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JAMAICA PROTECTED AREAS 
FINANCIAL SUSTAINABILITY PROGRAM 

USER FEES 

EXECUTIVE SUMRLARY 

The Government of Jamalca (GOJ) 1s in the process of developing a Nat~onal System of 
Protected Areas These are areas of land or water that will be managed for the protect~on 
and marntenance of thelr ecolog~cal systems, biodiversity andlor speclfic natural, cultural 
or aesthetic resources These areas, for the most part, will be avaliable for the use and 
enjoyment of peoples of Jamalca and from around the world Over 150 areas have been 
identified as posslble additions to t h ~ s  Natronal System of Protected Areas Two areas 
have been established as Protected Areas - Montego Bay Marrne Park (MBMP) and Blue 
and John Crow Mountaln National Park ( B J C W )  

The Natural Resources Conservation Authonty (NRCA) IS the organizatron charged wlth 
the responslbllrty for overall management of t h ~ s  System This responsrb~lrty lncludes the 
establishment of the policy framework necessary for sustainable management ~nclud~ng 
the financial resources required to meet the overall goals 

The achievement of meeting financ~al sustainabll~ty will depend on the cooperation of all 
Jamaicans and a partnership among the GOJ, non-government organizations (NGOs), 
community groups, and land and buslness owners The development of an overall 
financial sustalnab~l~ty plan IS requlred and lt must consider the broad mx of local, 
national, and rnternational fbndrng sources 

This document 1s a step toward planrung for the generatron of adequate revenues to 
protect, restore and manage the establrshed protected areas Montego Bay Marlne Park 1s 
Identified as a p11ot program and successful implementation strategies for a user fee 
system are presented within Before any program IS started the authonty to collect fees 
and spend these revenues on the park where collected must be firmly establrshed in the 
regulations and pollcres 

The MBMP program conslsts of two phases These are based on the expected abillty of 
the park to implement and the antic~pated acceptability and support of a fee program to 
the local community, partners, and cooperators 

Phase I is bullt around the baslc concept of "gettlng control of the park' Activities that 
occur withln park boundaries have been golng on for a long tlme There have been 
limlted controls placed on users, with a few exceptions no fees have been charged The 
proposed user fee program requires users of park waters to obtain boat perm~ts and 
ldentifylng decals and reglstratlon numbers, to acqulre a spec~ai permlt for concession 
operat~ons and to pay specral user fees depend~ng on the type of actlv~ty tnvolved in A 



relatively s~mple concept but one that requrres cooperatlon acceptance and wllling 
partners to help make lt work Enforcement of v~olations wrll require the cooperatlon of 
the judrcral system otherwise users will soon learn that paying fees 1s unnecessary 

Phase 11 targets users of the park that have not been Included in Phase 'I The ekperience 
gamed in the inltral implementatlon phase wlll provrde expertise to successfilly collect 
fees from all other users of the park The recommended program bullds needed support 
through 'Lco-management" where users participate in helping make the decisrons tor 
successhl park management and revenue generation 

Both phases call for continuous public particrpatlon in the processes of planning 
implementatlon, and compliance With the local community supportln,o this program ~t 
will work Without this support ~t will be a challenge to reach success Further study IS 

not needed lt is tlme to begin ~mplementation, with close community and user dlalog In 
addition, a monitoring and evaluation program must be actively carried out ~ncluding 
necessary program adjustments 

Blue and John Crow Mountaln National Park 1s only briefly discussed as tlme dld not 
allow an in-depth analysis Again the first step is to get control of the park by ldentlfylng 
the users and providing for an entrance permit, either for the entire park or for certaln 
places, such as Hollywell It IS recommended that more analysis of the srtuatlon occur 
before any fee system is lnstltuted 

In summary - the cllmate IS very p o s ~ t ~ v e  for implementing a user fee program at 
B P  Even so, do not start t h ~ s  program unless the comm~tment of GOJ and 
MBIVIP IS there to follow through and make ~t work Thls means mahng the 
Investments to start the program right, putting revenues back Into the protected 
area and having a product for the fee be~ng charged T h ~ s  product IS RESULTS 
that a1 e resnonsive to the expectations of the customerr 



MANAGEbIENT OF JAMAICAN PROTECTED AREAS 

FINANCIAL SUSTAINABTLITY PROGRAM 

USER FEES 

Oblectlve To errharlce retenlres to protected areas for co~uerwtlotl am' iertoratron 
plrrposeJ aud to sristcr~zl qzrairty recrcrnlron evperrences for the crtrzcrta of Jamnrcc7 m d  
vrsr furs fr om crrozlrzd the world 

The purpose of ths  report 1s to ~dentify opportumt~es and processes for establish~ng user 
fee generatron that w~ll be cost-effective and provlde revenues for the management of 
protected areas of Jamalca It is unlikely that user fees alone w~ll meet the overall goal of 
financ~al sustalnab~llty, but they w11I prov~de part~al hnd~ng to meet operat~on and 
maintenance needs User fee programs are part of management, and as such, cannot be 
looked at m rsolat~on of other management issues and opportumt~es Ths  report attempts 
to recognize the real life sltuat~on and Incorporate user fee strateg~es into current 
manasenal, cultural, and environmental systems The development of revenue programs, 
where the benefit~ng users are charged a fee, allows the costs of maintamng the protected 
area to be d~stnbuted dlrectly to those who benefit 

Users of protected areas are generally cons~dered to be those who are actively usmg an 
area In add~t~on, however, there are many benefits to local comrnumties and the natlon 
These benefits Include clean ax, a good water supply, aesthetics, physrcal and mental 
health, protection of natural resource values for the future, as well as the many personal 
benefit opportumties for md~v~duals, famhes, and cornmumties The rec~plents of these 
other benefic~al outputs share m the costs of protect~ng and managng the protected areas 
through local and national taxatlon For ths  report, user fees are defined as all types of 
charges (d~rect and indirect) pad by users of protected areas Ths  may include entrance 
or adrmsslon fees, use fees for facdlt~es, spec~al concession p e m t  fees, equ~pment 
regstratlon, hcenses and p e m t s  for huntmg and f i shg ,  boat perrmts, fines and 
confiscat~ons for non-compliance wth  regulat~ons, taxes, merchandls~ng, etc 

The cllmate for lnstltutlng user fees IS very good The National Envlronrnental Act~on 
Plan for Jama~ca, 1995, ~nd~cates that the government plans to charge user fees for 
protected areas Most of the mdlviduals contacted In Jama~ca dunng the preparation of 
ths  report hIly support chargrng a fee for use of protected areas Implementation of a 
user fee system IS not difficult when commumty support ewsts Even so, thls support 
should not be taken for granted as there rernaln many lndiv~dual concerns such as Impact 
on jobs, negat~ve effects on tounsm, and cost for locals uslng the area An energetlc 
commumty ~nvolvement program is essent~al 



User Fee Goals 

1 Operation and maintenance of protected areas 
2 Reduced budget deficits 
3 Improved environmental protection 
4 Increased construction and maintenance of recreation facilities and other 

infrastructure 
5 Increased opportumties for recreation eupenences 
6 Restoration of protected areas and special ecosystems 
7 More jobs for locals and others 
8 Increased income fiom tounsm 
9 Improved natlonal balance of payments and trade 
10 Increased community pnde 

The most lnlportmt zmmed~nte Issue 1s for protected mens to hmfe the clear nuthoi ~ty to 
collect and spend user fees locnlly Several Wnistnes feel they have a rightful cla~m on 
fees in areas where their responsibilities overlap protected areas Withln NRCA, itself, 
there are overlapping responsibilities and ~nterpretatlons whch require clanfication 
Many of these problems can be overcome through delegations, Memoranda of 
Understandtngs (MOU), or clanfiing letters There appears to be a wllllngness to 
complete the needed instruments 

1 1 KEY ISSUES FACING IMPLEMENTATION 

1 Author~ty for protected areas to collect fees and spend monies recelved 
2 Public understanding and support of the Financlnl Sustalnablilty Program 

and particularly the Importance of user fees 
3 Concesslonalre, hotel and other partner lnvoivement In development and 

lmplementatlon of user fee program 
4 Commitment to Implement a user fee system wlth necessary implementing 

dlrect~on lncludlng procedures, rnternal controls, and fee settlng authorlt~es 
and safeguards 

5 Tra~ned staff able to ~mplement user fee pro, aram 

The first step in ~mplementmg the user fee system 1s a showing of strong support by 
appropnate government agencies through t~mely actions The comrmtment of fees belng 
retained by the protected area where they were collected is crucial to the success of this 
type of program Early decisions are needed to determine the percentage of collected fees 
to be returned to the area where collected and how the fees are to be used It is suggested 
that 80% of the fee collected be retained for use in operation, maintenance and projects 
important to users and management The other 20% should be directed towards other 
protected areas, especially those that have little opportumty to collect fees or that need 
help in developing fee programs 



The acceptance by the publlc of user fees has been established In various stud~es around 
the norld People art! tvrlliyq lo pay for use of parks md the~rfncilitres, ay lorrg as nro~t 
of the morrles are berrzg retrtri~eti to the park where they were collected Most users 
accept the fact that government budgets are t~ght and the only way many of these specla1 
places will be properly managed 1s through the "user pay" concept One study In Negrll 
b t  Matthew Wnght lndtcated vtsitors are will~ng to pay US$ 3 1 00 annually, in additlon to 
any present costs, to ensure that coral reefs are preserved at their present level 

ho ther  study at blontego Bay Manne Park by Malden NJiiler supports the fact that users 
are willing to pay for protection and mantenance of the areas they use In Botswana and 
Madagascar user fees from Low Impact Tounsm are recognized as a pnme source of 
hnding for conservation work, park management and a Village Revolving Fund Other 
f i c a n  natlons also have user fee systems or are workmg on developing them In the 
Caribbean most countnes are attempting to tmplement user fees The following have 
actrve fee programs Belize, Bonalre, St Luc~a, Dominica, Grenada, Costa bca ,  Puerto 
Rco, and Saba The most recent results from the US were In 1997 when, at the direct~on 
of Congress, srgnificant increases rn user fees were charged for use of Natronal Parhs and 
Nat~onal Forests The overall acceptance by the public on these publrc lands was very 
good and IS an indicator of the rmportance of parks and recreation to people Locals w~ll 
be more willing to cooperate ~f they see that fees collected result in improving the~r llves 
through Increased job opportumties resultmg from increased tour~sm These results, and 
studtes from other countnes, suggest that fiirther studies to prove a wllrngness to pay are 
not needed 

1 2 SU&IR/IARY OF RECOMMENDATIONS 

The following recomrnendatlons surnmanze the pnnclple direction to successfUlly 
Implement a user fee system wthln Jarnsuca's protected areas 

Get started on a user fee program 
Clarify Issues w ~ t h ~ n  the government 
Establish Montego Bay Manne Park as a pilot program 
Get the procedures estabhshed whlch provides for user fees to be collected 
and retamed by the park 
Write a Business Plan for irnplementlng the fee program 
W ~ t h  partners, develop a Communrcat~ons Plan 
Prov~de for coordlnat~on and colIaboration between protected areas, the 
tourlsm ~ndustry, and host cornmun~ties 
Implement the plans, rnon~tor results, evaluate aga~nst the gods and 
objectxves and adjust to improve effectiveness 



2 0 SECTION I - FEE SYSTETVI OVERVIEW 

2 1 REACHJIVG FINANCIAL SUSTALYABTLITY 

A Protected Area, esyecrall2, a park may be coi1,rciered LY nlqor nsret for Jmalca - 11 1 5  

one of the 'Nntronnl Treasrtres" rhnt brmp c~rlr~ri al I cll11e rn7d yt rcr't! to Jnmarcnll~ 

Protected areas are 

An economlc asset, that entlce people from around the world - thus increasing 

tourlsm revenue and provldlng other economlc benefits, 
An environmental asset, wh~ch provtdes for protection and sustatnabtl~ty of an 
Important ecosystem, cntlcal to the health of the landb, alr, and waters of Jamalca 
A soclal asset, that provldes for mental and physlcal health of Jamaican people 

2 1 1 FUNDING SOURCES 

As a treasure, protected areas must be cared for and managed, othenvlse their value may 
be lost The money needed to protect, restore, and manage these lands and waters come 
from many sources Protected Area management is a business wlth the goals being those 
Identified in the Buslness Plan As In a buslness, financial health IS cntlcal if the defined 
rmssion is to be met Financial sustainability can be defined as havlng enough revenues to 
cover all costs associated w t h  managng a park Revenues are more than cash The 
objective is not to maxu-ruze cash receipts, lt is to get the job done Other sources of 
revenue, such as payment ln-lund through servlces instead of cash, provlde good 
opportumty to meet program needs 

Some of the major income sources and targets for findlng levels are 

Income Source User Fee 

Definition 

Income Goals 

Type of 
Mechanisms 
How 
Collected 

User fees are the collection of money from those who use the 
resources and semces of an area 
In 3-5 years about 20% of the cost of managing the recreation use 
of an area would be recelved 
Through establishment of a user fee program, including public 
~nvolvement, fiscal integnty, and managerial comrmtment 
Fees can be collected dlrectly In the form of entry fees, through 
thlrd parties such as concess~ona~res, or in the form of a tax, 1 e , 
hotel, landing, servlce charge, etc 



Income Source Large Doii,lttons and Grants 

Defirlrtion 

Income 
Goals 

Type of 
hlechantsms 
How 
Collected 

Income Source Cost S h a ~  rngl in-Ktnd 

These donations and grants are generally large sumb received trom 
outslde sources for speclfic purposes to meet the rnlss~or~ of the 
protected area 
In 3-5 years generate 20% of the cost of the annual program oi  
protection and restoration and about 50% of the cost of an annual 
research program 
Through appllcat~ons and agreements 

Donor programs are monies received fiom ~nternatronal donations 
such as USALD, CIDA, EU, EFJ, OAS, etc Grants are specrfic 
donations for purposes as specified by the Qrantor 

D e f i n l t ~ o ~ ~  

Income 
GoaIs 
Type of 
Mechanisms 
How 
Collected 

Income Source Government A~proprratrons 

These are partnershps, cost sharing with benefitrng parties, 
individual small contnbut~ons of cash or matenals, and other forms 
of project collaboration 
In 3-5 years 50% of the work requlred to marntain recreatron and 
other facilit~es requ~red for quality management 
Through partnershrp and cost share agreements, approved 
concessionare developments, and ~nd~v~dua l  contnbut~ons 
Recerved in form of cash, labor andlor rnaterlals Must be based on 
approval of park adrmmstrators 

Definit~on 

Income 
Goals 

Type of 
filechanrsms 
How 
Collected 

Monies provlded to the park through the government appropriation 
process 
As a m~mmum, money would cover the baslc costs of management 
~ncluding rent, utllrt~es, equipment, management and admrustrative 
salanes needed to "open" doors for pubilc service 
Submlssron of budget consistent wlth approved management pians 

Through annual Parliamentary budget processes 



Income Source Non-Government Orgnn~zqt~on Trust Funds 

It IS important to recognize that hndlng for the management of protected areas come from 
these sources as well as other m~scellaneous sources such as hndraislng, postage stamp 
sales, licenses, comrmssions, corporate sponsorshps, environmental taxes, and advertising 
location fees User fees are a small, but important, part of t h s  total All of these hndlng 
sources, lnclud~ng the processes of obtalmng them, must be understood and utilized when 
developing financial plans 

Definition 

lnconle 
Goals 

Type of 
ltlechan~sms 
How 
Collected 

Income Source hferchdnd~s~nq 

It IS difficult to begln collecting fees from users who have not prewously paid for 
particlpatlng In the actlvlty now being charged for To change the exlsting paradigm there 
must be a frill commtment that the majonty of fees wrll be returned to the park where they 
were collected The introduction of any new fee structure for thngs whch the general 
publ~c perceives as "already thelrs for nothing" creates a complex and volatlle set of 
marketing and commurucations problems that need to be resolved Protected areas 
provide a revenue source for many businesses in the area It IS, therefore, cortsrstent to 
erpect contrlbutlons from the Slate In the form of taxes CI?ILI' fees from the marly 

klonles derlved from fund ralslng grants bequests, debt for nature 
swap and other sources that have specific purposes in mlnd 
These monies are generally directed for the manasement of specific 
area and rn support of general government or other h n d ~ n g  Funds 
to cover expenses over government appropnations needed to meet 
management plans 
Submlssron ot budget requests by the unit manayers to the NGO 
Trust Board for approval 
Upon approval of Board through transfer of hnds  to protected 
area management accounts 

Definition 

Income 
Generation 

Type of 
Mechanisms 

How 
Collected 

The sale of hlgh quality local handicrafts, souvenirs, nature 
matenals, park memorab~lra, food and other servlces whlch support 
v~sitor needs 
In 3-5 years these sales should cover 50% of the cost of the 
Interpretwe progam tnclud~ng interpreters, drsplays, and handout 
matenals Also is a source for jobs 
Requlres development of logos, symbols, and deslgns for placement 
on sale matenals Wholesale contacts and sales outlets will need to 
be established 
Through the NGO or an Interpretive Park Association, whch is 
non-profit Funds are used for educational goals of the Area 



h~rsnlerses that art! benefrt~rig Astute business people wlll real~ze that loss of a healthy, 
well-managed park, like k1BMP, would result In a srgmficant reduct~on of tounsm The 
health of the tourism ~ndustry, the community and the park are closely Interrelated The 
responsibrlrty for ma~ntain~ng a healthy, attractwe park belongs not only to the government 
but also to the many peoples that benefit diiectly or rnd~rectly from the park Everyone 
must work together Collctboratrori co-opercttlon, yctrt~rershrpr, jo~ilf I1errtlnes nnci 
coctlztrons at e key to succes~ 

2 1 2 CONCEPTS 

Developing a user fee program must be closely coordinated w ~ t h  the protected area 
mission and dlrect~on This lnvolves understand~ng the relationships and tnfluences of 

The Crrstorner - expectatrons, evpenence desires, and benefit needs 
The Park - ecosystems, protection and restoration needs, and quality standards 
B e  Conzmrrnrt), - economic health, social needs and dependency on the par6 

Where these Interface is where each has an opportunity to ~nfluence the other As an 
example, when the customer enters the park the opportumty ewsts for the park to provide 
interpretive information, collect fees, evplain rules It 1s also the point where the 
customer's attltude IS influenced that may lead to the proper or Lrnproper use of the park 
by the customer The cornmunlty impacts the expenence of the customer at the polnt 
where they come together such as when dlsembarlung from a cruise sh~p, the alrport or 
when shopplng At t h s  trme the visitor's expenence wIl be influenced by the reception 
provrded by the commumty If the vlsitor has a positive expenence they may have an 
interest to return or they may tell others Sustalnabrlity of the Industry rests largely on 
these moments of contact between commumty and vlsitors 

2 1 3  PLANNING 

SuccesshI user fee lmplementatlon requlres the same good planrung as any program 
requlres Forethought about buslness imphcations, the need for, tirmng of, and 
responsibiht~es of public involvement and provld~ng information about the program to the 
users are important aspects of success 

1 Business Plan - The Business plan provides a description of what the project IS and the 
expected results, how ~t wll be ~mplemented, roles and responslb~lit~es, and monltorlng 
and evaluat~on processes 

2 Comrnun~cat~ons Plan - The Commun~catlon Plan descnbes the publ~c partlclpation 
process, the expected results, what will be done, who w~ll do what, tlmrng, and the publlc 
to be ~nvolved 

3 Marketlng Plan - The Marketlng Plan defines how the user fee program w~ll  be 
marketed, who the partners are and thelr roles, and the medlum used for marketing 



2 1 3  FEES 

Receivrng fees for the product and the serblce are the essence of this program Fees are 
charged for different purposes and can be paid through money approved servlces or 
cooperative work 

Adminlstrattve Fees are fees charged for tssulng permits for resource use Adrmnistrative 
fee income is used to offset the cost of adnunistenng the program They are deterrmned 
by estimating the cost of preparing permits, developing information and literature about 
the process, obtaining decals or other forms that ind~cate annual fees have been paid, and 
the costs of tssulng permlts The ~n~t la l  costs of t h ~ s  process 1~111 need to be subsld~zed 
u n t ~ l  the process IS developed and operat~onal Keep the fee low so ~t w~ll not become an 
obstacle to ~mplementlng the permlt system Thev can be ra~sed In future years once the 
system has stab~lized 

User fees are charged for the use of the parh Speclal addit~onal fees may be charged for 
use of park facllltles, such as campgrounds, plcnlc sttes or Inoorlng buoys Use ot some 
facilit~es may be included in the permt Issued by the protected area at no add~tlonal 
charge Set a reasonable fee for each type of use Do not make fees so high that p e m t  
holders cannot afford to operate or must ralse the~r pnces so hgh  to the publlc that 
buslness drops off Conversely, do not place them too low because of fear of loslng 
busmess Try to find a balance If it does not have the des~red effect, then adjust the 
pnce Remember - supply and demand The park 1s something people want and will 
contlnue to visit as long as quality servlce 1s provlded 

User fees must capture the latent will~ngness to pay People wlll pay the nght pnce for 
someth~ng they perceive to be of value Management guarantees the future of the 
product Success results from bemg fleulble, adapt~ve, and w~lling to change It is 
important to determ~ne what creates resistance by customers and make adjustments early 
Stay In touch with the customer Good publlc information and a feel~ng by the publlc of 
being heard will mit~gate many negat~ve feelings and may turn an antagonlst into an ally 
User fees may be walved for local users such as fishermen and use of local non-tourist 
beaches 

When setting fees recogruze expenences and benefits whlch people seek People usually 
seek benefits that are a result of eupenences, 1 e , people they meet or are with, the place 
they are vlslt~ng, and attitudes they elther amve wlth or are created fi-om the surround~ngs 
they are in When they recelve the deslred benefits they feel that the evpenence was 
worthwhile and they wlll seek similar evperlences in the future Managers need to 
recognize the benefits people are seeking and receiving Management goals should be set 
to provlde an array of expenences and the resulting benefits As an example, ecotounsm 
is popular because it meets people's experience and benefit evpectat~ons of closeness to 
nature, challenge, and being away from crowds 



2 1 4 FEE COLLECTION 

SETTINGFEES 

Fa~r Rlarket Value IFMV) - FMV is the prlce for a sood, resource or senice that is 
based on competition In open markets that creates neither a shortage nor a surplus of the 
good, resource or servrce In other words rt is what the private sector would charge for a - 
s~mlar servlce or opportun~ty Thls method 1s intended to explore what private sector 
based cornpetrtive pnclng for ald In setting local fees 

Falr Market Value prices can be determined by evamlning pnvate sector prices in the 
market area In wh~ch the fee project IS located, 1 e ,  what s~mllar parks charge In the 
Canbbean competrtlon area It IS also poss~ble to use wlll~ngness to pay related values for 
market values if directly comparable sources are not available 

Cost Recoven, (CR) - Cost Recovery deterrmnes fees based on the cost of provldlng the 
semces (or a percent of the cost of provrd~ng the services) The publlc may not be willlny 
to pay full cost of recovery Determne fees based on costs Incurred to deliver the deslred 
qual~ty of semce level, 1 e , 100% servrce level is the highest level with all plan objectives 
belng met to the lughest standard To try and recover this level mll probably see a major 
decline In use due to an over-pnced product A lessor level 1s more reasonable and 
affordable The level would be determined by management based upon plans, and 
expected fundlng levels Costs should be exclusive of overhead 

Professional Judsment based upon experience of what the market will bear can provrde 
~mmed~ate acceptable priclng Local knowledge and evpenence are very valuable In 
settlng fees Professional judgment is also Important in monitoring and malung 
adjustments of fees depending on observat~ons of actual use Thls method should be 
correlated with FMY and CR methods to assure credltab~llty of the fee structure 

NRCA has the ultlmate respons~bllity to approve fees Fee structures would be developed 
and recommended by the NRCA delegated managmg board or counc~l for the spec~fic 
protected area In all probab~l~ty the board would select one or a combination of the 
above methods for detemmng appropnate fees Fees should be reviewed annually at a 
mmmum by the delegated board or councll 

COLLECTING AND PROCESSING FEES 

Set procedures must be established whch clearly define the process for handllng revenues 
The User Fee Revenue Flow graph~c In the Appendix shows a process whereby fees are 
deposited In a deposrt (bank) accozmt, go through a remew and azrthor~zotron process and 
then placed Into a spend~ng nccozrnt for wrthdrawal to accomplish an approved project, 
such as concessionaire p e m t  admimstratlon, facllity mamtenance, construction, etc 
These steps, the legal and admln~stratlve requirements and safeguards, and personnel 
respons~b~lities must be descnbed in detall so there IS no confusron 



2 2 ACTIONS NEEDED FOR SUCCESS 

2 2 1 REGULATIONS 

Authonty is requlred for the person delegated management authority for protected areas 
to collect and spend revenues paid by users ot the area Sectlon 38 ( l )(h)  of the Natural 
Resource Conservatron Authonty Act 1991, provides authonty for the biinister of 
Environment and Housing to make regulations necessary for the management ot nat~onal 
parks, manne parks, and other areas w~thin his respons~b~l~ty 

Re~wlatlons would set forth the authorrty for NRCA to collect fees for admsslon to an 
area or srte designated by NRCA, or for use of recreation sltes, fac~lrt~es vlsitor centers 
equipment, and services by indivrduals and goups  

2 2 2 DELEGATION OF AUTHORITY 

Delegation of Authonty from NRCA to specrfic management entitles of Protected Areas IS 

required in the followng areas 

1 To collect user fees and deposit in desrgnated accounts 
2 To withdraw hnds from bank user fee accounts for park purposes 
3 To Issue and terminate annual permits for concessions 
4 To contract, including provisions for reasonable comssions ,  with any public 

or private entity to provlde visitor semces, lncludlng reservations and 
~nforn~atlon, and accept the services of volunteers to collect fees 

5 To approve recognition of pnvate Investment on Protected Area lands and 
waters, improvements or l~terature for private partners who invest to enhance 
the delivery of quality customer services and resource enhancement, I e , a 
certified park promoter, concesslonalre, etc 

2 2 3 MENIORANDA OF AUTHORITY (MOU) 

Some government agencies have overlapping areas of responslbilit~es Thls can lead to 
conftslon In understanding by the public and among agency staff MOU's provide an 
~nstrument for respectlve Wmsters to clanfi responsibilit~es MOU's are needed between 
NRC A and 

The Order designating MBMP specifically establishes authonty for the park to manage the 
fishlng activities w~thln MBMP lncludlng requiring wrrtten perrmssron to fish The 
Fishenes Division has the authonty to manage the fishery resource wlthin the country It 
is Important that these two agencies work closely together in all aspects of managlng this 
important resource The following areas requlre an blOU to formalize this cooperation 



Work together w th  the fishermen to establ~sh workable dlrect~on to enhance the fish 
and marine environment of the park while protecting the ~nterest of the fishermen 
Issue permits, boat decals, and collect adrn~n~stratlve fees from authorized boats 
fishng wlthln park waters 
Set special rules for fishing with~n designated marlne parhs or other protected areas 
which have authority over the fishery resource 
Jointly set rules and fees for the management of fishlng beaches 
lvIonitonng the conditron of the fish resource and fishermen actlvrties 

Forestry Department - M~nister of Aqculture 

Blue and John Crow Mountain Natioi~al Park (BJCWINP) overlaps with lands admln~stered 
by the Forestry Department des~gnated as Forest Reserves These lands contaln some 
recreation facil~ties and other developments, which are better suited to admiil~stration by 
B J C b W  The Forestry Department has indicated that ~t IS in general agreement to ths  

Develop an MOU to specifically establish responslbilit~es for management, including 
timber harvest procedures, and development of recreation related facilit~es This includes 
access roads, trarls, recreation sites, removal of forest cover, specifically trees whch may 
be hazardous to users andlor approval of forest cutting plans m and adjacent to recreation 
area and specla1 places Establish that fees collected are to go to the park to offset 
management costs 

2 2 4 LETTERS OF DIRECTION 

Letters of Direction are a useful tool to clan@ staff respons~bilities and procedures 
IV~thln NRCA there are areas where close cooperation between branches IS requlred to 
facllltate lmplementatlon of user fee programs The most important area needlng 
clanficatlon is the overlapping of the Beach Control Act and the Natural Resources 
(Montego Bay blanne Park) Order, 1992 or other designated protected areas Speclfic 
clanfication IS requ~red for 

Establlshlng a process for revlew and comment by protected area managers on Beach 
Control Act permlt and license applications to provlde input into the Enwonmental 
Impact Assessment (EIA) Clanficatlon should also descnbe the process for input into 
the EIA Purpose is to assure permts and llcenses are coordinated with protected area 
management plans and meet legslated mandates Protected areas should have an 
opportunity for tlmely comment dunng the application review process and again final 
comments pnor to any p e m t  or llcense issuance 
Inspection of permitted projects m t h n  protected areas by protected area 
admmstrators to assure compirance wlth the area's goals and manazement plans 
Receive Beach Control Act p e m t  and license moneys from permits and licenses 
issued wthln a protected area Thls ~ncludes p e m t  and l~cense fees for such actlvltles 
as use of beaches, groynes, jetties, anchonng, lnstalllng phone cables, d red~ng ,  dock 
work, and other uses These monles would be used to prevent or report trespasses, 



morutor water quality In vicinity of projects report unauthorized uses, and general 
monitonng of shoreline activ~ties 
Law enforcement responsib~llty for activities outside the park such as harassment of 
vis~tors, drugs, or dumping matenals or carrylng out activlties which may eventually 
contaminate the park 

2 2 5 ADNIINISTRATIW ACTIONS 

Admmstrative actions are those which can be accomplished w~thin the operating authonty 
of NRCA or the protected areas These are operational guidel~nes that can be changed 
without a lengthy, legal process It 1s necessary to establish procedures that descnbe and 
sets standards of performance for 

Allocat~ng fees collected under the Beach Control Act to Protected Areas for 
protection, restoration and monitonng of coastal areas 
Secunty system for cash 
Accounting procedures and appropnate fiscal accounts establ~shed to receive and 
d~sburse collections, including timely aud~ting 
Authorizing specific employees to handle cash (bonding) 
Receiving and depositing collected user fees 
Establishing accounts wlth bank 
Provide authonty and guidelines for areas to wthdraw hnds for operations 
Develop license and p e m t  formats and issuing processes 
Develop fee schedules based upon local knowledge of competitive pnclng and 
customer wlhngness to pay 
Provlde guldance and direction to help ensure consistency in the development and 
implementation of the program 

2 2 6 OTHER COORDINATION CONSIDERATIONS 

Currently there are activlties by other agencies that directly or mdirectly affect operations 
of protected areas These actrvltles, pnmanly inspection, pemtting and licensing need 
to be coordinated in the future Some current activltles may provlde opportumties for 
coordinating permit Issuance to boat operators wthm manne parks Such coordination 
may help allevlate the burden currently being placed on boat owners and water based 
concessionaires m meeting government regulations The agencles and activlties include 

a ) Port Authonty (Mmne Board) boat inspections and permits and other activities withn 
the harbor Requires CPR, Flrst Ad,  Lifesaving licenses for crew 

b ) Tounst Board (JTB) and Tounst Product Development Company (TPDCo) requires 
proof of ~nsurance and issues llcense to operate 

Whenever possible agencies should work together to lessen the demand placed on citizens 
Cooperating citlzens wll  improve comphance, increase receipts, and decrease government 
expenditures on process admintstrat~on and enforcement needs 



2 3 PUBLIC SUPPORT 

The Communlcat~ons Plan wlll address publ~c outreach in detarl of what, who, when, 
 here, and by whom This plan is what wrll ultimately lead the fee pro, uram to success 
Local communltles must understand the purpose for fees, partlclpate In declsrons when the 
decisions may affect them, and become supportive of the program to others In addltlon, 
ail stakeholders need to see how they fit, and the ~mpacts, both positlve and negative, that 
w~ll affect them Important constderations are 

2 3 1 PUBLIC SUPPORT CONSIDERATIONS 
1 Bnng into the process representatlves of all segments of local society Lrrterz and 

then Incorporate rdeas to make a better park for the people of Jamalca T h ~ s  will 
make user fees more acceptable 

2 Protected area managers should utlllze an lnformal c~tlzen group that represents 
the structure of the commuruty and the users These unofficial advtsors help In 
managing Issues These are people who are readlly available for consultation and 
are interested In the protected area Generally contact wili be on an indivrdual 
bass Any meetings should be open to anyone Interested Be carehl not to glve 
people a feeling they have a specla1 nght over other citizens m the declsron malung 
process Restore Local Advlsory Committees (LAC) 

3 Keep the publlc Informed on what 1s happening In the protected area (not just the 
fee program but also the management plan, construction plans, etc ) To 
accomplish thls use formal and informal commumcations I 

4 Consult openly and broadly w t h  the public 
5 Choose full disclosure 

2 3 2 AN OUTREACH PROGRAM FOR DEVELOPING A USER FEE SYSTEhI 

The follow~ng are suggested steps to be taken by protected area managers for developing 
public awareness, involvement and support 

1 Invlte a few key representatives of the tounst industry, the town, and other user 
groups to meet wlth the purpose of formulating a framework for a workable user fee 
program Be sure this group 1s representatwe of stakeholders but limited to a small 
workable number Be personal - treat everyone with respect and Importance 
Prlnclple IS rnvolve the pziblrcfirst, Zmt, nnd ahvapl 

2 From the prellmlnary informat~on draft a Buslness Plan for implementing the program 
that ~dentlfies what 1s desired, how it IS to be implemented, and when ~t wll  start Add 
known ~nformatlon but keep In draft form untll the publ~c has an opportunity to 
comment so it does not have the appearance of having all the decis~ons made 



i LVrtte letters to known users who cvould be atTected by the decision and abh for their 
wntten or verbal ideas Provide opportunitv either at a meeting(s) or at the office tor 
publtc to participate Be sure to record each tdea ecen ~f it doesn't sound acceptable 
Sometimes new or unusual Ideas become the idea of choice when given full 
consideration 

a Revtse the Business Plan reflecting the publlc ideas that make the plan more 
acceptable Be sure to glve credit where due bo people can see their ldeas being used 
Send this out to indtvtduals who participated and place a story in the media that the 
draft plan has been revtsed and invtte individuals to make additional comments, tf they 
choose 

3 Work closely with concessionaires to help them develop operating plans for each 
pemutted concesslon to assure quality service to the publtc These plans \viII provtde 
details necessary to assure that visitors to the area get what they pay for 

6 Begin a media program describing the fee program, visitor opportunities, and other 
details that may be of Interest to the public Uttllze radlo messages, news releases, 
medla field tnps, and jotnt releases with partners Keep the local public informed of 
what is going on 

7 Be sure signing and literature for services betng offered is in place and meets quality 
standards The vls~tor's impressions are formed with what they first see, i e ,  
personnel, signs, clean transportation, and good literature 

S Provide a feedback mechamsm to the publtc, especially those who have been worhng 
with the process A personal phone call is best or a personal letter Word processing 
makes ~t easy to send personal letters to each person Heanns by rumor, rather than 
d~rectly 1s the worst feedback T h s  shows a lack of concern tor the effort the 
individual has made 

2 4 MONITORING AND EVALUATION 

Effectlve monitonng requires prepianning to assure the correct elements are Identified and 
the required informat~on is collected Park managers and concesslon perrmttees, as part of 
their p e m t ,  wlll collect certain user data, sol~clt customer opinions, and gather resource 
~nformation useful in evaluating the success of the fee program, as well as impacts on the 
park environment Annually t h s  tnformation should be evaluated pnor to renewal of 
perrmts so adjustments can be made 

Morutonng data should Include 

Customer opimon on the fee system, quality of service, quality of park and facilities 
and perce~ved value for the fee (Customer Report Card) 
Visitor survey - number of visitors, activities participated In, length of stay, 
hometown, etc (Data gathered from concession operations and sources such as hotels, 
airlines, cruise ships) 
Concession partners survey - opinions about the fee system, suggestions for 
tmprovernent, and reactions of customers (Annual reports) 
Audit fee system operatton, money, and secunty (Ftnanctal - NRCA) 



Indicators of successful ~rnplementat~on of a user fee system lnclude 

People are demonstrating a w~llrngness to pay as shown by minimum need for 
enforcement of fee program 
Funding levels for operation and maintenance increased by 20% or greater 
Personnel are In un~form, present a professional demeanor and have a posltlve 
customer onentat~on 
An increase In effectlve partnerships and co-management agreements for implement~ng 
pnonty management objectives 
Publ~c controversy has dropped w~th a marked Increase of public understanding and 
support 
Aud~ts are with~n acceptable lim~ts and are sat~sfactorily reconciled 

KEY STEPS TO SUCCESSFUL LRIPLEI\IIENTATION 
1 Get your vision, policy, and principles In place first 
2 Involve all staff Employees must reallze that their jobs depend on 

good revenue management Well-~nformed staff will be able to defend 
fees in their local communities 

3 Be prepared to ~nvest dollars in revenue generating act~vities 
4 Have good plans and timely ~mplementatlon 
5 Strlve for good compliance, but remember compliance is 90% public 

relations and 10% pollclng 
6 &lonitor, evaluate and adjust 1n a timely manner 
7 Fee programs must be deslgned to fit the area, the conditions, and the 

customers Certain elements of a fee program can be standardized 
but not all Prov~de for flexlbllity 

8 Personnel and facilities must be professional In conduct and 
appearance for people to be wllling to pay for use or to contribute to 
an area 

9 Fee collection systems must be easily understood, transparent to 
interested reviewers, and secure 

10 Spendlng programs must reflect user deslres, be quickly ~mplemented 
and easlly recognized by the customer as an ~mproved condltlon 



SECTION IT -PROTECTED AREA USER FEE PROGR431S 

3 0 ItlONTEGO BAY MARINE PARK (iCIBi\llP) 

3 1 INTRODUCTION 

The h/onteno Bqv kIar~r~e Park User Tee S ~ ~ t e m  tvrll resllll I H  t17e estahl~~hme/lt oj 
IL/B~W aY n plot for zrnplementrrlg lrser fee yr ocqanls ~.vrthrri Jc~r~lai~cr 5 Protected Areus 

The Wsslon of the Montego Bay kfanne Park 1s 70 conrerve nrld restore the mai ~t le  
coa\t~rl resorrlce, m the hlotltegu Bay hfarrtze Y n l k j ~ u  the nrnrrnzlun ~u,fnrnable ber~efit 
to trcl~fltrtronal welJ, the commlmrty alzd the natzotl, by pr or11tJrrly effr~trve JII opcrmsfol 
ytrblrc edrcntron, techn~cnl srrpport, nronrtorrrtg and rntetpretn r etlfor cenzertt ' 

The Manne Park 1s a mosaic of manne communltles that include coral reefs, seagrass 
beds, mangrove wetlands and beaches Ths  park, 1t5 ecosystems and the communities 
adjacent to it, form a vrsitor's paradise both for Jama~cans and from abroad The soclal, 
econormc, and envlronmental values produced by this park add to the wealth of Montego 
Bay and the Natlon 

Due to negatlve envlronmental impacts from water pollut~on, and misuse of the resource, 
the Park is under threat and requlres responsive governmental support, strong 
management, cooperat~on from communltles and partners, and successfUl enforcement of 
rules to turn the downward trends around Thls requires investment not only of money 
but also of pnonty Partners m t h ~ n  the community and the country must be wlling to 
work together, shanng expertise and resources towards the common goal of park 
restoration and conservation T h ~ s  asset must be marntained and improved to continue as 
a tounst attraction The MBMP Management Plan (draft) recognizes that the cost of 
managng thls park is sign~ficant if the shlfl from neglect to quality management is to 
occur The source of hnds  for management IS lrn~ted 

3 2 RECORMENDATIONS FOR MONTEGO BAY MARINE PARK 

Get Control of the P a r k  Identify all boat and commerc~al users 
Create a pub l~c  support group through ac t~ve  partlclpatlon in 
community act~vltles Use medla frequently and make presentations to 
key groups 
Form partnersh~ps wlth stakeholders who have an active Interest 
Develop Buslness, Communications, and Marketing plans jolntly wlth 
partners through consensus methods, when feas~ble 
Prepare Internal people, processes and Investments for fee system Issue 
permlts to all boat users Use decal and number~ng system 
Issue permits to concesslonalres that include a fee schedule and clauses 
w h ~ c h  strengthens publ~c  safety and enjoyment of the park 

17 Implement plans, begln fee compl~ance, mon~tor and adjust 1 



3 3 THE SETTING 

The i'vlontego Bay Marine Park (MBbP) is located on the north coast ofJamaica The 
Park consists of 15 3 sq km of manne protected area adjacent to the ary of Monte30 
Bay The Park is 9 km long and extends from the high water mark out to select polnts at 
sea, generally along the edge of the reef This Canbbean Island IS heat$ dependent on 
tourism as a source of Income, forelgn exchange, and employment opportumtles Over 
500,000 vrsltors come to Montego Bay annually and over one-thlrd of the country's 
revenue from tounsm IS derrved here 

Jamarca's success as an international vacation destrnation has been based on the sand, sea 
and sun product It IS heavily dependent on the maintenance of a healthy, attractive and 
clean natural environment The loss of these values would produce a larse negative 
impact on the economy Fundlng has been pnmarlly from the government and 
international donors, but the opportumty for collaboration and partnershrps IS high 

Uses - There are many evlsting uses in the park These rnclude cmse and commercial 
shps, a yacht club, mannas and docks, vlsitor anchorages and moonngs There is scuba 
dlnng, s~~orkeling, fishlng, swrmrmng, glass bottom and "submanne" underwater viewing, 
parasaiIlng, sallmg, water-sluing, jet skis, vanous watercraft from beaches, sunbathlng, 
resorts, photography, cocktail crulses, etc Some of the commercral and individual boat 
users have operated wrth licenses and perrmts from the Tounst Board, the Tounst Product 
Development Company, the Mmne Board, the Fishery Division, and hotels Many others 
operate wrthout any authority The Park only has rmnlmal control over many of these 
activ~tres No revenues come to the Park from fees currently being pad for l~censes and 
permits 

Opporturuties for partnersh~p and cost shanng are many As an example, moonnss are 
needed at key dlv~ng and snorkelin,o locations along the reef MBMP and cooperators 
have placed moonngs In the past but the matenals used were often vandalized These 
facd~t~es need to be bu~lt to withstand vandalrsm and weather Impacts The Park and 
concesslonalres can work together, as partners, to install properly constructed moonngs 

Management of the Park is hampered by vandahsm, some rntentronally aimed at parh 
management practices by lndlviduals who do not agree with the purposes of the park 
Moonngs and boundary markers have been cut loose, signs destroyed, and a general lack 
of cooperation by some rndlvlduals has created costly problems Ths will hamper the 
effective rmplementatlon of a fee system ~f vandalism is not reduced Co-management and 
partnerships wll help reduce the vandalrsm 



3 4 THE CUSTOi\/lER 

The majority of park users come from the Uruted States and Europe, pnnc~pally the UK 
Currently good use data is not ava~lable on vlsltation or customer demographics To be 
able to properly project income and to effectively momtor results good visitation 
information is needed To accomplish this use intormat~on must be collected based upon a 
statistical sampling plan The following are MBMPT estimates of the 1994 volume of 
business in the park for the year 

ACTIVITY VOLWIE OF BUSlNESS 
Scuba Dlving 11 000 dlves 
Snorkehng 123,000 person vlsitb 
Water-skiing 5004- shers 
Booze Cruises 52,000 person v~sits 
Jet S h s  1,5OO+ jet slus 
Sadboats 5,000 boat tnps 
Glass Bottom Boats 12,000 person vlsits 
Sport Fishing Boats 30 boats 
Public Beach Users 300,000 person \isits 
Registered Water Sports Ops 21 operators 
Manna Berths 43 berths 
Pnvate Hotel Beaches 9 beaches 
Crulse S h p  Passengers 300,000 vis~tors 
Commercial S h p  Berths 44 berths 
Commercial Fishng Boats 300 boats 
Cargo Ship Visits 48 visits 

Many tounsts stay in all-inclusive resorts that control most of the activities of the visitor 
Traveling outside the hotels, except by tour bus or taxi to a specific spot, is discouraged 
T h s  situation provldes good controls for collecting fees from individuals who stay at 
hotels and use the park resources Fees may be collected through tour operators or 
indiv~dually from the centralized hotel point This may be desirable at a future time but ~t 
is not recommended at t h s  time due to complexities of establishng acceptable procedures 
Fees from local users are difficult to collect because of the dispersed type of use and lack 
of control polnts In addition, fees for locals should be rmnimal since the park is a special 
place for Jamaicans Those who use the attractions would pay the normal fee established 
by the operator Implernentrt7g a fee system at areas that are prrmarrly wed by locals 
would not be cort eflectzve due to enforcement problemr and would tend to reduce 
support for the overal2 fee system 



3 5 USER FEE STMTEGIES 

The proposed s t r a t e3  for fee collection at R/LBMP is to recognize the existing use 
patterns and bulld a fee system by stages utll~zlng the evlsting sltuatlon whenever possible 
To make sudden, radlcal changes in evlstlng patterns wlll create animosity among 
traditional users that may lead to undermrning the program Bu~ld~ng on the soc~al, 
economic, and environmental factors and active programs will make ~mplementat~on 
easier 

Issue Permits - Permits w~ll be required to operate boats within the bIBblP waters 
Perrmts will describe park rules and regulations Non-compl~ance would be a basls for 
penalty or termination of the perrmts Perrmts will spell out or refer to standard safety 
requirements for passengers, the requirements to protect the resource, and require 
compliance with all applicable government regulations Upon paying the required annual 
fee for the permit, identification decals for boats or other form of permt for other 
activities, would be issued The reflective decal would be placed on the bow of the boat at 
a specified location along with a senes of ~dentification numbers The decal, a d~fferent 
color each year, properly displayed, wll ~nd~cate  the boat 1s operating legally withln the 
park The decal system is an excellent tool for management and should be used regardless 
of the implementation of the fee system 

Fee Approval Process - The MBMPT Drrectors recommend fees for approval by NRCA 
The Board has considerable business evpenence m Montego Bay and expertise in pncing 
for visitor use The success of a user fee system is based on public acceptance and a 
wllingness to pay This comes when the public beheves it has recelved "value for 
money" Imtially, fees should be set on the lower side and adjusted after measuring publlc 
reaction, assessing the cost of collection, and determnlng ~f management objectives are 
belng attained 

ACTIVITIES SUITABLE FOR FEE COLLECTION 

The following represents most of the actlvit~es occurnng mthin the park A suggested 
method of fee collection is included Concessionaire perrmts wll specify fees and 
procedures for payment 

I Scuba Dlvln9 - The majonty of divlng w i t h  the area IS done through licensed dive 
operators Fees can be collected through one of two ways a ) Dive operators would 
add the park user fee to the replar  fees charged for the dlve, or b ) The fee would be 
paid at the time tanks are filled and a tag would be displayed showing the fee was paid 
Fees to the park would be pald on an agreed penodlc basis by the pemttee  Fees 
would be based on average d~vers per tnp with the average detemned through 
operator reports and momtonng by park persome1 

Issues Dive boat operations are only a part of scuba diving use Use that occurs from 



private boats or From the shore 1s difficult to track but may be ~nsignificant Further 
tnformation through recorded observations 15 necessary 

2 Snorkellng - Most snorkeling occurs from boats and irom hotel beaches Snorkellng 
occurring from other places appears to be ins~gnificant Fees could be collected 
through the Water Sports Operator or through the NRCA beach lease (the lease fee 
appraisal needs to take into account swimmlng type activities that occur across the 
leased property) Snorkel boat operators could pay tees based on average use per t r ~ p  
and would be momtored to develop averages 

Issues There are lots of snorkelers and to determine fair value for this activlty is 
difficult The more senous snorkelers come from boats Beach snorkeli~lg is little 
more than water play and perhaps should be treated the same as beach activities Fees 
must take Into account these differences 

3 Miscellaneous Boat Tnps - "Booze" cruises, glass bottom boats, sail tnps, and other 
boat cruises Each day there are several cruises that protide an evpenence of being on 
the water, soc~alizing, or expenenclng the park There are large numbers of people 
annually who partictpate in these activ~ttes These boats will be permitted on an annual 
bass w ~ t h  fees pa~d per trip based on average vlsitors per tnp Most of these boats are 
easily identified Fees would be charged on an average person per tnp basis 

Issues Some operations are small and difficult to identify and track These operations 
will requlre close monltonng and enforcement may be difficult due to sympathy of the 
judicial system to the operator's financial situation 

4 Water Sports - Many forms of water actlvltles add to the evpenence of local and 
v~siting beach users These activ~ties are generally shore based and usually supported 
by a hotel beach or other developed beach Water sports Include water-skiing, jet shs, 
and sirmlar motonzed craft that creates s~gnificant turbulence in the water as well as 
nolse disturbance It also Includes miscellaneous small craft (sa~lboats, canoes, kayaks 
and other non-motonzed craft) Fees should be collected from the water sports 
operator based on a flat fee deterrmned by size of operation (number of watercraft, 
employees, or volume of business) 

Issues The difficulty will be collecting from those operations that are associated with 
a hotel The operators are leasing from the hotel and will feel that those fees are 
enough Perm~ts for water sports may have to become part of the Beach Leases from 
NRCA ~f the operators or hotels do not wish to enter into separate agreements 

5 Beaches - NRCA controls waters of the foreshore (low tide to hgh  tide) as defined by 
the Beach Control Act This water area is leased to ~ndividual hotels, clubs, and 
homes on an annual basis Water users must cross the leased foreshore Fees are 
determ~ned through a fee schedule set through regulation procedures In cornpanson 
to the commercial value of these beaches these fees are generally low for the type of 



use that occurs on the area Fees should be re-appra~sed based on Falr Market Value 
or other form of cornparables At least one beach has been re-leased to an adjo~nlng 
busrness that could provide a basis for detemmng value 

Water sports operators assoc~ated with hotels, occurring on leased beaches, are 
generally a separate, pnvate operation operating under perrmt to the hotel These 
operations will be treated separately from the beach lease where possible These wlll 
require a park permit for their operation 

Issues Having all or part of the beach fees collected under the authonty of the Beach 
Control Act, includrng fees due the h(/IBILIP, and transferred to the park in a t~mely 
manner may be difficult Another issue is setting a beach fee that reflects true value 
and leasees paying thls fee Currently there is considerable complaint about the recent 
Increase In these fees 

6 Charter Boats - Charter boats include sport fishng, sal, or other boats hired for 
specific purposes Th~s  use would require an annual permit for operating within park 
waters Fees would be based on a per tnp basis 

Issues It will be difficult to detemne which boats are personal use and which are 
chartered By observation over trme ths  will become clearer As well, those who are 
paylng will help Identify those who are not 

Fishlng Th~s  category includes fishng from shore, boat (non-charter), and use of fish 
traps Trap fishing and use of nets 1s causing major problems to the fish resource Loss 
of t h~s  ~mportant fish attraction wdI eventually cost mlllons of dollars to Ivlontego Bay 
and the natlon The proposed management plan Indicates that proper fishng can co- 
evlst wth tounsrn activltles Illegal fishng must be stopped The most effective way 
of accomplishmg ths  is through co-management between the fishmg Industry and the 
park Perrmts and fees can be a tool to help bnng ths  problem under control P e m t s  
will descnbe fishlng rules special to the park Boat fishermen get a break in gas pnces 
when they have a fishng p e m t  From the Fishenes Drvlsion Thrs could be used as an 
Incentive for obtairung a perrmt iiom the park User fees for commerciaI and local 
fishng should be waived untrl profitabllrty lndlcates othennse Admi~llstrative fees for 
the issuance of the p e m t  to local fishng boats should be mnlmal Charter sport 
fishng boats will be descnbed later 

Issues F~shlng is a very volatile subject and requires comrmtrnent to build trust with 
the fishng community Park rangers have been workmg with fishermen to build this 
trust Ths  should contlnue Co-management can help by bnnglng the fishermen Into 
the decislon process but w~thout trust ~t may not be accepted With fishermen 
involved in the decisrons they will help m resolving 11Iegal activrties 



8 Anchorage. Moorings. Mannas - A specla1 fee w~ll be assessed for use of marlnas or 
moonngs on an overnight, monthly or yearly basts Perm~ts and decals ~ 1 1 1  be 
required when pnvate boats operate wthin the park A special soubenir pennant could 
be provided to visiting boats to help Identify those that have pald fvfoor~ns use will be 
tncluded m the fees for concession operators so there wlll be no separate charge 

Moortngs that are located near a reef tn cooperation w ~ t h  permittee partners, ~ 1 1 1  be 
managed on a free reservation basis This w~ll provtde coordination on use and 
rmnlmtze the over use of sensitive areas Concession operators would have first 
chotce This will also provlde a higher quality vtsitor experience Through agreement, 
permitted concesstonares who rely on these moonngs at specified times, could 
deposlt finds in a spec~al account to pay kBMP tor maintaming a daily reservation 
system 

Permanent anchorages wtll be treated the same as moorings Translent use w11I require 
an overnight fee That w11l probably be pad in cash Safeguards will be requlred to 
manage this cash, such as numbered receipts that must be accounted for with cash 
depostts 

Marmas, including the yacht club, WIII be Issued a permtt annually for the number of 
slips Fees will be based upon the sltps with live-aboards and those wtthout Live- 
aboards have a far greater Impact on the park due to waste golng overboard Higher 
fees paid by boats that are not self-contained will discourage overboard dumping and 
encourage waste d~sposal facll~ttes being developed on shore 

Issues The many boat owners that have been using marlnas and moonng faallties 
over the years may be difficult to convlnce about the value and Importance of the fee 
system to the park resource The Yacht Club prowdes an opporturuty for co- 
management of personal use boats Their advlce and consul may help mabe a useable 
and acceptable system 

9 Cruise Shlps, hrllnes and Commercial Shps - Shlps and airlines are bnngng goods 
and passengers to Jamaca Thls is the economlc backbone for the nation Even though 
cruse ships and airlrnes d~sembark visitors they should not be charged user fees 
Many of the passengers wrll use facilities and tour boats within the park Fees wll  be 
patd through that medium To charge also a docklng fee would be a form of double 
taxation In addit~on, the competition for havlng crulse ships v ~ s ~ t  Montego Bay 1s 
great and any additional fees may discourage ships from vlsit~ng Crulse and a~rlines 
have generous donatlodgrant programs, whtch can be of value to the park and may 
offset the need to d~rectly collect fees 

Issues It 1s not reasonable to attempt to collect fees from commercial shlps A 
portlon Port Authonty fees could be made available for monitonng of water 
discharge and pollution from sh~ps 



I0 Houses and V~lIas - Beaches at pnvate residences generally are permitted by NRCA 
through the Beach Authority Act Other actlvltles occurring from pnvate residences 
such as beach onented water sports, should not be charged except for motonzed or 
sailboats which operate away from the residence In general park waters These would 
be requlred to have the decal/permlt as all other slm~lar boats Boat activtties create an 
~mpact on the park through pollution, nolse, water turbulence and reef damage trom 
Props 

Issues It IS difficult to identify all the owners and renters and to have them respond to 
requirement for obtalnrng another permlt The MBMP should work closely with the 
Beach Authonty to have added value be ~ncluded In the beach lease fee 

The folIowing two Items are not fee collections but are Important to the overall financing 
of the park, and the handling of cash from these sources must follow good financial 
pract~ces similar to fee receipts 

11 Donatlons - Donat~ons can be diwded Into two categones large, such as foreign 
government ald prosrams or large corporate donations and small, such as lndiv~dual 
pocket change or small check Donatlons are an excellent method to accompl~sh 
speclfic objectivesy such as protecting a reef or constructlns a visltor center 
Contnbutors generally want to see their money being applied to a specific purpose 
Donatlons are contnbuted by cho~ce, not by pressure, I e ,  wthout harassment 
Orgamzed hterature, displays, and collect~on methods wlIl help rmmrnize the negative 
aspects A professional approach through quality signs and d~splays, umformed 
personnel, and well-commumcated objectives for use of momes wll help in lncreaslng 
donations Good secunty and accounting of funds IS essentral It is difficult to track 
money when it is received through depos~tlng cash m a donation box Keep the cash 
donatlons to a rmnlmum and located only rn secure places such as arrhne or crurse shp  
temnals Only a few certified people should have access to these boxes Donatlons 
from non-cash sources are the most secure 

Issues Monles recelved fiom donatlons must be visibly tracked and result in the 
accomplishment of the advertised purpose for the money Small, cash donations are 
easily stolen as no one knows the amount of cash placed in a donat~on box or handed 
to an employee 

12 Merchand~sln~ - Sales of souverurs, local crafts, art, jewelry, vrdeos, books, T-shirts, 
posters, swlrnwear and food provide opportunity for large return to the park The 
park logo should be protected by law and leased to merchandisers by NRCA or 
MBMP wth  a fee based upon sales A formal MBMP non-profit park assocrat~on can 
provrde management of the merchandising efforts w~ th  profits be~ng returned to 
develop more park orrented learning materials, interpretrve staffing or facilities for 
Interpretwe purposes JAMPARK IS an orgaruzat~on that can be structured to prov~de 
such a servlce JAMPARK IS in ~ t s  Infancy It 1s be~ng created by several NGO's 
~nvolved with management of protected areas Its msslon would be to market 



envrronmentally fnendly products to support protected areas create a network of 
community based producers that would provide employ~nent to residents, espectally 
women, wlthn and adjacent to protected areas These organizations can also provide 
consignment opportunities 

Beach vendors provlde major problems through hardssment and competttion with 
legittmate operations These vendors do provide a senice to visitors as they are 
located where the vtsltor is, i e , on the beach and they sell some items that are highly 
popular, such as bracelets Success has been ltmited tn moving these entrepreneurs 
away from the tourist Some efforts by the hotels through secunty has only moved the 
vendors from the beach tnto the waters below low tide whtch means the) are in the 
park selllng without a p e m t  Through co-manasement with the hotels, wtth 
representattve vendors, hotels can legallze certaln vendors, provlde them space on the 
property, and lssue a p e m t  clearly stating rules Such rules can Include selllng only 
from the destgnated spot, no harassment of visttors, and no drug sales Thls perm~t 
would be charged a monthly fee such as JS2000 initially until a good understanding of 
the buslness is gamed T h s  would help offset the current cost of secunty In add~tton 
these legal vendors would help tn keeping the illegal away as the ~llegals are unwanted 
competition 

Issues Time and effort to set up a non-profit assocrat~on An associat~on w111 requlre 
start up fbnds to purchase an Initial supply of ttems to sell, such as nature books and 
souvemrs, to obtatn space, and to set up displays Developing outlets, closely located 
to the park or exlst~ng businesses who may be wllllng to participate and share some 
profits fiom the sale of special park items, wll be d~fficult to develop The lease of the 
park logo can be used as leverage for outlets Hotels may not be wdlrng to work with 
vendors 



3 6 PROPOSED ACTION PLAN 

MBkP is a pllot for collectrng user fees at protected areas withn Jamaica Evtra 
emphasis should be placed on good documentation of plans and irnplernentatlon 
procedures The successes, as well as the thlngs that need ~mprovernent, should be shared 
so others can learn wlthout golng through the learning eupenence The followng 
recommendations for MBMP are structured in phases wlth thought sven to the ability of 
the parh to move forward w~thin the constra~nts of financing, staffing and publ~c opinlon 
Walk before rzinnrr~g but other areas should not wa~t  for the results fiom MBkP, as each 
is a separate unrt with different sets of problems, but do share and learn from each other 
MBMP prlot w~ll help remove bamers so others do not have to deal wth the same Issues 

3 6 1 GENERAL DIRECTION 

The follomng must be completed to successfblly lmplement the fee program at bBMP 

NRCA wrll 

1 Establ~sh regulatrons authonzlng the collection of user fees at protected areas 
2 Establish procedures for collecting, banlung, auditlng and spendlng user fees 
3 Delegate authority to MBMP to collect fees and to spend fees accord~ng to 

established procedures 

i'VIBRlP will 
f i re  an tndtvldual to develop and manage the user fee system Ths person must 
have the capability to work closely wth the publlc and NRCA m lmplernentat~on 
Bnng Into the process selected indlvlduals from the communlty and MBME' 
partnerships to provlde thoughts to help fiame plans for the user fee system 
Complete Buslness and Comrnumcatlons plans 
Implement the Buslness PIan 
Establish new partnershps and ldentrfy co-management opportumtles that wlll 
facll~tate irnplernentatlon of plans 
Develop the fee schedules and obtan approval from NRCA for the schedule 
Implement the Commu~l~cations Plan 
Establish prlontles for spending user fees whch reflect user preferences and 
management plan dlrectlon 
Strengthen fee comphance enforcement through traln~ng of select staff and 
orientation of key judic~al representat~ves 
Prepare a Marketing PIan that emphasizes pub11c benefits 
Implement the Marketing PIan 
Implement Phase I 



3 6 2 PHASE I - HIGH RETURN, LOW COST 

This phase is deslgned to provide hlgh lmmed~ate returns wth  minimum of work (cost 
effective) All phases assume the Busmess, Commun~cat~ons and Marketing Plans are 
completed The preferred actlon IS to implement both Optlon A and B If legal 
requlrements have not been met then at a minlmum Implement Option B These Optlons 
can be implemented wlth the addltion of minimum personnel and cost Any added cost 
will be collected back through user fees 

OPTION A - Preferred F~rst Year Program 

1 Get Control of the Park 

Inventoty nnci document users of the park, i e , tours, fisherman, beach users, scuba 
divers, hotels, pnvate use, etc Actively participate with public business and plannlng 
groups, I e , Montego Bay Resort Board, Chamber of Commerce, etc , util~zing them as a 
sounding board and advisors for creating plans Meet w ~ t h  potential co-management 
groups Seek out partnerships and util~ze thelr knowledge when p l m n g  and 
implementing 

2 Issue p e m t s  to all boat and commerc~al operators 

Isme perrnztr to all boots and corzcesszotts Issue decals and regxtratlon numbers to 
boats These will be displayed on both s~des of the bow Identify others who may qualify 
for a p e m t  rn future Take the necessary actlons to notify unauthorized boats and 
concessions that they are In trespass without a permit Don't spend a lot of t~me znztznlly 
rdentzhzng and tiymng to remove or prosecute ~mnpproved operators The purpose IS to 
get the p e m t  system up and rumng  wthout controversy 

The imtiaI efforts would focus on water-based activlties such as water sports, tours, dlve 
and snorkeling operations, etc P e m t s  mll help control undesirable activlties such as 
Improper anchonng, unauthonzed tour operators, and other improper use Most everyone 
who is a legal operator wll  be more concerned about management of the park and 
unauthonzed or h a d 1  actlvlty 

Help people get permts by malng  the process simple Go to them if ~t is difficult for 
them to come to the MBMP office By issuing permits to everyone, the desued carrylng 
capac~ty may be exceeded P e m t s  will be Issued to some that do not meet the MBMP 
standards T h s  is all nght As tlme allows, follow-up wtth operators that do not meet 
park standards and bnny them into compliance (wth reasonable tlme llmits) Remember 
the park IS moving from limted management to f i l l  management Everything wlll not be 
perfect nor by plan but every little step forward is progress Over tlme the better 
operators wlll meet the required standards raising the quallty of visitor's expenence and 
the value of the park 



Permlts will be renewed annually for those that meet MBMP standards Some of the 
onginal perrnlt holders wrll drop out because ~t wllI not be worth Qolng through the 
permitting process nor paylng the fee Others w~ll not have thelr permlts renewed if they 
do not attempt to meet permit condit~ons This attrition wrll soon bring the number of 
active permit holders down to the canylng capacity level At this polnt, managers may 
want to add new perm~ts In areas that are under capaclty Thrs would be done through 
advertlsernent and competrtlon Permlts have value and are an asset to a busmess As the 
number of permits decreases value of permits w~ll increase Perm~ts will be transferable to 
another party but only with the approval of MBMP Cntena for approval are based on the 
capabrlity of the applrcant to meet MBW standards 

3 Establish Co-Management and Partnershp Aqreements 

The success of the fee system is dependent on the cooperation of the varlous user groups 
The earlrer they are brought into the process the better chance for success The first step 
ts to meet w t h  representat~ve concessionares to formulate options for the permitting 
process and p e m t  st~pulat~ons It is, however, Important that the permrt system meets the 
objectives of the park T h s  issue can be resolved through keeping the permit simple for 
the present recogmzing that over time additional clauses can be added Ma~ntaln t h s  
representat~ve group to prov~de momtonng and gu~dance 

Meet wlth all potential pemttees and euplan the process Enlist representatrves to ass~st 
m orgamnng t h s  meeting Before meeting w t h  a large group it is best to develop aillances 
beforehand that wll  help lead posrt~ve d~scusslons 

Co-management opportumties, such as those w t h  fishermen, concessionaires, and resorts, 
should be handled m a sirmlar fashlon With co-management the Park is shanng 
responsibil~ty In malung the dec~slon Partnershps are sharlng rmplementatlon of the 
dec~slons made T h s  difference is Important to understand and cornrnumcate Before 
entenng ~ n t o  co-management agreements clearly define what is being shared and what is 
not Define and agree on what the purpose 1s of the co-management or partnersh~p 
project 

4 Momtor. Evaluate and Adjust Promam as Needed 

As implementatron proceeds continuous monltonng 1s requ~red to qulckly address and 
correct problems associated w ~ t h  the program Tralmng of employees of both MBMP and 
concessionaires, permt preparation, and publlc ~nformatlon are llkely areas needlng close 
revlew W~thout a history of expenence, programs need to be watched closely to assure 
they are meet~ng the designed objectives The frequency of morlltonng will decrease with 
tlme as confidence 1s built through successes Ths momtonng process must ~nclude 
observat~ons from partner pemttees and co-managers 



OPTION B - An Alternate F~rst  Year Program 

There are several legal procedures that must take place before a tee program can be h l l y  
~mtiated Whlle these procedures are talung place several items In support of the fee 
program can be started, such as 

1 Coordinate with NRCA staff on needed actions 

2 Begin public awareness and involvement on fee program plann~ng 

3 Establish criterla for add~ng personnel Dekelop job descriptions and begin 
recnutment Beg~n training employees on fee program procedures, publ~c contact 
purposes and methods, and enforcement processes 

4 Coordinate with fellow agencies that are also Involved in the MBhP Be sure the 
park process does not confl~ct w t h  their exlst~ng procedures Ensure that other 
agencies understand the park fee program 

5 Develop a procedure manual Prepare sample permts, decals and operat~ng plans 

6 Identlfy all users of the park and prepare maling l~st  

7 Begrn develop~ng partnershrp and co-management opportumties Meet w ~ t h  town 
leaders and special groups and discuss forthcoming perrmtting requirements 

8 Meet w t h  key judicial lndivlduals who wlll be involved in any enforcement matters 
Inform them of what and why the park is lmplementlng a fee system Impress upon 
them the importance of comphance and that wthout the cooperation of the courts, 
compliance wrll fa11 

9 Prepare a letter notlfjjrmg individuals who are interested In the park of new p e m t  
requirements 

10 Develop plans for initiating projects based on expected revenues from fees Remember 
to focus on hgh visibility projects 

11 Order decals and registration numbers for the boats Begin issuing p e m t s  Utilize 
the current NRCA btlhng procedure where feastble 

12 Get decals on boats Thls should be done regardless of fee program as it is an 
important management tool 

13 Prepare monttonng cntena and plans Momtor process, educate, and adjust 



3 6 3 PFWSE TI - FULL IIPIPLEIPIENTATION 

Phase I1 includes all the other actlvrt~es that have not been ~ncluded In Phase I Thls 
Phase w111 requlre more preparation, staff, and publlc lnvolvement Many of the Items have 
a potentla1 for good economic or managerla1 returns but may take a little t ~me  for results 
These will be more controversial, such as fishermen and the mannas, and more tlme 
consuming to implement Involving the affected Interests 111 management decisions 
frequently wlII solve controversial Issues T h ~ s  "co-management" approach w~th  the more 
d~fficult sltuat~ons may galn support of user groups considered dlficult due to their hlstory 
of use or pol~tical tles By helprng In the decls~on process they wlll realize the many 
benefits whlch may accrue to them from an effectlve management and fee program 

This Phase should Include the following 

1 Fishermen - Create co-management process Place decals on fishing boats Establ~sh 
fishing rules for lnslde the park through an active process w~th  the fishermen Set up 
sampllng program for thelr "catch' to record size specres and area where caught to 
track changes over tlme 

2 Anchoring and Moonng - Establish approved areas for moonngs and for overnight 
anchoring Set fee schedule for use of these areas for ovemght and extended periods 
Develop numbered receipts for collecting fees Place notices at fuel dock, yacht club, 
Pier 1, and other spots where translent boats will find explanatory rnformatlon 

3 Beaches - partlclpate in review of fee structure for beach leases with NRCA bnnglng 
In reallstlc values Work w th  hotels and resorts to implement polrcies for reduc~ng 
harassment and legallz~ng certain beach vendor businesses 

4 Pnvate Boats - Prov~de information to pnvate boats on rules for operating m t h n  the 
park Enforce the decal program Create a "Volunteer Park Ranger" program where 
boat owners may be issued a specla1 pennant s ~ ~ f y m g  them as rangers T h s  mll 
Increase the patrol coverase of the park and glve citlzens a role In the park Llnk these 
act~wtres together mth rad~o comrnu~llcat~ons 



3 7 COST AND STAFFING FOR II\/lPLEhIENTATTON 

3 7 1 BUDGET IRIYACTS 

To implement a fee program requires lnitlal financial commitments to orgaruze and prepare 
the necessary plans, trainlng programs, purchase supplles and set up needed computer 
programs for traclung Be prepared to ~rtvest m the izecewary personnel and eqzrrpment 
to follo~v through to completron of the rmplernentatron pha~es The MBMI? program w~ll 
requlre a mnlmurn of one-person year to orgaruze, commu~ucate, tram, direct, and set up 
procedures This Includes a l e m n g  penod for staff, cooperators and partners 
Depending upon how fast implementation occurs the following shlls may also be requlred 

1 F~nance and Accounting - budgets, p e m t s  and agreements, blll~ng and receiving 
procedures, bank relations, aud~ting, secunty, etc Setting up and overseeing the 
donatlon program New office equlpment and computer ptograrns T h s  wll require 
one-half person year that includes thelr tramng 

2 Compliance/Enforcement - recruiting and tranlng compllance and enforcement 
personnel, acquiring necessary equlpment for effective and safe enforcement, tralnlng 
partners and coordlnatlng w t h  local law enforcement agencies The first year will 
requlre one-half person year that includes tralmg for cooperators and user education 

3 Public Communications - networhng w t h  local cornrnuruty, cooperators, busmess 
associations, and partners on compllance objectives and importance of ~mplementing a 
fee system Provldlng information to vlsitors to help understand the purpose and 
operation of the fee program Thls should be part of the normal park management job 
Even so, an estimated one-quarter person vear wl l  be requued to prepare 
presentations and follow-up w t h  specla1 Interest groups 

Before addlng personnel, management should assess the current skill levels and move 
responsib~lities cons~stent w t h  the new orgamzation needs Rewnte job descriptions 
to reflect the new fee program responsib~l~ties as appropnate Add people where the 
workload exceeds current staffing Do not spend the added user fee income on 
overstaffing or paylng for admn~strators that already extst Do, however, be sure to 
adequately staff poslt~ons that are mportant to maintarn a transparent and auditable fee 
collect~on system Go slow on addlng personnel untll job descriptions are prepared 
and the slull need IS identified 



3 7 2 PLANNED PROGRAM FOR USER FEES 

It IS eAwntral that plans be Irr  place for the e~endrture of fee rece~pls that refect hrghly 
crsrble czrstorner nee& As discussed there 1s strong support for user fees as long as the 
money comes back to the park Be prepared to show that to the pubhe Imrned~ately get 
something done Show results of the fee program1 

The Montego Bay Manne Park Management Plan (draft 7/4/97), establishes several 
pnontles of act~ons needed to meet the goals of management The Increased revenues 
susgested in this report all come from user sources The expectation of paying users is 
that hnds are be~ng returned to the park to maintain and Improve faclllt~es and the 
conditions of the natural resources Fee revenues should not be used to pay for overhead 
that already exlsts 

The ~eneral stratew for fee revenue expendrtures should place pnonty on a )  Issuing 
pemts  and licenses to all exlstlng lestlrnate users (See draft Management Plan, 
Reglatory Strategies A-16, A-17), b ) Increasrng patrols to stop uses whjch are Illegal or 
ha&l to the park and its ecosystem (Operatiorla1 Strategies, E 1 Actlvity 5, Develop 
Specla1 Operat~ons), and c )  Infomng the pub11c about the park (Public ReIatlons 
Strategies, PR 4, Media Strateges) to rase the vls~bil~ty and support for MBMP 

Compliance IS cn t~cd  for success Management must place high pnonty on assunng fee 
system rules are being followed If the public knows that they wll never be caught then 
the rules become useless Compllance does not require full tlme enforcement It can be 
done on a random spot check basis All violators don't have to be caught but enough do 
to make others aware Compliance is 90% prevention and 10% policlng Prevention 
Includes a good public information program These items are top pnonty for hndrng 

The suecific strategy should place emphas~s on a rmnunurn of one hj& msibrhtv project 
Due to the continuing damage to the reef from anchomg the lnstallatlon of moomg buoys 
would provlde an opportunity to show immediate results to users It IS In the pubhc and 
partner's ~nterest to have well-placed and safe moonngs for mslting the reef 



3 8 COMNlUNICATION AND MARKETNG PLANS 

3 8 1 Oblectlve To rmptove yublzc zcirderrtat~d~rigaild a~ceptat~ce of the fee program 
and to develop cornrnlrnrty arld zrttenzal ~zcpport 

The ptlrpo5e of pzrblzc rnvolvement ar~d marketrr~g rs to rrlform thole aflecied arlcl 
rrzter erted of the fee program, rts purposes and the eLonontlc rocral cmci env~ror~metltc~l 
benej t~ and Irnpacty The eupected result from the prlhlrc I ,  therr acceptance a i ~ ~ i  
support of the k1BMP fee progrnm nrzd therr co~iltzrtrreu' rise of the park 

A fee program is a new Idea to the people of Montego Bay, the hlstonc users of the park, 
and the vlsltors from abroad The fee that must be charged the publlc IS a concern of the 
concesslonalres Tounsm 1s declining in Montego Bay Those In the tourism busmess In 
blonte,oo Bay must stay competitive cwth slrmlar bus~nesses outslde the park on the Island 
as well as other destlnatlons around the Canbbean Thls fear of loss of buslness must be 
offset wlth the Improved quality of the park and Increased tounsm that wlll result from 
added investment in the park programs This fee prosram should be presented to show 
that MBMP cares about the health of the commumty as well as the health of the park 

Most of the tourlsm Industry m Montego Bay recognizes the Importance of a healthy park 
They know the reef and the ecosystem are declining and want this trend reversed 
Although these individuals and companies are womed about loslng trade to other areas 
due to h~gh pncing, they are supportive of user fees that will be dlrected to help park 
management 

1 8 2  AUDIENCE 

Commumty, buslness and government leaders, speclal Interest groups, MBMP 
concesslonalres, general representatrves of the local population and others who have 
potentially affected Interests Collaborate w t h  lndlviduals and groups that led the effort to 
have the park established The support groups that were developed In that process wlll 
contlnue to provide support for the management of the park 

3 8 3 KEY MESSAGES 

There are several messages that need to be communicated to the publrc and collaborators 
Some of these include 

Importance of MBMP to the economlc health of the community of Montego Bay 
Need for creativity In face of tlght budgets to solve Issues faclng park and 
commumty 
How financial sustalnabllity can be obtaned and the cornmunlty role In 
accomplishing this? 
The current health and Importance of the reef 
Pollution - what ~t 1s dolng and how it can be controlled7 



How the fee system wrll work and the ~rnportance of comrnunlty support3 
Important projects whlch will be accompl~shed wth new fee money and how they 
can Influence the pnonties 
Community actlon groups - the MBMP partners of tomorrow 
Collaborat~on and partnershlps w~ll bnng a healthy park and a healthy commuruty 

* M B M P  IS a prIot for Jamaica parks and protected areas As such we w1l1 be 
learnlng and want to hear your Ideas and suggestrons for improvement 
Each customer is a special guest It 1s hoped that vlsrtors leave wlth posltlve and 
lastlns memones 

3 8 4 IMPLEMENTING METHODS - Implementing publlc involvement needs to 
conslder the audience, how best to communicate wlth them and how to develop thelr 
Interest In the subject People are busy and generally do not become involved unless the 
issues affect them in some personal way Each step of the involving process must be 
considered These are 

Awareness - through general radro, television, and newspaper outlets prov~de 
information that tells the story deslred (reference the above I~st or add to lt) Be a 
speaker at orgamzatlon meet~ngs Be prepared to tell people how they can help 
because they will ask Know and cornmurucate what your expected results are 

Consensus - work towards consensus on important decisions Use collaborat~on 
methods to build partnershlps for accomplishng objectives Consensus buildrng is 
tlme consuming but the payoff IS comrmtment and less controversy Use t h d  party 
facilitators when the stakes are b ~ g  Be w1111ng to share decision-malung and develop 
co-management strategies 

Partnersh~ps - recogme that successful manasers have lots of partners The hotels 
and businesses that are located on the shores of MBMP have the same goals as the 
park, I e , the long-term health of the park ecosystem With ths  commonality provlde 
leadershp for all to work together for the common good Ths includes shanng of key 
dec~sion-mahng, joint marketing, deveIopment of literature about the park, 
construct~on of faahties, etc 

3 9 MONITORING A N D  EVALUATION- - Holv wzll you know rfrt works7 

Evaluate the fee program to determine 

Effic~ency and effectiveness of manauging the fee program 
Effect on tounsm v~srts 
Proper vaIuat~on of the fee 
Cost to manage the program 
Public support from the commumty, concessronalres, and partners 



Methods for monitoring include 

Customer Report Card - provide measures of satisfaction spectfically related to factors 
such as health and cleanl~ness, safety and secunty, setting, condition of facil~tres, and 
responsiveness to customer 

Cooperators, Concesslonares and Public Meetings - provlde feedback on system 
operation and about customer opinions, ideas, and suggestions 

On slte Interviews by park personnel - Qives direct information on operations 

Visitation Surveys - provides basis for user count of activities, lengh of stay, home, 
etc It is also Important to recogmze displacement of traditional visitors, 1 e , forelgn 
travelers replacing local visitors, and Impact on local social and economlc situation, or 
loss of returnees due to h~gh pnces or undesirable controls belng placed on them 

Success of implementation can be measured based on the following indicators 

More money avalable to do the job 
Buoy moonng system is m place on the reef and effectively belng used 
Harassment of vlsltors to the park has dropped off 
All boats using park waters have decals 
Flsherrnen are cooperating in the decal program and are malung avalable thelr catch 
for survey purposes 
Operation and maintenance costs are 20% funded from fees 
Visitat~on to MBMP is Increasing 
Law enforcement cltatlons for fee violations have dropped 



4 0 BLUE AND JOHN CROW IYIOUNTAINS NATIONAL PARK (BJCMNP) 

FEE REVENUE PLAN 

(The azrthor hcrd l~mrted opportzirzlty to vmv the uper atrorn of BJCMNP or to talk wrth 
cooperators and others %erefore the dzscussron whrch follo~vs rs presented to strmulnte 
thozrghts not as a recommendrtion ) 

4 1 INTRODUCTION 

The Blue and John Crow Mountain Natronal Park, a terrestnal park, was establ~shed In 
1990 Ths  park IS located at the eastern end of Jamaica encompassing the lughest land, 
Blue klountain Peak (2256n1), rn the nat~on The Park area is 193,262 acres and covers 
two mountaln ranges, the Grand kdge  of the Blue Mounta~ns and John Crow Mountans 
The lands withn the park are mostIy steep, rugged mountan terraln, senerally inaccessible 
even by trall One secondary road crosses the park at HollyweII Other low standard 
roads provlde very llrmted access to the edges of the park as they promde transportation 
for products from rmmng, forestry, coffee and h i t  plantations 

4 2  THESETTING 

Withn Jamalca ths  park represents the punst opportunity for terrestnal ecotounsm The 
wildness of the park presents opporturutles for speclal "close to nature" experiences The 
opporturuty for solrtude, nature study, introspection, and close shamg wth  a special 
person, can be found Thls needs to be recogmzed and protected People from Kngston, 
to escape the heat of the lowlands, heady use the accessible areas at Hollywell and 
Portland Gap 

Farmers, miners, forest products related lndustnes and the mountam cornrnumt~es, whch 
support the scattered populat~on, generally occupy the lands outsrde the park Major 
cornmu~ut~es are several rmles away but smaller cornmumties are close to the park at 
vanous spots Some food stands are also close There are some pnvate guesthouses and 
resorts m the area w th  small capaclty 

Ranger stations are located at HoIIyweII, Portland Gap, and Mllbank N~ne full t~me 
rangers cover the park and an addrt~onal twenty peopIe perform clencal and maintenance 
work The facdrtres include 

CAPACITY 
10 - 18 
40 - 80 
24 - 40 
24 - 40 

TYPE OF FACILITY 
Cablns - 3 
Cabins - 1 
Tentsrtes - 6 
Tentsites - 6 

LOCATION 
Hollywell 
Portland Gap 
Hollywell 
Portland Gap 



4 3 THE CUSTORIER 

Hollywell 700-500 per month, 200 mmlrnum at one tlme on holldays 

Portland Gap 60-120 people per weekend 

Park users are 75-80% local Tour buses mth  foreign vlsltors pnmanly come from Ocho 
k o s  (3 per week = 200 people) There IS a blcycle rental concession just ~nslde the park 
at Hollywell Vlsitors go by bus to the park and from there nde down on a b ~ k e  bach 
towards Ocho k o s  

4 4 USER FEE OPPORTUNITIES 

Kev Actiwties Sultable for Collectin2 Fees - Cabins, tent sites, plcniclung, general park 
entrance fee for day use, tour buses, blkes, food concessions, firewood, donat~ons at 
protected spots 

4 5 PROPOSED ACTIONS 

Proposed Fee Collection Stratew - The isolation of the area requires off-slte fbnd 
handling, such as permits to indlvlduals or concessionalres User permits can be acquired 
at park offices or at established retail outlets, reservation and bllllng systems done by mail 
or credit card, or at some places pay by cash at secured entrance stations, I e , Hollywell 
Prellrmnary recommendat~ons are 

1 Entrance permit wlth three pnce structures hlgh - for tounst, low - for locals, and free 
- for those who live wthm and adjacent to park requinng frequent travel in and through 
park P e m t s  are able to be purchased as a daly or annual p e m t  at local spots for user 
convemence and must be camed whenever in the park Moutonng is "Game Warden" 
approach, i e , spot-checked 

2 Rental of cabins and tent sites by a ) The park on mghtly basis through reservation 
system in whlch park personnel malntain and clean cabms, or b ) Lease facilities to a thrd 
party that manages cabins, and their rental, paying an annual fee for the p e m t  The lease 
would be awarded on a competitive basls to the leasee who demonstrates capability to 
manage the facilities to park standards 



4 6 COST AND STAFFING NEEDS 

4 6 1 BUDGET IMPACTS 

Thls has not been evamned At a minunurn, new skllls will be required on the permitt~ng 
process, accounting, publlc information and to perform user fee cornpl~ance 

4 6 2 PLANNED PROGRAM FOR USER FEES 

Mantenance of ev~sting facllltles and reconstruction of those that are worn out or cause 
unacceptable damage to the resource Add ~nterpretat~on at key sites and tralls to enhance 
wsltor appreclat~on The area lends Itself to volunteer projects being surrounded w~ th  
many communities and the close prox~mty of Kingston The "Adopt A Trail" concept 
could be of Interest to servlce clubs where they agree to ma~ntaln a faclltty as a publlc 
servlce Recognlt~on can be gven the organization by a slgn erected at the beginrung of 
the tra~l andlor on park l~terature 



I User Fee Revenue Flow 

This dlagram prov~des an example of the flow of revenues, prtmanly cash and checks, 
from the payment potnt through to withdrawal for work accompl~shment It 1s presented 
to provide thought and gu~dance to those developtng the handbook on fee collections 

2 Sample Boat Decal and Boat Registration 

The sample presented 1s the exact sue  used by the US Coast Guard and other commumty 
and state organlzdtlons for reglstenng water craft The numbers are large enough to 
provide ready ldentlficatlon of a boat from a dlstance The decals are reflective and colors 
change each year to show current reglstratlons 

3 News Story, Wanted a Protection Plan, The Gleaner, 7 September 1997 

The Gleaner story shows the ~nterest, support, and need for user fees Thls is typical of 
the feedback the author recelved dunng vls~ts to representatives of protected areas, user 
groups, hotels, and communities 

4 Fee System Management Workbook 

Thls WORKBOOIC is a separate document arranged In loose-led style for ease of 
removlng pages for duplicating and to add or remove pages to keep it current Example 
documents, collected from land management agencies, are presented In draft form for easy 
adaptlng to situations that may exst An example is rncluded as a part of t h s  report 

Sample 1 Partnershp Agreement 

Sample 2 Cooperative Agreement for Work Performance 
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FEE SYSTIEM MANAGEMENT WORkBOOK 

PARTICIP ATrNG AGREEMENT 
between 

MONTEGO BAY MAlUNE PARK and 
XYZ COMPANY 

This participating agreement 1s made and entered into by and between the Montego Bay 
Manne Park, heremafter referred to as MBbIP, and YYZ Company hereinafter referred 
toasXYZ,underthe Act (GET JAMAICA 4UTHORITY) 

WHEREAS, the R/IBMl? wrthin its mandated respons~b~lity, IS desirous of conducting 
Interpretwe programs for outdoor recreation and educatlonal activities for the publ~c, and 
WHEREAS, the MBMP deems lt desirable to provlde educational and interpretlve 
information about forest resources, natural phenomena, local history, and similar matters 
to the public, and 
WHEREAS, XYZ IS deslrous of providing Interpretive and educational programs to the 
pubhc, and 
WHEREAS, the MBMP and XYZ are desirous of implementing such Interpretive 
programs wlthn the Park, and 
WHEREAS, it is also to the advantage of both parties hereln that the lnterpretive 
Programs shall be performed by and under the 

NOW, THEREFORE, In consideration of the above premises, the parties hereto agree as 
follows 

A MBMP 
1 The Chef Ranger IS hereby designated as the official representatlve for adrmrllsterlng 

the terms under ths  agreement for the MBMP 

2 The MBMP wlll prov~de the hnds to XYZ cover one half of the estimated cost of 
implementing an Interpretive program or XYZ Mountan from May 15 through September 
25, 1999, not to exceed $1 5,000 

3 The MBMP WIII provide the hnds to XYZ to cover the cost of the Manne ecology 
Educational Prozrarn for May 15 through December 15, 1999, not to exceed $13,0004 
Funds wdl cover program costs which wll Include salary for an Interpreter, other d~rect 
employment costs, and incidental expenses for the program (matenals, suppl~es, etc ) - 

5 The MBMP wll loan the Interpreter a MBMP uniform to be worn whle presenting 
educatlonal and Interpretwe information to the public 

6 Hours of operation and Interpretwe program information shall be subject to the 



approval of the Chlef Ranger, MBMP, and XYZ 

B XYZ Company 
I XYZ WIII provlde hnds to cover One half of the estimate cost of implementing the 
interpretive program 

2 XYZ shall select, hire, and retan the Interpreter in consultation with the MBMP XYZ 
shall have the right to replace the lndivldual at any time dunng the period of th~s 
agreement 

3 XYZ shall allow the Interpreter to work in the MBMP oEce one day a week in order 
to gun exposure to MBMP programs, rules, regulations, and polrcies 

4 XYZ will not allow the Interpreter to rent bikes, d~spense alcoholic beverages, or 
receive tips XYZ wll secure approval from the MBMP for duties asslgned other than 
those approved In thls agreement 

5 XYZ shall be solely responsible for the financ~al arransements and completion of the 
work to be performed under ths  agreement whle the Interpreter IS worlung on XYZ 
property or permitted areas 

6 XYZ shall keep appropnate financial records pertain~ng to t h s  agreement to standards 
acceptable to the MBMP X Y Z  account numbers wll be established For the following 
programs 

Swm wth Us Program 
M m e  Ecology Education Program 

7 X Y Z  w11I alIow authonzed officials or agents of the MBMP to exarmne such financial 
records of XYZ and that these records wlll be retamed by XYZ and kept available for 5 
years after terrmnat~on of ths  agreement, unless dlsposlbon IS othenvlse authonzed In 
wntlng by the MBMP 

8 XYZ shall coordinate all Interpretwe programs under ths  agreement with the MBMP 

Interpretwe work shall be defined as follows - 
a Provide interpretwe programs on a vanety o subjects such as local history, birdlrfe, 
geology, water management, reef management or other related natural history An outllne 
of the program that wll be presented, where it wll take place, what route wlll be 
followed, and tools required for the presentation wll be subrmtted by the Interpreter to 
both XYZ and the MBMP for approvaI 

b Leading educat~onal ~mprornptu d~scuss~ons w t h  the vlsrt~ng public regard~ng the role of 
the MBMP and XYZ m the operation and development of the MBMP 

c The Interpreter may sell only interpretive and educat~onal Items (I e publ~cat~ons, mans, 



tlsual aids, handicrafts, and other objects directly related to the interpretite and 
educational theme of the MBMP) 

C MISCELLANEOUS 

1 No member of, or Delegate to Parliament shall be admitted to any share or part of thls 
ageement, or to any benefits that may anse therefrom, but this provision shall not be 
construed to extend to this agreement ~f made with a corporation for its general benefit 

2 Members of Parliament and the Government of Jamalca shall not be l~able for any 
damage incidental to the performance of work under ths  agreement to any 
depos~tors or landowners who are parties to the agreement and all such depositors and 
landowners hereby evpressly waive any and all claims against the ~ o v e m e n t  of Jamaica 
for compensation for any loss, damage, personal Injury, or death occurring in consequence 
of the performance of thls agreement 

3 The nghts and benefits conferred by this agreement shall be subject to the laws of the 
Jamaca govemng the MBMP and to the rules and regulations promulgated thereunder, 
whether now In Force or hereafter enacted or provided, and the mention of specified 
restrictions, conditions, and stipulat~ons hereln shall not be construed as in any way 
impamng, the general powers of supervlslon, regulation and control by MBMJ? 

4 T h s  agreement shall have no effect on the provisions ant clauses of XYZ's specla1 use 
p e m t s  

5 Nothlng herein shall be construed as obligat~ng the MBMP to expend or as involving 
the Jama~ca in any contract or other obligation for future payment of money In excess of 
appropnation authonzed by law and adrmnistrat~vely allocated for t h ~ s  work 

6 In all cases where nghts or pnv~leges are grantee herein in general or mdefimte terns, 
the extent or the use of such nghts or pnvlleges by XYZ shall be determined by further 
wntten agreement 

7 Ths  agreement w111 be effective on the date when all part~es have srgned the agreement 
and wll be In effect unt~l December 3 1, 1995 The parties reserve the nght to temnate  or 
amend the agreement upon 60 days wntten notice provldlng that any hnds  on depos~t wlll 
be available for expenses inc~dent to closing out the work beyond the penod or wntten 
notice 

S If any clause or provision of t h s  agreement shall be held to be lnval~d in whole or In 
part, then the remaining clauses and provlslons or portions thereof shall nevertheless 
be and remain In full force and effect 

IN WITNESS THEREOF, the Part~es hereto have executed tlus agreement as of the last 
date wntten below 



SAMPLE 2 

Between 

THE CITY OF MONTEGO BAY 

And 

MONTEGO BAY MARINE PARK (MBMP) 

THIS COLLECTION AGREEMENT is made and entered Into by and between the 
Clty of Montego Bay, herernafter referred to as The City, and the MBMP, Natural 
Resource Conservabon Authonty, Mmster of Housing and Environment, heremafter 
referred to as MBMP, under the provisions of the Act between The City 
and the MBMP Upon execuhon, th~s Agreement supersedes aI1 pnor Collechon 
Agreements executed 

1 PURPOSE 

The purpose of thrs Agreement is to mhate a relahonsh~p between The City and the 
MBMP to complete rmhgabon work requrred of The City for the Montego Bay 
Sewerage Spill 

The C~ty IS requlred to compIete fish mihgahon for the sewerage Spill of 1996 as 
outlmed m the FEIS Secbon 4 1 17, page 4-56 

It IS the responsib~l~ty of the MBMP for developing the Mmne park resources for 
sustaned ylelds of products and semces in the best comblnat~on for the use, 
enjoyment, and education of the Jamacan people, as provlded m the other laws It IS 

the pohcy of Parhament that the Manne parks are estabhshed and shall be admmstered 
for conservation and restorabon of the reef and waters and for recreation 

I1 THE CITY WILL 

1 Provlde funds to the MBMP m the amount of Twenty Thousand Dollars 
($20,000 00) to cover salaries, vehcles, supervision, and equipment support for 
three (3) GS 415 MBMP tral crew seasonal employees and one (I) GS-9 
w~Iderness/tra~ls forester to complete the trall work outllned zn 1 11-4 and 11 1-5 

2 Payments will be made payable to the MBMP and be ma~led to the Unit 
Collecbon Officer, after recelpt of a b11l from the MBMP 



3 Give the MBMP or Comptroller General, through any authonzed 
representabve, access to and the nght to examine all books, papers, or documents 
related to this Agreement 

4 Agree to defend and hold harmless the USDA MBMP, ~ t s  representatmes 
or employees, from any damage ~ncident to the performance of the work resulttng 
from, related to, or mslng from this Agreement 

I11 THE MBMP WILL 

f Bill The City in quarterly Increments pnor to the commencement of 
work for deposits suffic~ent to cover the esttmated costs, excluding overhead, 
for that specific payment penod Billings shall be sent to The Crty 

2 Deposit all cash funds received under ttus Agreement to MBMP 
cooperabve work fund account whch is to be used solely for the purposes for 
whch contributed 

3 Refund to The C~ty  any funds whlch are in excess of the cost of the 
project herein wlthrn 90 days of the ternnabon of this Agreement unless further 
amended to cover addibonal constructton admmstrabon costs 

4 Flnalize reconstruchon on the E Fork of the Mame Park Creek Tral  
(Lonesome Lake Trao mcluding a foot bndge at steam crossmg 40+93 and the 
r emmng  2 5 rmles of tra.11 to Lonesome Lake 

5 Resurvey and stake the Fancy Creek Tral Construcbon project 

6 Provide a monthly progress report to the designated Clhes' representabve 
demlmg progress made the previous month, expenditures for both ttme and 
materials, and an mdlcahon of whether the project is on-ttme and w i h  
budget The monthly log shall be in sufficient deb1  to serve as 
documentahon of charges for project 

IV IT IS MUTUALLY AGREED AND UNDERSTOOD BY AND BETWEEN 
THE SAID PARTIES THAT 

1 Pursuant to , an interest charge shall be assessed 
on any payment due the Government not made by the payment due date 



Interest shall be assessed using the most current rate prescnbed by the Jamalca 
Minister of the Treasury F~scal Requirements Manual Interest 
shall accrue from the date the payment was due In addrtion, in the event the 
account becomes delmquent, adm~mstrabve costs will be assessed 

A penalty of 6 percent per year shall be assessed on any payment overdue in 
excess of 90 days from the payment due date 

Payments will be credited on the date received by the desrgnated colleckon 
officer or deposrt locabon If the due date@) for any of the above payments, 
fees, or calculahon statements falls on a non-workday, the charges shall not apply 
unhl the close of business of the next workday 

2 Modificahons with~n the scope of the Agreement shall be made by 
mutual consent of the p m e s ,  by the issuance of a wntten rnodificahon, signed 
and dated by both parbes, pnor to any changes being performed The MBMP IS 

not oblrgated to fund any changes not properly approved m advance 

3 Improvements placed on Mmne park System land at the dlrect~on of 
either of the p m e s ,  shall thereupon become property of the Jarnaca, and shall be 
subject to the same regulahons and admmstrahon of the MBMP as other Mmne 
park improvements of a simlar nature 

4 The Agreement in no way resttlcts the MBMP or The Crty from 
pmcipamg m simlar acttvlQes wth  other public or pnvate agencies, 

orgamzabons, and mdividuals 

5 No part of t h s  Agreement shall entitle the cooperator to share or interest m the 
project other than the nght to use and enjoy the same under the exlsting regulatrons of the 
MBMP 

6 Pursuant to Section B, T~tle 41, Jamaca Code, no member of, or Delegate to, 
Congress shall 

be adnutted to any share or part of thls Agreement, or any benefits that may anse 
therefrom 

7 Ths Agreement 1s executed as of the last date show below and expires on 
December 31 1997 at whch tune ~t wdl be subject to revlew, renewal, or evplrat~on 



8 The pnnclpal contacts for t h s  Agreement are 

Dlrector 
hBMP 

Montego Bay, Jamalca, WI 
and 

Name of Cooperator Contact Address Contnbutlons authonzed for use by the blBMP, 
whlch are not spent or obligated for project(s) approved under thls Agreement, w~ll  be 
refbnded to The Clty or authored for use for new projects by The Clty 

1 0 Elther party, m wntmg, may temnate  the Agreement In whole, or in part, at any time 
before the date of expirat~on The MBhP shall not incur any new obligat~ons for the 
temnated portion of the Agreement after the effect~ve date and shall cancel as may 
obllgatlons as is posslble Full cred~t shall be allowed for MBMP expenses and all 
noncancelled obllgatlons properly Incurred up to the effective date of t e m a t l o n  Excess 
hnds shall be refbnded wthm 90 days after the effective date of t e r n a t i o n  

1 1 Any contnbutlons made by The C~ty  under t h s  Agreement do not by direct reference 
or lmphcatlon convey MBM? endorsement of The City products or activities 

12 With the except~on of the substitute rmtlgat~on approved on 4/24/95 for the 
Lonesome Lake Trad, nothmg herein shall be construed so as to amend the provlsions of 
Easement C-08842 

13 The City wI1 use thelr best efforts to comply ulth all of the provlsions of the 
Agreement, however, t h s  Agreement and the financ~al c o m t m e n t s  contamed here~n are 
subject to appropnatlon by the respective Councils of The City 

IN WITNESS WHEREOF, the part~es hereto have set their hands and seals the day and 
year wntten below 

Date 

Date 
By MARINE PARK COLLECTION AGREEMENT 
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