The CWlP (Coastal Water 
Quality lmprovement Project) of NRCA/DEMO has started work In Negril, and IS considering 
worklng In Ocho Rios and Port Antonio beginning In 1999 The posslbilrty of major support 
for the Montego Bay Marine Park from CWlP is uncertain glven that projects current 
prloritles 

The Trust understands the need to  develop alternate sources of flnancral support 
and has begun to  develop a "revenue generation action plan" (Ref 7) This first draft 
ident~fles a wide range of possible fundraising activities, proposes a schedule for 
implementation, and estimates the costs of development Recognizing that ~t is a work In 
progress, the draft will also have to develop a forecast of revenue that would be generated 
from each activlty for a cost/benefit determination, e g if $25,000 is received to  Invest in 
a fundraislng idea, what is the income that can be expected over and above the cost of the 
~nvestment? The credlblllty of the overall revenue generation plan will depend on the 
success In lmplementlng one or two  of the proposed actions 

Organizational sustainabillty can be best achieved ~f the basrc operational expense 
(rent, utllitles, supplies, core staff salaries) of the Trust were to  be financed by an 
endowed trust fund Donors are less attracted t o  contributing to  a core operating 
expenses, or even allowlng an overhead (G&A) percentage In thelr project grants A 
special project, financing a boat, education center, or land purchase is normally a much 
easler sell Nevertheless, plannlng for a trust fund should begun by MBMPT and major 
indlvldual and corporate contributors Identified Design of the trust instrument and 
management will give donors confidence that their contributions will be managed A 
speclfic target should be set for the in~tial endowment of the Trust Fund, for example US$ 
2 milllon, wl th the understandlng that no disbursements of capital or Income will be made 
untll that level is reached In the case of Montego Bay, the possrbillty of the donation of a 
house or property by an U S taxpayer could be considered The Nature Conservancy can 
advise a potential donor on how to comply wi th IRS regulations to  recelve tax beneflts 
from such a chantable contribution 

1 The acceptance of the Parchment report will release certain funds to  the 
Trust from DEMO and the PARC Project These moneys must be considered "bridge" 
funding only through February of 1999 Over the next 12 months a major source of 



funding must be developed from an lnternatlonal source that will provlde three years of 
funding to the Trust as a complement to the JNPTF payments for Marlne Park 
management 

2 The Trust must demonstrate that ~t can develop and implement a revenue 
generating project in order to gain experience and to  establish a track record as an 
lnstitutlon Over the next year ~t should focus on startlng no more than three simple 
projects and concentrate on getting them up and running effectively 

3 The Board should form a comm~ttee to endow a permanent trust fund that 
would be designed to provlde the baslc operating costs of the Trust Capitallzed at US$ 2 
million, its Income could be expected to be a minlmum of $100,000 to $1 40,000 per year 
depending on the previous years earnings 

The Montego Bay Marlne Park Trust IS an "emerging organlzatlon" maklng the 
transltlon from a voluntary organlzatlon of concerned cltlzens to that of a professionally 
managed lnstltutlon that intends to provide lncreaslng servlces to its const~tuency At thls 
time (May 1998) the Board of the Trust recognizes that substantral changes In 
management and service dellvery are necessary and that present fundlng 1s Inadequate and 
not secure The Board has accepted the recommendat~ons of the Parchment Study (Ref 3) 
and will proceed to lmplement the suggestions In an orderly manner startrng wlth the 
appolntment of an Executlve Dlrector for the Trust 

Over the next 12 months the Trust must concentrate on (1 ) dolng a few thlngs 
very well, (2) developing a track record in prlvate fund raising and revenue generation, and 
(3) Increase lnternatlonal development fundlng An ambltlous but achievable goal for 
January I, 2000 would be a budget of US$ 300,000 that IS fully financed The following 
actlons are recommended for the coming year 

1 Recrult and tram an Executive Dlrector who will be responsible for managing (1 
the organizational development and flnanclng of the MBMPT, and (2) the protection and 
restoration of the Montego Bay Marlne Park 

2 Recruit a Publlc lnformatlon and Education Off~cer, wlth good oral and written 
presentation skills, to take over volunteer recruitment and educational campaigns, and to 
work wi th the Executive Dlrector on external representation and proposal development 

3 Public lnformatlon and Education Offlcer will focus on buildlng publrc Interest and 
support In the mlssion of the MBMPT in all economlc and social levels Emphasize publicity 
on Trust misslon and objectives, the Importance of protecting the Montego Bay 
envlronment, and the role that volunteers can play In advancing that misslon 

4 Concentrate on achlevlng one (1) slgnlf~cant (>  US$ 25,000) fund ralslng goal 
from corporate or pr~vate foundat~on sources within the next SIX months I t  will do wonders 



for the morale of the staff, the Board, and the Frlends of the Park, and ~t will establish a 
track record 

5 Reactivate the science program of the Trust under the direction of the Park Director 
concentrating on water quality and marine llfe surveys In Montego Bay Promote visrting 
scientific research programs and establish a marine data base 

6 Slgn a contract wlth at least one (1 ) institution to  Issue use permlts or to  collect 
fees on behalf of that agency retaining a percentage for administrative expenses 
Concentrate on tlght administration and reporting of this servrce to  justify additional 
contracts 

7 Sign a cooperative agreement wrth the Coast Guard and/or the Resort Patrol for 
joint patrolling in the Marine Park boat In times of heavy use by tourists and other 
recreation users, and by fishers Patrols would emphasize service -- advise on recreational 
use and reef protection, search and rescue, emergency assistance and flrst ald -- over law 
enforcement 

8 Review and update corporate articles of the MBMPT in accordance wlth Increasing 
professionalization and responsib~lities Modify duties and terms of service of the board, 
the membership and electlon procedures for Friends of the Park, and authorizations ( ~ f  
necessary) to create endowments and to  joint venture or finance private enterprises 

9 Organize a Local Advisory Committee as a llnk to public and private institutions 
concerned with the environment of Montego Bay and St James's Parish and the economic 
and social well belng of the community Establish the LAC role as advising, supporting and 
promoting Trust conservatlon programs 

10 Executive D~rector will foster a new organizational culture every staff member is an 
marine park conservatlon advocate, every staff member 1s a fund raiser, every staff 
member works with volunteers, and every staff member enlists others to  rescue the 
Montego Bay environment 

ADDEND CllM 

A return vzszt was made to the ojfices of MBMT on August I I The Image and energy 
level of the ojffice and staflwas observed to have zmpi oved szgnzjicantly sznce the orzgnal 
a5sessment two moi~thsprevzozwly Specrfic zmprovements that were noted were 

I The oflzce floors had been refurbrshed, worhng cubzcles had been partztzoned offfor 
each staflmember gzvzng a much more buszness Zzke atmosphere, and attractzve 
educational posters were on dzsplay 

2 Wzth the appomtment of and Executzve Dzrector the Park Manager Maldon Mzller had 
been freedfrom the problems of managzng the trust and was able to focus on park 
management and to remrrect the sczence program 



3 MBMPT park staff patrols were joined police and coast guardsmen whtch was 
increasing the effectiveness of the appllcatron of regulations and the enforcement 
function 

4 Performance revtew of all staff by an independent panel had been completed 
resulting m the decision not to renew two park ranger contracts Recrurtment of 
replacements now m process 

5 Two new staff members had been contracted--an education officer and a youth 
program leader 

6 Fundraismg events were being planned High quality brochures had been printed, 
and attractive T-shirts were to be sold country wide through a marketrng agreement 
wlth a business A significant grant had been received by MBMPT from a Krngston 
company 

These rmprovements were due m large part to the appointment of Jill W/lliams, formerly 
the Secreatry of the Board and a founder of MBMPT, as the Executive Director She brings 
to the posttion office management experience as well as her linkages to the business 
communtty tn the Montego Bay area Recelpt of a dtbursement from the DEMO Project is 
helpmg to support this tmproved management 

V NEGRIL ENVIRONMENTAL PROTECTION TRUST 
(Vlsrted August 6-1 5 ,  1998) 

The Negrll Area Envlronrnental Protectron Trust (NEPT) was organized In Aprll 1994 
as an umbrella environmental Non Governmental Organlzatlon The Impetus for ~ t s  
formatron came from the Thrrd Annual Workshop of the Negril Coral Reef Protectlon 
Society (NCRPS) In December 1993 The workshop recognized that a coordinated 
envrronmental program on the land was essential ~f the Negrll coral reefs and related 
coastal systems were to be conserved lnltlally it was thought to form a Local Advrsory 
Committee to work wlth NCRPS on terrestrial conservatlon Issues as a complement to rts 
coastal conservatlon actlvlties Ultimately the decls~on was made to form a new NGO that 
would be concerned wrth the protection of the envrronment of the entlre Negrll area 
Eleven agencles and organrzatrons that were partlclpants In the workshop together wrth 
NCRPS joined to establish NEPT 

The mrsslon given to the new organlzatlon was to (I) Promote, encourage, and 
support efforts at all levels of soctety to protect, preserve, and improve the environment of 
Negrtl, and (2) Promote public awareness of the tmportance of the protection, preservation, 
and sound management of the environment Under the auspices of the NCRPS the 
founders of the new organization began the development of a comprehensive 
Envlronrnental Protectlon Plan for the watersheds of Negril The Negr~l and Green Island 
Area Local Plannlng Authority (NGIALPA) and the Natural Resources Conservation 



Authorrty (NRCA) particrpated in this exercise wrth the support of the USAlD funded DEMO 
Project Following consultation with local communltres, and government agency review, 
the Plan was accepted by NRCA and government In December 1995 The Negrrl 
Environmental Protectron Area was offrclally designated by the Minister of Environment 
and Housing made on November 28, 1997 

The beaches and natural beautles of Negrrl are the thrrd tourist destrnation in 
importance in Jamaica after Montego Bay and Ocho Rros Protection of the coastal 
environment, especially the coral reefs, is essential ~f Negrrl IS to continue as a tourrst 
attraction Negril also has other natural features that must be protected to conserve the 
natural environment -- the forested mountains, the watersheds that nurture the three 
prlncrpal rivers, and the Negrrl Great Morass This unique wetland of more than 16,000 
acres contarns the Negrll Royal Palm Reserve developed as a prime nature attraction In the 
1 9801s, and currently berng renovated by new management 

The growth of the local tourist Industry brought people looking for work from the 
rest of the country Housing for these workers IS in short supply, substandard, and built 
without adequate planning or services Garbage collection and dlsposal is uneven rf ~t 
exists at all Those that cannot find jobs In the hotels and tourist services enter into 
subsrstence fishing, convert the forest to  shiftrng cultrvatlon and charcoaling, and look for 
other means of livelihood Erosion of the deforested watersheds IS silting the rivers, and 
rapid runoff carrres the contamination of fertil~zers and pesticides to  the sea These factors 
are creating a degraded environment on the land and long the coast Silting and enrrched 
nutrients from the rivers have lead to algae blooms In some areas as well as deplet~on of 
fish stocks These threats together w ~ t h  physical damage from to  the coral reefs 
eventually will result In the death of the reefs In some areas 

In 1990 the NCRPS, a locally based NGO, was formed by water sports and diving 
interests to preserve the coral reefs and the marine environment of Negril The 
establishment of a marine park was proposed for the coastlrne of Negril and a voluntary 
program of stewardship of the reef system begun It is anticipated that NEPT wrll be 
delegated responsrbllity for guiding the implementation of the Negrrl Envrronmental 
Protection Plan In the coming months These responsibilities will include support of the 
work of NCRPS In managrng the Negril Marine Park and the environmental projects of other 
NGOs and commun~ty groups 

ASSESSMENT 

A Mandate Rating 2 Major improvements m key areas requ~red 

The Negril Environmental Protection Plan (Ref I )  descr~bes NEPT as one of the 
three organizations, wrth the Natural Resources Conservation Authorrty (NRCA) and the 
Negr~l Green Island Local Plann~ng Authorrty (NGIALPA), that wil l play a leadership role and 
assume prlmary responsrbilitres for the rmplementatron of the Plan The Plan further states 
that the mandate of NEPT includes 



Facilitating communlty and publlc center envlronrnental Improvements, natural 
resource management, and communlty education and awareness 

Ralsing funds for long term flnanc~al support of local envlronrnental projects by 
bulldlng a Trust Fund and undertaking Income generating actlvitles 

Providing management and operational servlces for area parks and protected areas 

Advocating sustalnable development, sustalnable tourism, and envlronrnental 
protection for the greater Negril watersheds and marlne envlronrnental at the local, 
nat~onal, and international levels 

The above mandate gives NEPT a well deflned ~f broad sphere of actlon However 
closer readlng of the Negrll Envlronrnental Protection Plan (NEPP) prov~des a detalled list of 
roles and respons~b~l~ties for NEPT that exceed its present or foreseeable organizational 
capaclty In addltlon to the detalled "Flrst Three Year Objectives" established by the Plan 
for NEPT and its government agency members, NEPT IS also responstble for ralslng funds 
to flnance ~ t s  own actlvltles as well as those of government agencies NRCA wtll release a 
delegat~on ~nstrument outlining the respons~bil~ties of NEPT for the implementation of the 
NEPP Addltlonal ~nstructlons can be anticipated from the NEPP Regulations also to  be 
prepared by NRCA whlch will be glven to NEPT to Implement It seems that NEPT has too 
many mandates, guidelines, ~nstructions, etc , some wlth overlap on government agency 
functions, to be able to focus ~ t s  resources effectively These mandates are essenttally 
meaningless glve the level of stafflng and uncertainty of fundlng of the organization 

NEPT has not yet been offlclally delegated the responslblllty of guidrng the 
lmplementatlon of the Negrll Envlronrnental Protection Plan preparatlon of the delegat~on 
Instrument is reported to be advancing wlthln NRCA The delay may be due to thoughtful 
conslderatlon by NEPT of what respons~bil~t~es should be delegated to NEPT at thls tlme 
conslderlng its present level of organlzatlonal development Further guldellnes for NEPT 
will come from the Development Order now In preparation by NGIALPA which will provlde 
for the "control for land use to ensure proper sanitary cond~tlons, coordinate provlslon of 
roads and publlc servlces, protect and extend amenltles, and conserve and develop the 
area's resources" NEPT will also be expected to asslst NGIALPA In applying the 
Development Order whlch it IS expected to join In lmplementlng 

The Negrll Envlronrnental Protection Plan states that NRCA will delegate 
responslblllty "pr~marlly enforcement powers" for lmplementatton of the plan to NEPT As 
NEPT IS ldentlfied as a "non governmental organlzatlon" ~t IS surprising that NRCA and 
NGILAPA Intend to delegate to ~t the pollclng responslblllty of government agencies Thls 
delegation would seem to duplicate the enforcement respons~bil~t~es of government 
agencies--pol~ce, envlronrnental wardens, parish constables, etc , as well as ralstng a doubt 
as to NEPT's "non-governmental" status 



1 NEPT should carefully review the scope of responsibilities that will be 
assigned to it by the delegation instrument and assess the feasibility of implementation 
given its resources The authority that would be delegated to  NEPT should be confirmed 
wlth the relevant government agencies to  make sure that they complement rather than 
duplicate the authority of the agencies The terms of the delegation should be reviewed by 
the members of NEPT, and presented for public comment throughout the Negril Area, prior 
to acceptance 

2 Following its acceptance of the delegation instrument, NEPT should reassess 
its capabilities and requirements, and prepare an organizational development plan that 
would enable it to become effective In implementing the Negril Area Environmental 
Protection Plan The plan should have organizational development goals or targets that 
would allow assessment of success In their achievement 

3 NEPT should examine the Issue of being delegated enforcement 
responsibilities and powers very carefully to  determine whether it can or should effectively 
exercise this functlon A more appropriate division of responsib~lities for an non 
governmental organization would be to support and facilitate enforcement by government 
agencies in the application of laws and environmental regulations through public education, 
and by ldentifylng violations, gathering evidence and appearing in court proceedings 

B Governance Ratlng 2 Major improvements tn key areas requtred 

NEPT is identified as a Non Governmental Organization (NGO) governed by a Board 
of Directors elected by the "members1'--it is sometimes unclear as to whether it refers to 
members of the Trust or to  members of the Board of Directors The Articles of Assocration 
(Ref 2, Article 33) provides for a minimum or five (5) an not more than twenty (20), and 
then goes on to list 13 organizations from whrch the dlrectors will "be selected" The 
Articles also state that at the first general meet~ng up to seven dlrectors were to be 
elected from the member (founding ) organizations of NEPT to  serve two  year terms 
However, according to  the Articles a number of directors are to be representat~ves of 
government agencies, including NRCA, Negril Green Island Area Local Planning Authority 
(NGIALPA), planning board, publlc health, education, police I t  is not evldent whether these 
Directors are appointed by thelr agency, or are elected to  the Board by the members of 
NEPT, and if the two  year term provrslon applies to them This raises the question of 
whether NEPT is a non governmental organization or a quasi governmental organization (a 
"quango") If NEPT is perceived as an instrument of government it may well be ineffective 
in generating support as a representative body drawn from civil society 

The Articles provide for the Board of Directors to  elect an Executive Committee 
comprised by five (5) members the Chalrman and Deputy Chairman of the Board, the 
chairs of the two  board committees -- fundraising, and government liaison, and a 
Treasurer The Executive Director of NEPT serves as the Secretary and is a non-voting 
member of the Executive Committee The Articles are overly detailed in procedural issues 



such as requirements for notice of meetings, formation of a quorum, and voting by proxy 
These Issues would be better addressed In Bye Laws drafted by the Board of Directors and 
approved by the Members of NEPT Board respons~bilities such as establishing Bye-Laws or 
procedures are not mentloned in the Articles, nor are such matters as appointing the 
Executlve Director and fixing salaries, approving annual operating plans and budgets, 
signing memoranda of understandrng with government agencies and other organizations, 
etc 

The Board of Directors of NEPT is also to serve as the "Environmental Protection 
Management & Advlsory Councll" (EPMAC) for the Negril Environmental Protection Area, 
according to the Negril Environmental Protection Plan There IS no statement as yet as to 
the functions of EPMAC, and its relatlonship ~f any to the governance of NEPT 

Recommendations 

1 The Artlcles of Association of NEPT should be reviewed to determine thelr 
adequacy for the good governance of the organizatlon, and to determine if clar~ficatlon IS 

needed on the roles of the members of the organrzation, the Board Members, and the 
Executive Commlttee The role of the Board slttlng as EPMAC should also be defined On 
the basis of that review by the members of the Trust, and consultation with the local 
commun~ty, amendment of the Artlcles may be required Bye-Laws should be prepared In 
parallel or as a result of the proposed amendments of the Articles of Association 

2 The review should conslder separating the governance of NEPT as an NGO 
from the responsibilit~es of the Board of Directors sitting as EPMAC The Board could then 
concentrate on the funct~ons of inter-agency coordination and the other respons~b~lit~es 
asslgned to it as EPMAC The Executlve Commlttee, perhaps expanded to seven elected 
members, would focus on oversight of the programs financing and administration of NEPT 

3 Bye-Laws should be drafted to define the functions of the Board and the 
Executlve Committee for governing the organizatlon Meetings should be scheduled on 
flxed date with a clear agenda circulated In advance to make best use of Board and staff 
time, the Executlve Committee should meet monthly, the Board Subcommittees when 
needed, and the full board quarterly While allowlng full opportunity for discussion, time 
management of the meetlngs will be Important to ma~ntaln participant interest 

4 A Board retreat should be scheduled within the next three months to assess 
priorities and capabllitles of NEPT for 1999 This on-going process of board development 
should include identification of new members to be recruited to the organization, a review 
of the responsibilities of the Board and of the wider membership, and the acceptance of a 
"Board of Director's job descrlpt~on" by each member 

C Linkages Ra tlng 4 Improvement ln ltmrted areas needed 

The present composition of the membership, and of the Board, gives NEPT a 
network of enabling linkages to government agencies as well as to leaders in the prlvate 



sector the Negrll Chamber of Commerce, the Jamalca Tourlsm and Hotel Assoclatlon 
These members are potentlal sources of direct collaborat~on In the program actlvltles of 
NEPT, and can reduce program costs by seconding or detalllng personnel and sharlng 
costs As yet no formal memoranda on collaborat~on have been written, however, joint 
actlvltles can begln on a trlal baas to  gain the experience of worklng together and def~nlng 
the most effectlve means of collaborat~on 

The commun~ty based organ~zat~ons, the Negrll Flshlng Cooperative, and the Negrll 
Craft Traders Assoc~atlon, NCRPS, etc give NEPT a potentially powerful dlffused llnkage 
into the wlder clvll soclety of Negrrl Through thelr membershlp they can be key In brlnglng 
to  the EPA knowledge of the purposes and programs of NEPT In essence the membershlp 
as a whole IS Ideally placed to  act as a Local Advisory Commrttee, and can provlde 
feedback to  NEPT on the effectiveness of actlvltles These members can also look to the 
EPMAC as a way to be thew advocates In accessing the servlces of government agencles 

Recommendations 

1 The Board of D~rectors should increase the number of members ~n the 
organlzatlon by recrultlng commun~ty and assoc~at~on leaders and dlstlngulshed lndlvrduals 
concerned wl th the environment and sustainable development Issues Thls membershlp 
would serve as pool of Interested people from whlch new Directors could be elected 
Expanded membershlp would enable NEPT to expand rts llnkage to the wlder commun~ty 
and provlde a means for bulldlng publlc support as well for renewal of Ideas and 
commitment 

2 NEPT should ldentlfy those government agencies and other organrzations 
wlth whrch ~t IS appropriate to  collaborate begln joint actlvltles sharlng personnel and 
resources Jornt actlvlties could Increase the effectrveness of both organlzatlons and make 
better use of llmlted resources As these exper~ments IS collaborat~on are tested and found 
effectlve, they should be formallzed through memoranda of agreement or contracts 

D Programs Ratlng 2 major improvement ln a// areas requ~red 

The major achievement of NEPT slnce its creatlon had been the preparation of the 
Negrll Envlronrnental Protectlon Plan, and the subsequent declaratlon of the Negrll 
Envlronrnental Protectlon Area The declaratlon of the NEPA 1s precedent settlng , the flrst 
In Jamalca, apparently used much of the energies of the staff and Board of NEPT 
Program actlvltles durlng the flrst years were llmlted to  publlclzlngthe mlsslon of NEPT 
withln the Negrll commun~ty The Executive Drrector's posltlon became vacant early In 
1998, and apparently very program actlvltles were undertaken by NEPT durlng the first SIX 

months of the year untll a replace was selected The staff durlng that tlme consisted of the 
Adminlstratlve Assistant and a Peace Corps Volunteer, both worklng wlth l~ t t le  dlrectlon 
and support 

For the lmmedlate future the prlorlty of NEPT must be the consol~dat~on of the 
~nstltutlon, and the development of a baslc portfolio of programs that support the 



management of the Negrll Envlronmental Protectton Area As both staff and resources will 
be Ilmlted, ~t will be important for NEPT to enlist the collaboration and support of its 
member organlzatlons In ~ t s  programs to be effectlve In the four important areas 

(a) Facilltatlnq Publlc Aqencv/Civll Socletv Communlcatlon 

NEPT IS the logical entlty to serve as the facilitator and forum for communrcat~on 
and Interchange between the varlous publlc agencies, chlefly NRCA and NGILAPA, and 
clvil soclety on environmental Issues and the need for collaborative efforts The member 
organizatlons and the Board of Directors, slttlng as EPMAC, are Ideally placed to  develop 
thls lnformatlonal exchange, and to provlde a continuity to the dialogue In addltlon, NEPT 
can lead efforts to lnvolve a wlder range of community organizatlons and other volces In 
thls process that is crltlcal to the ~mplementatlon of the Negril Envlronmental Protection 
Plan 

(b) Envlronmental Awareness 

Llnked to  the communlcatron role IS a contlnulng program of environmental 
awareness for the general publlc whlch would include an understanding and acceptance of 
the mandate and role of NEPT as an organlzatlon In implement~ng thls program the 
success of NCRPS can be reinforced and expanded by brlnglng the Junior Ranger program 
and slmllar lnltlatlves to more schools and to a wlder age range of partlc~pants In thls 
work the Chalrman of the Board Vlncent Guthrte, will be partrcularly helpful 

(c) Protectinq Kev Natural Areas 

The protectlon program of NCRPS for the Marlne Park has functioned well over the 
last three years and ~t anticipated that continuing fundlng for the next three years will be 
forthcoming from the European Union NEPT's role will be to support the request to the EU 
and work to expand the protectlon role to terrestrial sites such as the Great Morass, the 
rivers, and the watershed catchment areas As wlth the fisherman asslst~ng In the 
management of coastal areas, local commun~tles and resource users will be asslsted to 
take responslbllity for the conservatron of the resource that they use 

(d) Ralslna Funds to Protect the Envlronment 

NEPT's flrst prlorlty is to flnance its continued operatrons In the coming year 
Beyond that ~t can be ~nstrumental In steering funds to ~ t s  member communlty groups and 
to other cooperat~ves by asslstlng them In preparing requests to the Jamalca Envlronmental 
Fund the Green Fund, and speclflcally to  the Coastal Water Quallty Improvement Project 
which has grant funds to flnance communlty efforts to  Improve water quallty NEPT could 
provlde admlnlstratlon and accounting services to the grantees as a means to meet a part 
of ~ t s  operational costs 

For the second year NEPT wlll be selling blrd huntlng permits on behalf of NRCA 
The Income to NEPT from the permits IS mlnor, J$ 100 per permit, whlch wil l hardly 



compensate for the administrative costs involved It  does however continue a precedent 
for NEPT to recelve other fees for managing permit services on behalf of public agencies 

It has been proposed that NEPT be authorized to collect the Beach Access Fees 
levied against hotels on an annual baas by NRCA These fees are significant In amount, 
and ~t IS hoped that NEPT will be authorized to retaln 50% of the amount collected for its 
operations and to  flnance the actlvltles of its NGO members A request for a sharing 
agreement on the Beach Access Fees should be made to NRCA as soon as possible 

This assessment of organizational capablllty comes wlthin a month of the new 
Executive Director, Susan Otuokon, joining NEPT A detailed three to SIX months work plan 
is belng implemented as staff and resources are available The focus of this plan is the 
development of public relations and environmental awareness, institutional strengthening 
and coordination, project implementat~on, and fund raising The inltlal prlorlty of the 
Executive Dlrector s to recruit staff, refurbish the office, and to revitalize programs 

1 NEPT must move aggressively to get agreement from NRCA that it can 
collect and retaln the Beach Usage Fees that are assessed on tourism hotels In the Negril 
area By agreement 50% of the income should be used to  support the management and 
adminlstratlve expenses of NEPT, and the balance used to  finance envlronrnental education 
programs and the projects of the NEPT members 

2 NEPT should continue to expand its env~ronmental awareness activities and 
publicity campaign through its members However, it should give prlority to implementing 
one or two  demonstration projects that are sure to be seen as "successful"-- a show piece 
for the organrzation Successful projects are the best way to attract additional resources 

3 NEPT should carefully examine fee collection and income generation 
activities to make sure that (1) its costs of administration are fully recovered, (2) staff 
time is not diverted from other prlorrties, and (3) that the activities are related to  advance 
the mlsslon the protection of the environment 

E Resources Rattng 2 Major improvement tn a/ areas requ~red 

(a) Personnel 

NEPT has three full tlme staff, the Executive Director, an Administrative Assistant, 
and an Accountant who joined August 10  A Peace Corps Volunteer is also working for 
NEPT on community reforestation activities with the support of the Forest Servlce The 
Administrative Assistant Paullne Munroe has been wrth NEPT since 1995 and with certain 
board members provides the continuity of the organization The small staff of NEPT will 
require that each employee participate in the full range of activities, and the newly 
recruited accountant understands that he wil l participate In public relations, promotion of 
environmental awareness, and In fund raising 



The recent appointment of the new Executlve Director, Susan Otuokon, IS a 
signlflcant advance for NEPT Her qual~f~cat~ons, In add~tion to a Msc degree, include 
nearly ten years of experience worklng w ~ t h  envlronrnental NGOs In Jamaica on program 
development and fund ralslng She completed the drafting of the Negrll Marine Park 
Management Plan for NCRPS prior to jolnlng NEPT, has led teams to prepare major fund 
ralslng proposals to international donors Desplte the Executlve Director's proven skills, a 
reallst~c appra~sal of her work load -- board development and support, fund ralslng, lobbylng 
for NRCA ass~stance, management of NEPT staff and materials, negotlatlons wl th 
corporatrons etc , clearly lndlcates that NEPT needs at least three additional staff 
members as quickly as fundlng can be found 

(b) Eaul~rnent and Offlce 

The small NEPT offlce IS equlpped wlth a telephone, a Xerox machlne, and one 
modern desktop computer An additional MS compatible computer will be prov~ded by the 
DEMO Project for the use of the newly hlred accountant Other ~mmedlate equ~pment 
needs expected from DEMO are furn~ture, audio v~sual equrpment, slide projects and 
screen, an overhead projector, and a publlc address system These will be used in the 
envlronrnental education program The offlce IS on E-Mail, and will soon have a Web page 
The offlce has one vehlcle, a Suzuk~ Vltara %door with about 70,000 rnlles for use on 
program activrt~es The vehlcle and the offlce equlpment are on loan from NRCA until the 
complet~on of the DEMO Project Vehicle fuel and maintenance costs are pa~d  dlrectly by 
NEPT and are not reimbursed by NRCA 

NEPT occuples a small rented offlce semi detached from the NGILAPA buildlng The 
offlce IS barely adequate for three people, In need of substantial rehabllltatlon Funds were 
recently advanced by the DEMO Project to build a part~tion to close off an offlce for the 
Executlve Director and to bulld storage cupboards The interlor walls have recently been 
palnted and the floor covered wlth Ilnoleum, whlch were slgnlflcant improvements The 
promlsed donatlon of an air condltlonlng unit IS essential for mlnimal worklng comfort in 
the partitioned area Even wlth this small upgrade, the offrce IS inadequate, and more room 
must be found The NGILAPA makes avallable a meetrng room for the board, and an 
assembly room that can be used for general meetlngs and publlc presentations The 
external condltlon of the bulldlngs and the grounds are In disrepair and, and do not present 
an appropriate envlronrnental Image for NEPT 

Acqu~s~tion of an adequate buildlng should have prlority In the coming year once the 
lmmedlate financing Issues are resolved The bulldlng should have sufflclent space for 
expansion of the NEPT staff to elght or ten NGILAPA could make land avallable for a 
bullding site near the present offlce NEPT should lnvestlgate sharrng the bulldlng wlth the 
Flsherrnen's Cooperat~ve, NCRPS, and other local organlzatlons This would facil~tate close 
coordlnatlon among the organlzatlons on jolnt or cooperative projects, and reduce 
admlnlstratlve costs each through the sharing of equlpment and faclllt~es such as meet~ng 
rooms, Ilbranes, vehicles, etc 



NEPT IS currently operatrng on a budget establrshed by the NRCAIDEMO project 
which wrll contrnued through February 1999 Payment of the costs of offrce rehabrlrtatron, 
equrpment purchases, and workshops are requested from DEMOTTSS, and pard drrectly by 
NRCA For the few donatrons and grants that have been recerved, CANARI for 
reforestatron activities, checking accounts have been established The bank accounts 
maintained by the offrce have been perrodically revrewed by an accountant in vrsrts to  the 
offrce, and have twice been reviewed by rndependent auditors However, as an 
organizatron NEPT has had little experience In frnancral management, and has never 
produced a consolrdated income and expendrture statement Checks for salaries and other 
expenses are written by the DEMO Project which never enter the accounts of NEPT, and 
there is insuffrcrent informatron in the offrces of NEPT to  prepare a report of the financial 
status of the organizatron 

The rnstitutronal strengthening plan has set certifrcatron by USAlD of the accountrng 
system of NEPT as a goal before the end of the year Certrficatron would enable NEPT to 
receive grants drrectly from USAlD and from other donors, as well as assisting the new 
accountant to improve the financral management services that could be made available to 
member groups and local communrties Assstance In getting certrfied should be requested 
from the DEMO Project It may be necessary to contract an accounting frrm (one approved 
by USAID) to advise on t manuals of procedures and the selectron of accountrng software 
that that would meet USAIDfs crrteria As a part of the contract the accountrng firm should 
tram staff in the use of an appropriate accountrng software package, and subsequently 
complete the annual audrt In developrng the accountrng system The CWlP Project wrll be 
working with NEPT to  help qualify its accounting systems for certrfication 

The accountrng system adopted by NEPT should be structure to provide allow it to 
provrde accountrng servrces to its member organizatrons that may be manage by NEPT for 
a fee The systems should also allow for NEPT to keep accounts of donatrons received In 
equipment and in krnd from government agencies, the hotels and other sources as a match 
agarnst drrect funding by other donors 

1 Addrtronal staff IS needed by NEPT as soon as frnancrng can be arranged An 
rmmedrate prrority would be an rndrvidual to work on envrronmental awareness and 
communrcatrons (publrcrty) He or she should be able to work on local fund raising 
campaigns and the organrzation of publrc educatron and fund raising events drawrng on the 
support of the Board 

2 NEPT should delay hrring a science offrcer or other specialized personnel untrl 
rt can provrde suffrcrent resources to make therr work effectrve In the rnterim, cooperatrve 
agreements should be developed wrth the Environmental Wardens of the Mrnistry of the 
Envrronment, Natlonal Water Commrssron, Ministry of Agrrculture--forestry and fisheries, 
etc to detarl or assign staff to NEPT sponsored projects 



3 The Board of NEPT should glve lmmedlate attention to developing an 
environmental education center and adequate offlce facllitles for NEPT The convenience 
of sharing an offlce bulldlng wlth another organlzatlon should be examlned Burldlng plans 
should allow for staff expanslon, and the posslble sharrng of equipment and faclllties wlth 
other organlzatlons such as the Negrrl Flshlng Cooperative or NCRPS Wrth the costs of 
construction estimated a separate focused fund raising campalgn be developed and 
Implemented An Issue will be the ownership of the bulldlng and whether ~t would be 
constructed on owned or leased lands Thls could be an Issue In attracting prlvate 
donatlons 

4 NEPT should develop comprehensive program budget for the flscal year 
beginning January 1 ,  1999 that forecasts the mlnimum operational costs that are needed 
to contlnue functlonlng In that year The program budget would Include the full costs of 
projects to be Implemented ~f addltlonal funding IS recelved A flnanclng plan should 
accompany the 1999 program budget lndlcating committed and prospective sources of 
Income such as DEMO pald salarles for two  months, European Unlon Grant shared wlth 
NCRPS, etc The 1999 program budget should be approved by the Board of Dlrectors at 
thew November meetrng, and serve as the basls for fund ralsrng efforts 

F Susta~nab~lrty Rating 2 Major rmprovements m key areas required 

The sustalnabllity of NEPT is qulte uncertain at this time as there are no guarantees 
of future Income The salarles of the three staff are flnanced through February of 1999 by 
the DEMO Project, and operatlng costs for fuel, vehlcle maintenance, etc have to be 
ralsed by NEPT Uncertainty of future fundlng IS debrlltatlng to staff morale whatever therr 
enthusiasm and commitment, and will discourage the development of contlnulng programs 

The Executive Dlrector and members of the Board Dlrectors are well aware of the 
need for an lmmedlate and effectlve fund ralslng campalgn ~f NEPT IS to contlnue Several 
Ideas are belng developed at thls time The llkely prospect of sharlng In the European Unlon 
grant to NCRPS will provlde some assistance, but ~t will not meetthe full operatlng costs 
and the mlnlmum project costs that are requlred 

I A Hotel Visltor Donatlon Scheme has been proposed to the Jamalca Hotel 
and Tourlst Assoclatlon chapter In Negrll through whlch guests at the Negrll hotels would 
be asked to contrrbute a dollar per nlght, added to  thew blll, at the time of thew check-ln 
These donatlons to an environmental fund managed by a committee of JHTA would be 
used to flnance the programs of NEPT The procedures for allocating the funds to  programs 
have not been established One way to organlze disbursements would be for NEPT to 
prepare a program budget for rts act~v~tres, lncludlng management and adminlstratlve 
costs, for acceptance by JHTA 

2 As hotels wlsh to provlde entertainment to thew guests on thew premises, 
NEPT will lnvestlgate the would arrange to organize a weekly "blngo for the environment" 
night at cooperating hotels T h ~ s  event would require llttle capltal to organlze, and could 



generate a steady source of revenue throughout the year A short envlronmental message 
wl th slldes or vldeo would be presented durlng an intermlsslon on natural beauty of the 
Negrll Area, and the Importance of conservatlon Guests would be encouraged to play the 
game one nlght a week wlth the knowledge that net proceeds would support work of local 
communities In conserving the envlronmental of Negrll 

3 A more capital Intenswe project being advanced IS the leasing Booby Cay 
from UDC to developlng an excursion slte After cleanlng the Cay of trash and debrls, and 
developlng slmple vlsltor facilities, visltors would be charge a fee to  vlslt and plcnlc on the 
Island Dlsplays of natlve plants and blrds would be developed over time, and a NEPT guide 
would lead interpretive nature walks Construction of a watch tower on the Cay would 
provlde vlsltors a vlew of the shoreline and coastal areas It  would also enable Marlne Park 
Rangers to keep a large area of the park under observat~on, and to report by radlo to the 
patrol boats or shore stations any lncldents that require actron 

4 The Negril Royal Palm Reserve, a 600 acre property In the Great Morass, IS 

belng developed by a private company as a prime tourlst attractlon A t  one time ~t was 
thought that NEPT would lease and manage the reserve wi th visitor fees servlng as a 
source of Income, and that later ~t could take over management of the 6,000 acre Great 
Morass would be designated protected area Before these Ideas could be advanced the 
Royal Palm Reserve was leased to  a prlvate group who could raise the capital to  develop ~t 
as an attraction USAlD has arranged for DEMO to contract a consultant developlng 
nature tourlst attractlons to  provlde advlce to the prlvate Investors on how the ecology of 
the reserve can be restored, and on the appropriate Infrastructure and attractlons that 
should be developed NEPT will lnvestlgate the ways in whlch ~t can partlclpate In this 
development by contracting to provlde envlronmental education programs and 
interpretatwe gulde service to  the Reserve 

5 NEPT has plans to  work wlth its member groups, such as the Negrll Flshing 
Cooperative, and local community, groups In the development and management of vlsitor 
attractions to generate Income for the groups and Itself Ideas belng explored Include 
gulded boat trips up the rivers to  scenic areas, establishment of an Orchard Sanctuary as a 
destlnatlon, and exploration of the Great Morass wlth a naturalist These projects would be 
designed to provlde employment to  local people who would be tralned to maintam the 
attractlon --nature trails, butterfly farms, etc --and to  act as lnterpretlve guldes for the 
tourists These projects would have to  recover operating costs, rncludlng admlnlstration by 
NEPT, once the ln~tlal Investment had been funded by grants or loans 

Recommendations 

1 NEPT, Board and staff, must concentrate on flnanclng the 1999 budget The 
flrst step would be to  develop a 12 month budget that would provlde the mlnlmum 
adequate level of funding necessary to  continue programs The next step is to  ldentlfy the 
sources that will flnance the coming year, lncludlng Beach Access Fees, vlsltor donatlon 
local fund raislng events and grants from the Canada/Jamalca Green Fund, the Jamaica 
Environmental Fund, the European Unlon Project, etc Fundlng from the USAlD flnanced 



Coastal Water Qualrty Improvement Project wrll have to be requested as a brrdge untrl a 
continuing revenue sources are establlshed 

2 Based on the results of the 1999 fund ralslng campargn NEPT can develop a 
long term strategy for financial contlnulty Thrs strategy must target a drversrty of fundlng 
sources--revenue generatrng ~nvestments, fees for servrces, foundations, and prlvate 
donors The strategy should develop a long term campaign armed a t  major donors that 
would provlde a contlnulty of fundlng 

G NEPT Trust Fund 

The Negrll Env~ronmental Protection Plan states that NEPT has ln~tiated a caprtal 
campaign to bulld a local Env~ronmental Trust Fund to help meet ~ t s  operatlonal costs and 
to support the work of its member organrzatlons and local commun~ties A goal of US$2 
mlllron has been establlshed No progress has been made In fund ralslng for the Trust, and 
no prrmary source of capltal for the Trust Fund has been rdentlfled The trust must be 
desrgned to appeal to prospective donors, and rnclude thelr prrorltres In the objectrves and 
operatlonal procedures 

The Negrrl Envtronmental Protectron Plan states that Income from the Trust Fund 
would be used to meet the local costs of NRCA and NGILAPA In addltlon to NEPT Thls 
should be carefully considered srnce ~t wrll very llkely make the Trust Fund less attractwe 
to prlvate or corporate donors who would assume thelr contrlbutlons would support NGO 
actlvltles The endowment of US$2 mllllon would be expected to  dlsburse five percent 
(5%) per year lncome above that amount would be added to the capltal of the fund to 
Insure maintenance of purchasing power In the future lncome of US$100,000 annually 
could support the operat~ons of NEPT, but would contrrbute llmrted amounts to other 
actrvrtles 

1 The preparation of a long term flnanclng strategy should Include the deslgn 
of a Trust Fund that would be permanently endowed The target of US$2 mrllron should 
be a mlnlmum, and a decisron made as to whether rt will kept In US Investments or In 
local currency accounts (Jamaican Investments have a hlgher rate of Interest, but are 
more vulnerable to loss of purchasing power through devaluatron NEPT should look to 
lnternatlonal NGOs for advlce on the deslgn of the fund , and for the development of 
campaigns to reach potentlal international donors 

2 The caprtal campaign to endow the Trust Fund should be a separate 
endeavor from fund rarslng lnltiatlves to flnance programs and projects Desrgn of the trust 
should be based on donor interests, and major donors to the endowment should be offered 
the opportunity to have thew contributions segregated Into a speclfrc account The lncome 
to thew account would be used for the speciflc purpose for whlch the donor made the 
contribution For example, collections of Visltor Donatrons by JHTA could be put In 



separate account, and the income used exclusively for the improvement of the coastal 
environment and the management of the Negril Marine Park 

NEPT must be considered a new organization facrng a tremendous challenge In the 
rmplementation of the Negril Envlronmental Protection Area More than other 
environmental NGOs ~t is expected to assume broad responsib~l~tres that in some cases are 
beyond the capability of the public agencles to which these functions are nomrnally 
asslgned The mandates that have been proposed for NEPT for the Negril Protection Area, 
which wil l in the given In the delegation by NRCA, present an addltlonal challenge in that 
they come wlthout any guarantee of the resources necessary for success It has the added 
challenge of havlng a slgnlflcant governmental agency presence among its members and 
on its Board of Directors whlch may rmpede ~t being accepted as a non -governmental 
organrzat~on NEPT, specifically the Executive Director wi th the help of the members, has 
two  tasks -- to bulld a vrable and effective instrtutlon and to find the funds to sustain it 
NEPT has an Important mandate, to implement the Negr~l Envlronrnental Protected Area 
Plan It has the authority to convene the actors concerned wlth Improving the environment 
of Negrll, and to motivate them to collaborate In actlons that will restore, protect and 
develop a more beautrful Jamalca 



separate account and the income used exclusively for the improvement of the coastal 
environment and the management of the Negril Marine Park 

NEPT must be considered a new organization facing a tremendous challenge in the 
implementation of the Negrll Environmental Protection Area More than other 
environmental NGOs it is expected to assume broad responsrbil~ties that In some cases are 
beyond the capabil~ty of the public agencies to whrch these funct~ons are nominally 
assigned The mandates that have been proposed for NEPT for the Negril Protect~on Area, 
whlch will in the given in the delegation by NRCA, present an additional challenge in that 
they come without any guarantee of the resources necessary for success It  has the added 
challenge of having a significant governmental agency presence among its members and 
on its Board of Drrectors which may impede it berng accepted as a non -governmental 
organrzation NEPT, specifically the Executive Director wlth the help of the members, has 
two  tasks -- to build a v~able and effective institution and to find the funds to sustarn it 
NEPT has an important mandate to implement the Negrll Environmental Protected Area 
Plan It has the authority to convene the actors concerned wlth improving the environment 
of Negril, and to motlvate them to collaborate In actions that w ~ l l  restore, protect and 
develop a more beaut if ul Jamalca 
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Learie Miller Deputy Executtve Director, NPI PA/W 
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Brtan Byf ield Environmental Protection Officer, NPIPA 

Jamaica Conservation and DevelorJment Trust 
Dr Davld Smith Executive Director 
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Maureen Rowe Execut~ve D~rector 

Coastal Water Qualltv Improvemen Pro~ect (CWIPZ 
Jan Aumon ARD Chief of Party 
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Marcia Hexall Community Liaison Officer 

Technical S u ~ ~ o r t  Service, Inc 
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Conrad Ornste~n DEMO Project Coord~nator 
Mark Gruin Consultant Ecotourism Enterprises 

United States Aqencv for International Development 
Greg Booth DEMO Project Offrcer 
Howard Batson Acting Mission Director 

PORT ANTONIO 

Portland Environment Protectton Assoc~atron 
Marguerite Gauron Board President 
Boyd Lewis Board Treasurer & Finance Committee 
John Lamey Board, Educatron Committee 
Cynthia Perry Board, Educat~on Committee 
Dorothy Blake Board, Fund Ralsing Committee 
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PEPA Staff 
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Una Smrth Secretary Assrstant 
Tom Tedrrck PCV - Inst~tut~onal Advrsor 
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Krrk Taylor Board Charr 
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Davrd Lrndo Board Member 
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Roderick Clarke Chief Ranger 
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