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EXECUTIVE SUMMARY 

Thls study was init~ated by the DEMO Project (Development of Environmental Management 
Organ~sat~ons) a joint effort of the Government of Jamalca (GOJ) and the Un~ted States Agency for 
International Development (USAID), to promote environmentally and soc~ally sound, long-term 
economrc growth In Jainalca The objectives were to determine to what extent tourlsm 1s prov~dlng 
sustainable economlc benefits to local communltles and contributing to natural resource conservation at 
selected s~tes  utlllsed as nature tour~sm attractlons In Jama~ca, and to lnvest~gate the factors promoting 
success In ecotourlsm enterprises 

E~ght sltes were lnvest~gated between May and August 1998, w ~ t h  findings from establ~shed nature 
tounsm attractions at five sites fonnlng the core of the results For the purposes of thls studv, ecotourism 
IS defined as nature tourism that contr~butes to conservation and economlc development While the 
attractions differ in terms of the~r  natural resources commun~ty sett~ng, and the level of economlc and 
commun~ty benefits that they provide almost all of them fulfil the crlteria for successful ecotourlsm 
attractlons 

A11 of the attract~ons are prov~ding employment to local resrdents and offer wages at least as good as the 
available alternatives Wh~le the ~ndirect economlc benefits or sp~n-offs are less than expected for 
communltles near the attractions, ecotoi~rlsm has provided a number of community benefits that are not 
easllv quant~fiable, such as rncreased environmental awareness and rmproved stewardsh~p of agrcultural 
lands Only two types of attractions - YS Falls and the Blach River safarr tours - are provld~ng 
significant profits for the operators and enjoyrng high rates of vlsltatlon Low vlsttatlon at the other 
attract~ons - Vallev H~kes, Cochpit Country Adventure Tours and Cranbrook Flower Forest - IS a 
s~gnificant constraint that needs to be addressed by further product development and resolut~on of 
licens~ng problems In some instances, and improved market~ng In all cases V~ability remains a concern 
even for the profitable attractions whlch are approaching their environmental and soc~al canylng 
capacitres whlle fac~ng ~ncreaslng operating costs In an unstable natlonal economy 

Evtemal environmental threats are an ~mmed~ate concern to some of the attractlons rnvestigated, and 
threaten the potentla1 for all ecotourlsm development In Jamaica Whlle the privately owned sltes are 
protecting the resources wlthln their boundaries, the ecotour~sm entlties developed and operated by non- 
governmental organrsatlons are playing a particularly Important role In deailng wlth resource degradation 
at the communltv level through env~ronmental education and technrcal ass~stance with conservation 
practices However, ~t IS tinllhelv that long-term natural resource protection will be accomplished In 
Jamaica w~t l~out  a concerted effort at the national level through improved legislat~on, mon~tonng, 
enforcement and the establishment of protected natural areas 

The potential for Jamalca to take advantage of the predicted growth in ecotourism worldwide depends on 
the Image of Jamaica compared to alternative ecotourrsm destinat~ons The Image of Jamalca in the world 
tour~sm marhet in turn depends on how the destlnat~on IS marketed as well as the feedback from vlsrtors 
about their evperlences The incrdence of violent crime and the unprecedented problem of tounst 
harassment have tarnished Jamarca's Image as a tourlsm destination Unless improvements are seen m 
the lsland's overall social and economic cond~tions, crlme and soclal unrest could be detrlrnental to the 
growth of tourism of any kind 

Although we Identified some common factors and prlnclpIes, the condlttons requlred for v~abil~ty,  
economlc benefits for local people, and long-term protect~on of natural resources are complex and In 
many Instances beyond the immed~ate control of the management of attract~ons Among the success 
factors identified for ecotourlsm attractlons In Jamalca are d~verse andlor spectacular natural resources, 



environment-fr~endly operatrons (lncludlng a carryrng capaclty polrcy), a harmonious relatronshl~ wlth 
the local communrty, accesslb~l~ty, and extenslve marketing through a varrety of medla 

Recommendatlons comlng out of thls study include the need for ecotourlsm e n t ~ t ~ e s  to mlnlmlse thelr own 
envlronrnental impacts and get lnvolved In deallng wrth external envrronmental problems Improved 
market research and collection of vlsrtor statlst~cs at the srte and natlonal level are seen as prerequ~sltes 
for effectlve product development to provlde for both local and fore~gn visitor preferences Attractrons 
should provlde more lnformatlon about the natural and cultural resources of thelr attractlons and use 
innovative rnerchand~slng to sell the~r  product - ecotourlsm - as well as generate revenue from sales of 
goods 

The prlvate sector and government agencres are urged to work together on policy development and plans 
for ecotourrsin development In Jamarca Increased communlcat~on and collaboration w ~ l l  also be needed 
to resolve the complex transportat~on lssues In the travel industry We recommend that government 
tour~sm agencles be more flexlble In llcenslng to accommodate Innovative, commun~ty-based approaches 
to ecotour~sm development Whlle baslc envlronrnental standards should be required for all tourlsm 
operatrons, those berng marketed as ecotourlsm attractlons should also demonstrate a contnbut~on to 
resource conservation The lmplementatron of a system of parks and protected areas 1s regarded as 
essentral for sustaining the resource base for ecotourlsm 



Introduction DEMO Project 

INTRODUCTION 

Ecotourlsm 1s a concept that has evolved tn the last decade In response to a boom m nature tour~sm 
globally and the realisat~on that the conservatron comrnunlty and the travel industry have mutual Interests 
Ecotour~srn emersed as a means to estabilsh partnersh~ps between conservationrsts and tounsrn 
companies whlle al low~ng them to further their ind~vldual goals 

Ecotourlsm defined 

The numerous defin~tlons of ecotourlsm put forward by travel cornpanles and conservatlonlsts elaborate 
to varylng desrees on the same basic theme ecotorrrzsm IS nature tourzsm that confrzbutes to 
conservatzon nnrl economic development This sunple defin~tion emphasrses the Importance of natural 
resource protection and benefits for local communities as  the maln features of ecotour~sm The potentla1 
contr~butions of ecotourlsm Include 

I Generating funds for managlng protected and other natural areas 
3 Creat~ng emplovment for restdeqts of surround~ng communltles 
3 Advanc~ng env~ronmental educat~on tor vls~tors and residents 
4 Helplng to provide justificat~on and support for declaring areas protected 

' respons~ble travel to narural areas that conserves the envuonment and sustalns the well- 
be~ng of local people - 771e Ecorozrrrsnr Society 

environmentally respons~ble travel and visitation to natural areas, in order to enjoy and 
appreciate nature (and anv accompanvlng cultural features, both past and present) that 
promote conservation have a low vlsltor Impact and prov~de tor benefi ctallv actlve soclo- 
2conornlc Involvement of local peooles - lnfernar~onal Iln~on for the Conservation oj lra'antre 

travelling to relat~velv undisturbed natural areas with the spec~fic objective ot admmg,  
stuavlng and enjoving the scenen ana ~ t s  wild plants and animals as well as any evlstrng 
cultllral teatures ' -Car boean Toz,rtsm Organrsafron 

purposetul travel to natural nabitats des~gned to create an understandmg of cultural and 
natural historv wh~le safeguardmg the mte,onty of the ecosystem and producmg economlc 
benefits that encourage conszrvation - Internatronai Eyedrt~ons 

" uslng tourlsm to protect nature - Inreramerrcan Insntute for Tourlsm 
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The Evolution of Ecotourlsm 

Drscussions about ecotourrsm began at a trme when conservationists and tourism companies were both 
confront~ng challenges In their professional arenas Many countries have experrenced rapld population 
growth and deterioratrng economic condrtions wrthln the last 20 years, particularIy m the tropics, resulting 
In lncreaslng competltlon for land use and pressure to explo~t natural resources At the same tlme, there 
has been a tremendous growth in the tourism rndustry, including an exponentlal increase In the number of 
tourrsts vlsltlng parks and protected areas For conservationists, ecotourlsm was seen as a means of 
reaplng economrc benefits from visitors while managing thelr rmpacts For the tourrsm ind~istry, 
ecotoiirism offered the emerglng breed of environment-conscious travellers an opportunity to contribute 
to conservatlon whlle experiencing nature at first hand 

The c h a n p g  world of consemahon 

Increased pressures on natural resources have taken many forms Logging, mining, oil exploration, the 
clearing of land for agr~culture, industry and housing, and the harvesting of wild specles have resulted m 
deforestation decreased so11 fertrlity, loss of biological diversrty 
and other environmental impacts In many places, whole 
landscapes have changed In countries where protected areas 
have been established there is increasrng economrc pressure to 
develop those lands and evplolt their ~ntact natural resources 

For years, conservationists had been establrshing and managing 
protected areas wrth very little Interaction with local residents 
Faced wlth threats of development protected area managers 
began to redefine thelr approach to protected area management 
They realised that people who live among and depend on 
valuable natural resources had to be incorporated into conservatlon strategies and allowed to share rn the 
benefits of resource protection 

r 1 

w Ecuador, w~th an annual 
deforestat~on rate of 2 3%, loses 
over 800,000 acres of forest 
each year 

2~ Jama~ca's deforestat~on rate has 
been estunated at 5% more than 
double the alarmlng rate m 
Ecuador 

Current conservatlon strateg~es include providing new employment opportunities based on natural 
resource conservatron and findrng ways for resrdents of buffer zones around parks to use farmland f ~ r  
longer per~ods, replacing destructive slash-and-burn agr~culture For local residents to become partners in 
protectrng natural resources they usually need financial incentives for conserving flora and fauna 

Apart from pressures on natural resources, mother problem faced by conservationists globally IS a lack of 
fi~ndlng for protected area management Fewer financral resources are avarlable from natronal 
governments and outside donors at a tlme when staffing and equipment needs are rising To address these 
urgent problems, conservationrsts are exploring many creative opt~ons Nature tourlsm in parks and 
reserves is vrewed as one avenue for brlngrng money Into protected areas directly as well as providing job 
opportunltres for local residents It is theorised that once small tourrsm busrnesses such as guide services 
or lodges have been establrshed by local people, they will be eager to preserve the resources on which 
the~r  businesses depend The dramatrc increase In the number of nature tourrsts worldwrde has helped to 
focils attention on ecotourlsm as a fundrng mechan~sm for protected areas 

The worldwide growth m nature tounsm 

Tourism is now the largest and fastest growing rndustry worldw~de Accordrng to the World Tourlsm and 
Trade Council (WTTC, 1996), tourlsm has grown by nearly 300% over the past 20 years and IS expected 
to increase bv another 50% by the end of the century It employs roughly one in every 15 workers and 
generates about 13% of consumer spending worldw~de Wrthrn the ~ndustry, the ecotourism sector 1s 
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reckoned to be growing at a rate of 10 to 15% annually (Posit~ve Impact, 1997) A survey In 1994 
estimated that 40  to 60% of  all International tourlsts are nature tourlsts and that wlldllfe 1s a prime 
attraction o f  20 to 40% of them (F~llion, 1994) Examples o f  the growth lnd~cators o f  tourlsm are 
Included in the following box 

Growth Indicators of Tour~sm 

The number of US-based outbound ecotour operators grew by 820% between 1970 and 1994, or an 
average of 34% a year The global destinations of theu ecotour clients were 

Central America - 39% 
South Amer~ca - 25% 
North America - 18% 
Mex~co and the Cartbbean - 5% 
Other destrnat~ons 13% 

(H~gglns 199s) 

Many countrres whose prrmary attractions are natural resources are experiencing huge spurts m vlsltor 
arrivals From 1986 to 1996, the followmg Increases m arrlvals were recorded 

Costa Rlca - from 246,737 to 767,903 (+ 2 11%) 
Zimbabwe - from 33 1,417 to 1,149,845 (+ 247%) 
Tanzanla - from 54 484 to l88,02 1 (+ 245%) 
Belize - from 5 1,740 in 1986 to 334,699 (+ 547%) 

(WTO 1997) 

Vrsitors to the four major nat~onal parks in Belize reached 13,16 1 m 1997, representing a 15% lncrease 
from 1996 

(Belize Tounsm Board 1998) 

Between June 1995 and Mav 1996 the Florida Keys had over six mill~on vlsitors Of these, 4 7 m~llion 
came on vacatlon There were 1 5 mlll~on snorkelers and scuba divers, 1 million recreational fishers and 
I 5 million came to view w~ldlife Almost all of the vlsitors (94 4%) said they were concerned about the 
envlronrnent 

(keys 1996) 

The changng demands of tounsts 

The blg attractloll to nature destinations has most likely followed the global Interest m the environment 
over the last two  decades As people hear about the fragility of  the envlronrnent, their awareness of - - 

conservation issues Increases k t  home, they are chooslng 'green' products and services and taking 

Who are Eco tour~s t s~  

'Ecotourists are hlghlv sophist~cated shoppers are well 
educated, have a sense of adventure and are focused on 
experiencing the world's natural wonders They are 
concerned about the conservation of our Earth's natural and 
cultural heritage They are wllllng to endure, to varylng 
degrees lnconvenlence and hardship to pacify theu curiosity 
regardtng a chosen destinat~on They posses a thorough 
capaclty to compare and evaluate different travel programs, 
determine the quality of a given travel program and accurately 
assess w value on the world marhet Demographically, the 
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speclfic conservation actions, such as 
recycling For pleasure, they want to go  
off the beaten path, to the heart o f  the 
jungle They want to learn about 
endangered species and threatened hab~tats,  
and see rainforests before they disappear 

As travellers vlsit a threatened wilderness 
area and hear about its plight, they want to 
help Nature tourists are wllling to pay 
entrance fees a t  park gates, especially lf the 

kev prospects for ecotourlsm are men and women 45 to 65 
years of age (Grasse 1991) 

money will help to  save the attraction 
They are eager to  buy authent~c local 



lntroductron Demo Project 

products and servlces that strengthen the local economy Overall, they are an Ideal audlence for 
addressing the conservatron challenges of these areas, and some may even become actrvlsts for 
conservation 

Wrth these changlng Interests, consumers have placed new demands on the tourlsm industry They are 
requesting new destinations, new ways of do~ng buslness, and the chance to assrst in natural resource 
management Some travel companles are respondrng by offerlng fewer beach vacations and more 
w~lderness treks Otl~ers are try~ng to Incorporate a few nature day trips Into therr beach rtlnerarres New 
companies devoted solely to nature travel are spnnglng up and findlng the buslness profitable 

Ecotourrsm has evolved as the Intersection between a small but growing group of travellers seekrng to 
conserve natural attractions, and conservatlonlsts looklng for assistance to protect ecologlcaIly Important 
natural areas I n  some cases tourism dollars can mean the difference between protection and destructron 
of these areas 

Negatrve Impacts of ecotounsm 

While the conservatron benefits of ecotourrsm can be substantial, there can also be unwanted srde effects 
Environmental degradation, economic ~mbalances, and soclal and cultural conflicts may result from the 
~ntroductron of tour~sm to remote, sensrtlve areas 

Environmental degradation tvp~cally comes in the form of vlsltor rmpacts such as Irtter, water pollution, 
tra11 eroslon and occasronally changes in the behavlour or populations of w~ldlife Damage may be 
caused bv developers i~ivolved with buildrng tourism rnfrastructure or creating tourlsm products 

Economrc problems rnay occur when local and forelgn Investors target areas for resort development, 
resiiltlng In ~nflated land values and increased houslng costs for locals Tourlsm may also cause pnce 
increases In the local economy In a recent survey of communities located near nature attract~ons In 
Belize ~nflatioii was reported as a problem by 75% of the respondents in San Pedro and 58% of those 
surveved in Cave Caulker (Lindberg, 1994) Economic imbalances may result from competition between 
local and international entrepreneurs for the nature tourlsm market While there 1s a growing number of 
consumers who want authentrc local products and services, thrs market 1s still very tentative and many b ~ g  
tourism companles do not take the time to develop relationships wlth the local populations 

Another p~tfall of ecotour~sm is its potentla] to induce negatlve social and cultural rmpacts Tourlsm may 
cause jealous~es and straln relat~ons among communrty members rf benefits are not seen to be drvlded 
equitably Success rn the ecotourism Industry for just a few members may divide a community 
Sometimes residents are not interested ~n becomrng Involved with ecotourrsm, but feel they have no 
cholce Local people may feel overwhelmed wrth vis~tors in their area, not only in therr nerghbourhoods 
but also at the local natural areas they use for recreatron In some cases, residents' expectations of 
economlc benefits from tourlsm mav far exceed the real potentla1 of the attraction, leading to problems 
with tourist harassment 

A controversial concept 

From the beginning, the concept of ecotourlsm has been controversial, generating both enthusiasm and 
skeptic~sm While ecotourlsm IS rntended as an 'enlrghtened form' of travel, it may be difficult to avo~d  
some negative impacts In the process of reallsing economrc and env~ronmental benefits Most 
conservatlonlsts agree ~t may work In some areas, but quickly note that it is not Ideal for every natural 
site In cases where the costs of ecotourlsm outwergh the conservatton and economlc development 
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benefits, ecotourlsm IS not recommended Also, rt should not be seen as the answer to all conservat~on 
woes, but only as one poss~ble strategy to help protect natural areas From the perspect~ve of the tounsm 
industry, work~ng with communltles and mcorporat~ng conservatron measures may be what consumers 
want, but the added costs of these efforts may call Into question the financial worth of ecotour~sm 

Desp~te concerns on both s~des, most people are pragrnatlc about ecotourlsm Gwen the desperate needs 
of natural areas and the eagerness of v~sitors to help, the theory of ecotourism presents a compell~ng case 
It deserves conslderatlon as both a conservation method and a buslness 

Protected areas are perhaps the  deal context for optim~slng the potential of ecotourlsm Wlthln an 
established legal framework, it IS easter to collect fees and to lrm~t the costs and vlsitor impacts of 
toilrlsm Protected areas have the added advantage that many nature travellers are part~cularly onented to 
parks and reserves, w ~ t h  thelr offic~al mandate to protect valuable resources However, the theory of 
ecotourlsm IS also appl~cable In countries w ~ t h  few legally protected areas, such as Jamaica As a result, 
the pr~nc~ples of ecotourlsm are be~ng applied to nature sites everywhere 
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TEN ESSENTIAL ELEMENTS FOR ECOTOURISM DESTINATIONS 

Ecotourism IS a multi-dlrnens~onal act~vity lnvolvlng many stakeholders and factors As the principles of 
ecotourlsm are appl~ed to natural attract~ons around the world, many attraction managers are dlsco\enng 
that ecotourlsm IS not an easy concept to applv However, several factors that contribute to the success of 
ecotourism are becoming evldent These can be called the Ten Essential Elements for Ecotourism 
Dest~nat~ons 

The relative Importance of each element d~ffers from s ~ t e  to 
slte but each 1s necessarv to some degree in order for 
ecotourlsm to flour~sh Of course, many ecotourlsm sites can 
get off the ground without belng able to completely 
incorporate all of these elements, but t h ~ s  is a comprehensive 
Itst that prov~des useful guidelines for determining what may 
be mlsslng or what will help augment the benefits of 
ecotourlsm 

It IS Important to note that the Essent~al Elements for 
Ecotourlsm Dest~nat~ons are not always determined at the s ~ t e  
level Some of them, such as tralnlng, may take place entirely 
at the slte, but others such as policies may be established at 
the natlonal level St111 others, such as promotlon, occur at the 
slte natlonal and rnternat~onal levels Sometimes the decisions and actions required to fulfil the requlred 
element mav be outslde the control of managers and residents In some cases, outstand~ng efforts at the 
slte level to create an e~otourism attraction mav be blocked because government officials do not address 
the necessary pol~cv Issues When t h ~ s  happens managers and residents can begln with those elements 
that are within thelr capac~tv to dlrect wh~le  try~ng to ~nfluence the dec~sion-makers respons~ble for other 
elements to take appropriate actions 

Ten Essential Elements 
for Ecotourism Destinat~ons 

1 A clear understandlng of the meanrng 
and goals of ecotourism 

2 A deslrable product 
3 V~able ecotourism plans 
4 Polic~es, regulat~ons, and guidelmes 
5 Educat~on and trarnmg 
6 Envlroment-fhendly mfrastructure 
7 Mechanisms to solicit Income 
8 Effect~ve marketing and promotlon 
9 Strong partnersh~ps 
10 A favourable destination Image 

1 4 clear understandlng of the meanm2 and goals of ecotourism 

As mentioned earller the concept of ecotourism generates a great deal of controversv Two key Issues 
seem to be at the centre of discussions (a) What distinguishes ecotourlsm from related tour~sm terms? 
and (b) What qualifies as ecotourism" Regarding the first issue, in the box below we attempt to clar~fy 
the meanlng of tarlous travel terns llnked to the environment Some are interchangeable with 
ecotourisln but 1~1 th  others the d~fferences are significant Regarding the second question, we provide 
evamples of lnd~cators for recognising ecotourlsm in the field and evaluat~ng its success 

Susta~nable tour~sm IS the term most often confused with ecotourlsm, yet the two are quite distinct Whde 
ecotourlsm IS slte-specific, often focuslng on protected areas, sustainable or green tourism 1s helping to 
conserve resources at all levels m the tour~sm industry Sustainable tourism has evolved in response to 
the worldwtde consumer call for more env~ronment-fr~endly products and services The tourism industry 
IS reallsing that becomlng 'green can be profitable, and this has led to Increased energy efficiency in the 
a~rline ~ndustry cruise l~nes recycling waste, and the introduction of environmental guidelines and 
procedures in large hotel chams, to name a few examples of the 'greentng' of tourism 
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TRAVEL TERMS AND THEIR RELATIONSHIPS TO ECOTOURISM 

Nature tour~sm 1s slmplv tourlsm This term is clearly related to ecotourrsm, but does not 
based on the attract~on of natural necessarily lnvolve conservation 
resources 

Sustainable nature tour~sm is Some people prefer this phrase because they feel ~t is 
essent~ally ecotourlsm more straightforward and c m e s  less baggage than 

Lecotour~sm' 

Low-lmpact tourism refers to tourlsm, This descr~pt~on can be used for any type oftourlsm 
often small-scale wlth rnln~mal site, whereas ecotour~sm attractions are natural areas 
negatlve Impact on the environment 

Scient~fic or research tourlsm focuses Many -though not all - of these trlps would qualify as 
on particular science and research ecotourism, for example, those organ~sed by 
projects often m natural areas Earthwatch 

Cultural tourlsm or cultural her~tage In ecotourlsm there 1s clearly a focus on nature, 
tourism features culture as the main comrnunlties and cultural artefacts need not be present 
attract  on The two types overlap when visitors want to see a 

mutture of natural and cultural features 

Sustainable or green tourlsm IS This IS a broad concept of environment-fnendly tourism 
tourism that uses natural resources that encompasses ecotounsm, but can be applled to the 
jud~c~ously entlre tourism lndustry 

. 

Recognlsrng and evaluabng ecotounsm ~n the field 

W111le there IS more and more agreement on how to define ecotourlsm on paper, the mechanisms far 
applyrng the prlnclples of ecotourism In the field are st111 unclear There 1s a certaln amount of 
subject~vlty ~nvolved In dec~ding what qualifies as an ecotourism destrnatlon, and the task of evaluating 
ecotourlsm enterprises remalns confusing 

One aspect of the evaluation process IS to ~nvestlgate how much income 1s generated for the attraction 
ltself and for local residents Jobs may be directlv or lnd~rectly created An ~mportant parameter is the 
extent to which revenue earned from tourlsm is used to help conserve naturaI resources The value of 
environmental educatlon for both residents and vlsltors 1s also significant Perhaps the attractlon is 
successful in persuading residents to leave wlldllfe unharmed, or motlvatlng vlsitors to volunteer for the 
park Tourism may also provlde justlficatron for the legal protection of natural resources FinaIly, a w ~ d e  
range of posslble negat~ve Impacts must be assessed to determine whlch ones need to be mitigated and by 
how much 

Judgements about ecotourlsm for a particular slte are easter to make w~thin the context of 1t.s conservation 
and economlc development objectives Tourism ~mpacts, both posltive and negative, must be appraised 
agalnst the background of the goals of park managers and res~dents In some cases negat~ve unpacts, such 
as trall eroslon, must be accepted m order to gain conservation benefits, such as Increased revenue to hlre 
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more park guards 111 each case, ~f tourlsm 1s advanc~ng the conservation and economic development 
agenda of the area it IS lihely to qual~Fy as ecotour~sm 

To address the conf~is~on about how to define ecotour~sm and put ~t rnto practice, standards of 
performance are being created for tour operators, lodges, and destinat~ons In general Most of these 
standards are still In the evper~mental stages, but they help to prov~de criteria for recognislng and 
evaluating ecotourlsin In the field 

Standards of performance 

In 1993 The Ecotour~sm Soclety published Ecotour~sm Gu~delines for Nature Tour Operators T h ~ s  book 
offers crlterla for top performance for tour operators and Ideas for ach~eving these critena The 
Ecotour~sm Societv then initiated the Green Evalziatrons Programme to test how tour operators are 
meetllig these gu~del~nes As part of the program, a pllot survey was recently completed in which 
consumers evaluated tour operators In Ecuador (TES, 1997) The survey results revealed several 
promising tralts among ecotour~sm operators For example, over 80% provided environmental education 
Over 60% of travellers s a ~ d  their tour operators were mak~ng contributions to conservation, and more than 
70% s a ~ d  thev were usinp local products and servlces The Green Evaluatzonr Program IS an mportant 
add~tion to the process of educating consumers about ecotourlsm tour operators 

In 1994 the Green Globe Progamnze was establrshed by the World Travel and Tourism Council to set 
standards for the tourism rndustry and encourage comm~tment to environmental princ~ples The 
programme now has members In over 100 countr~es 

Accredltat~on programmes are the next step in promoting universal understanding of ecotourlsm The 
Australian government recentlv launched the ~VatronaZ Ecotozrrrsm Accredztatzon Progr~mme (;YEAP) to 
acLnowledge lndustrles that are following ecotour~sm guidel~nes The Green Globe Programme 1s a UJ$- 
based accred~tation programme for sustainable tourlsm The Green Globe Certrficate is glven to 
colnpanles that complv with a speclfic set of env~ronmental standards Verificat~on of compliance IS co- 
ordrnated bv the Soclete Generale de Surveillance SA (SGS), the largest testmg, ~nspection and 
verificat~on organ~satlon In the world 

The Green Globe Pi ogramnre is launching a pilot project in Jama~ca through the EAST (Env~ronmental 
Audits for Sustainable Tour~sm) Programme, funded by the Un~ted States Agency for Internat~onal 
Development (USAID) and ~mplemented In collaboratron w ~ t h  the Jama~ca Hotel and Tourrst Associat~on 
(JHTA) Under the EAST progamme environmental aud~ts are being conducted In the tourism and 
hosp~talltv sector withln the context of a corporate Environmental Management System (EMS) The 
process IS Intended to Increase awareness and understand~ng of the benefits of environmental 
management systems and aud~ts To date, at least ten Jamaican hotels have applred for Green Globe 
CertrJicntron, and two have been certified 

As more standards and accred~tat~on programmes are developed for both ecotourlsm and sustainable 
tourism, the benefits of Improved env~ronmental pract~ces for all tourism operations are becomlng more 
apparent The ult~mate goal IS for every type of tourism facrlity and programme to incorporate 
environmentally sound methods and princ~ples into every stage of ~ t s  development 

Consensus about the meaning and goals of ecotourlsm will brrng many advantages Flrst, confusion 
among consumers will d~minish, and travellers who want to evperrence ecotourism will know where to 

' Negr~l Cablns In Negr~l and Hotel Mocklngb~rd Htll m Port Antonlo 
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find the rrght sltes and what to expect Second, there will be fewer cases of abuse of the ecotounsm label 
Those who use the term loosely wrll have a harder tlme gett~ng away wrth ~t Th~rd, a clear understandrng 
of the concept of ecotourlsm will allow slte managers and res~dents to more successfully apply 
ecotourlsm prlnclples to the actlvittes, operations and goals of thelr sites 

DEMO Act~v~t~es  and Products 

In August of 1998 the DEMO Project sponsored an Ecotounsm Plann~ng and Management Study Tour to Costa 
Rrca The study tour was desrgned to offer NRCA staff representat~ves from the Mrn~stry of Tounsm Jama~ca 
Tourrst Board Tour~sm Product Development Co Envrronmental NGOs and attraction managers an opportunrty to 
learn about develop~ng rntegrated management strategres for promoting env~ronmentally responsrble econorntcally 
v~abie tourlsm The tour group was exposed to examples of collaboratron among the pr~vate publrc and c~v~l sectors 
of socrety In whrch profitable ecotourlsm attract~ons worked to protect the env~ronment 

Thls 1s a deceptive element of ecotourism to descr~be because ~t elther sounds too slmple or too 
subjectrve Whlle ~t IS obvlous that the nature product needs to draw vlsltors In order to exist as a tounst 
attraction the qiiestlon remalns, to whom must the nature product be desirable' In our oplnion, a 
deslrable product slmplv means that ecotourlsts wlll want to vlslt the slte In order to Incorporate thls Idea 
when creating ecotourtsm attractions managers and residents need to know what ecotourists want, 
although surprrslngly, t h ~ s  Issue 1s often overlooked 

Preferred charactenshcs of ecotounsm attrachons 

Here are tile maln features that ecotourrsts seek when they choose destlnat~ons 
ru Intact natural resources 
2~ Envlronmental education 
.Y Conservatlon actlvlt~es 

Intact natural resources Ecotourlsts are nature lovers They want to vlsit unspoiled natural 
environments wlth abundant flora and fauna Areas with spectacular natural resources can easlly be 
turned Into a des~rable product, however, this does not mean that a slte must have the b~ggest or most 
unrque or most breathtahlng resources In order to be deslrable Unl~ke some of the other elements that 
help to make a stte attractrve, havtng lntact natural resources 1s generally predetermined Managers must 
mahe sure the area IS well-preserved (perhaps by improving tralls or replantmg damaged vegetation) and 
must ensirre that a conservation programme is in place, but In general the ex~stlng natural resources wlll 
be the marn feature that determines the des~rabillty of their tourism product 

Envlronmental educat~on Most ecotourlsts are eager to learn about the areas they vls~t  and want a great 
deal of lnformatlon about these sltes These visltors appreciate vlsitor centres, information brochures and 
well-trained gu rdes 

Conservatlon achvlt~es Ecotourlsts want to know how the areas that attract them are belng protected, 
for example by park guards The presence of conservatlon actlv~t~es, research programs, and 
environmental monltorlng systems adds a slgn~ficant dimension to an ecotourlsm slte Desplte thelr 
preference for lntact natural s~tes, ecotourlsts are so Interested In conservatlon programs that many are 
wrlllng to vlstt an area that IS not In prlstlne cond~tlon ~f they know that conservat~on actlvltles are 
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underway Ecotour~sts understand that they can help conservatron programs by brlnging lncome Into the 
area lf there IS a clear plan for address~ng external threats, such as logging, uslng ecotounsm revenues 

Other less ~mportant factors lnfluenclng the attractiveness of natural attract~ons for ecotour~sts ~nclude the 
uniqueness of wild species and the remoteness of the attraction 

Un~queness of w l d  species S~tes  with unlque specles such as the spotted leopard or an unusual natural 
phenomenon such as the migration of the monarch butterfly do attract big crowds of nature lovers 

Remoteness of the attractron Many ecotour~sts want remote and relatively unknown sites They want 
to evperlence an authentic nature s ~ t e  that IS not developed and commercial~sed, one that does not recelve 
large numbers of v~sltors For manv ecotour~sts, a des~rable product 1s a simple, qulet place 

Small, but Successful 

C* The Community Baboon Sanctuary, Belize 
The Community Baboon Sanctuary was developed In 1985 to help protect a population of black howler 
monkevs (known locallv as baboons) on the banks of the Belize mver outslde of Bel~ze Clty W th the 
assistance of a researcher studying the howlers, local res~dents made an agreement to protect the monkeys' 
habitat The sanctuary conslsts of pnvately owned lands rangmg from about 2 to 140 acres Vlsitat~on to 
the area has grown over the years, with almost 5,000 visltors m 1997, although this site remalns small-scale 
Res~dents are receiving lncome from the sanctuary, and desp~te some dlsputes about how to distribute the 
revenue equitably tourlsm IS largely responsible for the fact that the populat~on of howlers IS healthy 

w Cap~rona, Ecuador 
Nestled in remote forests the community of Capuona m Ecuador was evperlencmg declmmg lncome from 
their trad~tional agicultural practices and In 1989 the residents dec~ded to create a small ecotourlsm 
industry They built a small palm thatched guest house and res~dents started providmg a variety of serv~ces 
for visitors such as cooking gulding and demonstrating aspects of their customs Wh~le the ecotounsm 
lndustrv is small with only 300 visitors m 1994, tourism prov~des supplemental mcome to the communrty 
The low level of visitation means that restdents are easily able to manage the mmlmal negatlve impacts on 
the environment 

S ~ z e  does not determ~ne attract~veness 

S ~ z e  is generally not a factor In determln~ng the deslrab~llty of an ecotourlsm slte The princ~ples of 
ecotourlsm can be appl~ed to sltes of many sizes, and both small s~ tes  and large ones can effectively 
accomplish thelr goals of conserving natural resources and providing economic benefits Whlle some 
large ecotour~sm desttnat~ons such as Yellowstone Nat~onal Park in the USA or Manu Biosphere Reserve 
In Peru are very popular due to thelr extraordinary dlverslty of b~ologlcal resources, smaller s~tes  wlth a 
few, rare specles or special features can also be very attractrve If a site 1s smdll and has relatively Iow 
vls~tatron, the economlc benefits from tourism will be less than for a bigger site, but tourism can 
supplement other Incomes and res~dents can st111 have lncentlves to protect the natural resources 

In conclus~on, to attract vls~tors to an ecotourism site managers must make sure that the attributes of the 
slte satrsfy the evpectatrons of ecotour~sts, and that the marketing strategy takes advantage of vlsltor 
trends V ~ s ~ t o r s  who are just beginn~ng to plan a nature trlp and look~ng at all the opt~ons In d~fferent 
countries may find more attractwe sltes In a worldwide search If the s ~ t e  IS small and not part~cularly 
spectacular, managers should try to sell thew product to vls~tors who are already plann~ng to vlsit the 
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country or already In the country, and persuade them to make a s~de-trip A site may be less des~rable to 
vis~tors that are thousands of mlles away, but more attractwe ~f it 1s just down the road from the vls~tors' 
llotel 

- 
DEMO Actlv~tles and Products 

Manv of the activltles, reports, and documents produced dunng the DEMO Project addressed Issues of preserving 

natural resources, env~ronmental education for professionals and communlhes, promoting conservation achvmes, 
and obtalnlng financing to continue lmplementatlon of these O ~ J ~ C ~ I V ~ S  In fact, one of the central and ongolug 
actlvltles of the DEMO Project has been protected areas management, mcludmg user fees and standard management 
guldellnes 

Most notable among these has been the adoptlon of a Nat~onal Pollcy on Protected Areas which alms to ach~eve 
common env~ronmental economic, cultural and soc~al goals mcludmg recreational and educat~onal opportunltles for 
res~dents and vlsitors and malntalning financial sustamability for the protected areas system 

3 Viable ecotourism plans 

Another lesson learned from applying ecotourlsm prlnc~ples in the field IS that plans are cr~tical at the site 
level and optimal at the community, regional and nat~onal levels At the site level, plans provide a basis 
for lnanaglng the development and operation of the attract~on to minimise environmental Impacts and 
ensure the overall v~ab~l i tv  of the enterprise Community plans bring together a broader set of 
staheholders to jointly assess the merits of ecotourlsm in an area and help to Identify the roles of local 
residents In its management At the reg~onal and national levels, ecotourlsm plans are the means to 
express how ecotourlsm can advance the conservation mandate and economic development of an area or 
countrv In many cases ecotourlsm plays an important role in protected area management, regional and 
nat~onal plans help to direct ~ t s  development w~thin this contevt 

For a variety of reasons not many s~tes  have developed ecotourism plans and even fewer countries have 
them Managers and res~dents may believe thev lack the skills to write a tour~sm plan, or perhaps there 1s 
no time for planning because managers are busv coping with the vlsltors who are already arrlvlng Plans 
are mlssing at the reg~onal and natronal levels, for the most part, because ecotourism has not vet caught 
the attention of government planners The absence of nat~onai ecotourism plans means that travellers and 
the tourlsin ~ndiistry are the prlmary dec~s~on-makers In determlnrng where tourists go and what tourists 
do In these cases, tourism growth tvp~cally has no direction, but follows the changlng wh~ms  and 
demands of tourists and the Interests of prlvate companies 

S~te level plans 

Planning models were or~glnally deslgned to mlnlmise vis~tor Impacts in protected areas, but they are 
evolvlng Into comprehensive planning tools to help part~cipants make many basic dec~s~ons  about the role 
of tour~sm In a glven area Some of the latest plannlng models for nature attract~ons are found In three 
publlcat~ons 

ZY The L ~ m ~ t s  of Acceatable Change (Stankey et a1 , 1985) 
2~ V ~ s ~ t o r  Impact Management (Graefe et a1 , 1990) 
2~ V ~ s ~ t o r  Experience and Resource Protect~on (USDI, 1993) 

Ecotourism ~n Jarna~ca an economrc and envrronmental assessment of selected srtes 13 



Ten Essential Elements for Ecotour~sm Dest~nat~ons DEMO Pro~ect 

Planning gu~delrnes encourage managers and 
res~dents to first evaluate the objectives of the area, 
so they have a context In which to declde on 
acceptable levels of Impacts from tourlsm The 
models prov~de step-bv-step procedures to help map 
out where tourrsm will grow In the area and whlch 
a c t ~ v ~ t ~ e s  w1l1 be allowed Guidelines are prov~ded 
for the establlsl~ment of monltorlng programs 
Group partlclpatlon 1s encouraged In each dec~slon 
and actlvlty 

Site plans are among the most easllv accomplished 
Elements for Ecotour~sm Destinations Although 
group partlclpatlon 1s necessary to prov~de Input for 
parts of the plan, slte managers and residents who are 
Interested In ecotourlsm can actually complete a 
management plan even ~f it 1s a s~mple one Many 
of the other elements requlred for ecotourism 
dest~nat~ons call for more help from others or 
collaborat~on on a blgger scale, but a site plan is an 
ach~evable first step in bullding an ecotourlsm enterprise 

7 

The Llrnlts of Acceptable Change (LAC) 
Plannlng Process 

The LAC plannlng process offers nme steps to establ~sh 
a base for tourism and make judgements about ~ t s  role 
and llrnits 

w Ident~fy the issues and concerns of the area 
w Define dlstinct zones, such as prunltive to 

access~ble, where d~fferent tourism actlvltles may be 
permitted 

2. Select md~cators of resource- and soclal conditions 
w Conduct inventories of existlng condit~ons for each 

lnd~cator 
w Set standards for ~ndicators m each zone 
w Identify alternat~ve activities for each zone 
w Spec~fy management alternatlves for each zone 
w Evaluate and select optlmal alternat~ves 
N Implement actions and monltor condlt~ons 

Sorrrce Stanhey et a1 1985 

Carrving capacity The Lmuts ofAcceptable Change and other planning models emerged from concerns 
about the vlsltor carrylng capac~ty' of ecotourism sites In the trad~t~onal sense, carrylng capaclty means 
the number of people an area such as a nature site can accommodate w~thout Incurring envlronmental 
damage or soclallv undesirable crowdlng In attempting to determine carrylng capac~ties for various sites, 
researchers reailsed that asklng the question 'How many vis~tors 1s too many?' d ~ d  not adequately address 
the problem Research lnd~cated that vls~tor Impacts were not always dlrectly correlated to vlsltor 
numbers five hundred v~sltors obeylng the rules In a park could have less Impact than ten vlsltors 
misbehaving 

Several stud~es demonstrated that a better approach to determlnlng carrying capac~ty was to ask the 
question How many Impacts are too many'' Researchers found that the answer to thls questlon 
depended 011 the particular resources and goals of the area More Impacts could be tolerated at an 
access~ble s ~ t e  deslgned for educat~on than a fragile s ~ t e  where conservation was a priorlty It was also 
recogn~sed that Impacts could be reduced In many ways bes~des Ilm~ting vlsitor numbers Managers 
could educate vlsltors about appropriate behav~our for the site, disperse vls~tors into d~fferent areas or 
trails or harden' sites bv improving the abll~ty of the infrastructure to withstand visitor impacts 

Plannlng models gulde managers and residents through a participatory plann~ng process, in whlch the 
results are subjective declslons based on group consensus Models help participants to determine the 
carrylng capaclty of an area by following a serles of basic steps 

1 Ident~fy the management objectives of the slte 
2 Collect baselme data about the resources of the slte or area 
3 Determine actual or potentlal v~sltor impacts 
4 Declde whlch Impacts are acceptable In whlch areas 
5 Identlfy mechan~sms for minlmislng negatlve impacts 
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Whlle these planning processes have been used primarily in wilderness areas In North America, they are 
now being tr~ed in the trop~cs and applled to areas wlth larger communities Thelr effectiveness In these 
new settlngs has been f~illy established, but thelr step-by-step approach will likely allow them to be useful 
111 many places (see box below on the LAC Process in Dominica) 

Community plans 

Communit~es around the world are eupenmentmg wlth writlng ecotour~sm plans, and are find~ng that 
plans are a good way to document their unique cultural and natural assets and express community 
concerns and alms for tourism growth Community plans promote a strateg~c approach to ecotounsm, 
helplng to delllieate roles and co-ordinate the actlvltles of the many players Involved In ecotourlsm 
Effectwe community plans increase opportunities for resldents to benefit from ecotourism 

The Bluefields People s Community Associat~on (BPCA) In Jama~ca recently developed an ecotourlsm 
plan for rts area to ensure that ecotourism 1s a positlve additlon to the area ' The plan states that the main 
objective of ecotourism IS to contr~bute to "the improvement of the quallty of llfe of the Bluefields 
community through the protection of nature and the envlronment, while developing feasible econom,c 
activltles based on tour~sm" (IIT, 1996) The BPCA IS encouraging partnerships between prlvate 
Investors and local resldents to jointly rnltiate and manage ecotourism One effort 1s the establishment of 
the Bluefields Area Sustainable Industries Corporation (BASIC), a company that will develop and 
support products biislness ventures, and nature resource uses that enhance the local economb, advance 
cominunitv goals and protect the envlronment These planning activities are a significant first step In 
creating an ecotourlsm destination 

Nat~onal and reglonal plans 

W111le national ecotourism plans are limited, a few examples are noteworthy, such as Australia's Nat~onal 
Ecotourism Stratem (Commonwealth Department of Tour~sm, 1994) This strategy fits withln the 
broader framework of the Natlonal Tourism Strategy released by the government In 1992 One of these 1s 
'to prov~de for sustarnable tourism development by encouraging responsible plannlng and management 
practices consistent with the conservation of our natural and cultural heritage" (Commonwealth 
Department of Tourism, 1992) 

The National Ecotourlsrn Strategy of Australia was created to prov~de an overall policy framework for the 
plann~ng, development and management of ecotourism, for both the Inbound and domestic markets This 
document was prepared wlth input from many indlvlduals, organlsatlons, government agencies, and 
companies The strategv covers Issues such as integrated reglonal plannmg, regulation, Impact 
monltortng, marheting, industw standards, and involvement of indigenous peoples The government 
cominitted A$10 millron over the subsequent four vears to develop and Implement t h ~ s  strategy 
(Commonwealth Department of Tourism, 1994) 

- - - 

' This plan 1s descr~bed In more detall tn Ecotozlrlsm rn Jamarca an economrc andenvrronmental assessment of 
selectedsrtes (Lee et al , 1998) 
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b 

The Limits of Acceptable Change (LAC) Process In D o m ~ n ~ c a  

Domln~ca In the Wlndward Chain of the Lesser Antilles in the Caribbean, is a beautiful island with mountams, 
rainforests rlvers and waterfalls Unl~ke ~ t s  lsland neighbours, Dornm~ca has only a few beaches, so tour~sm 
marketing focuses on its other assets Thls country IS often referred to as "the Nature Island," and as more 
nature seehers dlscover Dominlca tourism is growlng To cope with an evpandmg tourlsrn mdustry, the 
Domlnlcan Dlvls~on of Forestw and the USAID Env~ronmental and Conservat~on of Resources Project 
(ENCORE) dec~ded to develop a system for monltormg vlsltor unpacts They selected the LAC methodology 
and In 1993 inttlated the Llm~ts of Acceptable Change (LAC) Plannmg Process at two sltes m Domm~ca as case 
stud~es (Pedersen 1994) 

Indlan RI\ e r  The first slte chosen was the Ind~an R ~ v e r  outs~de Portsmouth Boat t r~ps  on the rlver are 
managed bv the Portsmouth Ind~an Rlver Guides Association The short trrp IS popular with both crulse ship 
passengers and Independent travellers, w ~ t h  more than 50 000 visltors taklng the tnp annually As more vlsitors 
come thew impacts are lncreaslng One of the biggest problems IS crowdmg, espec~ally when b ~ g  sh~ps  arrive 
Motor boats are also a concern as well as the lack of to~let  facil~ties on the river As this IS a pnvately owned 
area there are also non-tour~st Impacts affecting the river mcludmg l~tter in the river, oil spills, the use of agro- 
chem~cals grazing of llvestoch and palm frond evtractlon (Pedersen, 1994) 

Sulphur Sprlngs The second site used as a case study for the LAC process was the Sulphur Sprmgs area 
Complete wlth actwe fumaroles and remnants of the wland's volcanic ongms, the hot sprmgs are used for 
bathing and recreation prlmarlly by locals but they are also becommg more popular w ~ t h  foreigners Statlstlcs 
about vlsitor numbers are not vet collected but vlsltatlon IS lncreasmg There is rnlnlrnal mfrastructure currentIy 
- tralls and a cab~n  - although more IS belng developed This area has been proposed as a park to protect ~ t s  
lnterestlng features and help mlnlmlse negatlve Impacts, such as cattle grazmg, Illegal squattmg , and vlsltors 
tahlng sulphur crvstals away from the fumaroles 

The LAC piann~ng program for both these sites began with a tralnmg sesslon about the LAC methodology 
Then each site developed a proposed Park Vlsion Statement defmmg the goals for the natural resources and all 
activities w ~ t h ~ n  the area A Survey of Stakeholder Concerns was conducted, solic~tmg comments from the 
communitv government representatives slte management personnel ENCORE, the Forestry Division, guides, 
and tourlsm protess~onals 

The nevt step In the LAC process was to develop Opportunity Classes to defme deslred conditions for spec~fic 
areas The Indlan Rlver and Sulphur Sprlngs areas were zoned and opportunity classes ass~gned to each zone 
The team members ldentlfied indicators of change for each slte, such as t ra~l  w~dth  and vegetation A 
prel~m~narv Inventory of indicators was collected then standards were established for each Indicator The fmal 
step was creatlng an LAC Monitoring Program to determine the extent of unpacts and the conditions that 
would requlre management action 

Surrrce Pedersen 199d 
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One state In Australia, Queensland, has also produced an ecotourism plan Queensland is a significant 
ecotour~sm destination w ~ t h  five World Heritage sites and over 200 national parks and state forests that 

IY aclunai 1 
Qi~eensland Ecotour~sm Plan I The objectivr- J+'( 
publ~shed In 1997 comprises a framework 
for plann~ng deveiop~ng, managing, 
operating and marhet~ng these areas To date, 
the Queenslanders Tour~st and Travel 
Corporatton, implementers of the plan, have 
developed a comprel~ensive environmental 
tourlsm database ~n~t ia ted  an ecotourism 
market research project undertaken specific 
ecotourism assessment projects and 
conducted operator workshops to dlscuss the 
Nat~onal Ecotounsm Accred~tation Program 
(NEAP) programme (QTTC, 1998) 

On the other side of the globe the 
Organ~sat~on of  Amer~can States (OAS) has 
collaborated with the gokernment of Guyana 
to produce a national ecotourism plan (see 
box below) This plan IS  part of an overall 
efiort to help protect the country's high 
biolog~cal divers~tv In a varlety of relat~vely 
prlstlne hab~tats such as rain forests, rugged 
mountains, expansive savannahs and roaring 

w Ident~fy the unique natural and cultural resources 
suitable for ecotourism activities 
Allow the people of Guyana to be the prlmary 
recipients of economic benefits 

w Promote the conservation of natural and cultural 
resources 

w Gracefully mtegrate tourism actlvlties with other 
land uses 

2u Allow for the integration of tourism opportunities 
w~th  neighboumg countries 

CY Respect the rights of Arnerxndian peoples and 
involve them m the decision-makmg process 

w Provide standards for development of ecotounsm 
products 

w Provide a priorit~sed 1st of projects for 
lmplementat~on along with statements of probabie 
costs 

w Prov~de a specific master plan for the development 
of Ka~eteur National Park 

2u Mahe recommendations for other natlonaI parks and 
protected areas to be integrated with the National 
Plan 

Source OAS 1996 

rivers ~ i y a n a  has manv trop~cal birds, the ) 
glant river otter black caiman and the rare harpy eagle In an effort to keep ~ t s  resources Intact Guya 
creatlng a svstem of parks and reserves The nat~onal government, with the assistance of outside advi 
1s tak~ng a lead role In establish~ng a plan and policies so  that ecotourlsm becomes a mechanism to 

.na is 
[sors, 
help - - 

financeconser\atlon of the country's newly created protected areas (Andersen, 1996) 

DEMO Act~v~ties and Products 

The DEMO Project has sponsored and supported many activities that encourage sound natural resourcs management 
and vlable ecotourlsm at all levels 

At the site level The DEMO Project has supported the renovation of Hollywell Cab~ns m the BIue and John Crow 
Mountain National Park (BJMNP) Income from visitors to the renovated cabxns will be a source of fundmg for 
parh operations 

The project has also provided frnanc~al and technical support to Valley Hlkes, Ltd , a community-based ecotourism 
enterprise (see Case Study #3), through funding for trail renovation and guide trammg 

Other activities at the local level ~nclude Negrll RoyaI Palm Reserve, MBMP User Fees, 

At the local level, DEMO Project staff have been key contributors to the establ~shment of f ie  Negr~l and Green 
Island Env~ronmental Protect~on Area Jamaica's frst  Environmental 
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Protection Area (EPA) The project also contributed to the development of a management plan for the area One of 
the primary goals of the Negril and Green Island EPA IS to "Gu~de growth of the tourism industry m a manner 
wh~ch maintains Negril's unlque natural beauty, and is wlthin the capability of the area's ecosystem to support" 

Other activities at the local level include the St Elizabeth Environmental Protecnon Framework (EPF) and the Port 
Royal EPF 

At the natlonal level the DEMO Project was instrumental in the design and development of a Nahonal Protected 
Areas Pollcy as well as a system of user fees and a national protected areas management plan 

4 Policies, regulations and guldellnes 

Once an ecotourism plan is in place, Ideally the next step 1s the establishment of policles, regulations and 
gu~delines These provide a further framework for ecotour~sm development and management They offer 
structure for ecotourlsm projects, and help to ensure that benefits are maulmlsed and costs mlnlmised 
Policies, regulations and guidelines can be created at the slte, national and international levels 

Ecotourism pollc~es cover a varlety of Issues such as developers' activities in protected areas, the 
Interactions of tour operators w ~ t h  communrtles, or the Importance of environmental education in parks 
Innovative policles such as glvlng Incentives to lodge owners who use local products and services, can 
also boost ecotourism Another b ~ g  policv issue In ecotourisrn is establish~ng entrance fee systems and 
allocating lncome to conservation and development programs This issue has stirred debate because 
manv sites do not collect fees and some proponents of ecotourism contend that not collecting fees (or 
adequate fees) may be the single greatest barrler to the success of ecotourlsm 

This Issue 1s relevant not only because 
parks and reserves are so desperately in 
need of funds but also because research 
shows that there IS a great untapped 
w~llingness-to-pay" among \. is~tors It 

seems logical that parks should collect 
entrance fees to help finance operating 
costs and perhaps mahe a profit Many 
vlsltors state that they are willing to pay 
entrance fees at parks, or to pay h~gher 
entrance fees in those cases where the fee 
1s very low, especlallv if the slte can 
demonstrate how the entrance fees will be 
used to further conservat~on efforts 

. 
W~ll~ngness to Pay 

In a studv of v ~ s ~ t o r  w~llingness to pav at the Montego Bay Marlne 
Park in Jamalca, the researcher found that 82 9% of respondents 
were willing to pav an entrance fee (Walling 1996) At the time 
the entrance fees to the beach and park were between US $ 2 0  and 
$50 yet the average amount these respondents were will~ng to pay 
was US $28 90 

The survey results also showed that the preferred method of 
payment was a slte entrance fee as opposed to a surcharge on a 
hotel b1I1 or an embarkation or dlsembarkat~on fee Walllng 
estimated that a user fee of even a quarter of the average estimated 
willingness to pay would generate revenue of US $971 2 15 
annually and almost cover the park s operating costs of US 
$100 000 per year 

However, there are some reasons why entrance fee policles are not always created In some cases, there 
IS a philosoph~cal objection to charglng fees for people to see nature nature should be free Another 
common objection IS that entrance fees would exclude poor people and make public lands a playground 
for the elite Somet~mes managers feel that residents w ~ l l  lose access to community recreational sites ~f 
fees are charged 

T h ~ s  thinklng needs updating Flrst many protected areas are facing enormous challenges to s u ~ i v a l  If 
they do not have more revenue and better management capacity, they may not remaln areas of nat~onal 
herltage Addressing these threats and preserving flora and fauna is a much more practical misslon than 
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malntalnlng a policy of no payment for vlsltors Second, nationals can be excluded from entrance fee 
requ~rements wlth a two-tlered prlce system In our oplnlon, entrance fee pollcies should be created, 
across the board for all nature attractlons and ecotourlsm destinations Furthermore, access to protected 
areas should be pr~ced competitively wlth other forms of recreation A vislt to a national park should be 
at least as valuable as seelng a movle (US $7), and In some cases might rlval the price of attending the 
symphony (US $25-75) Such prices would be particularly appropriate for foreign visitors to pay 
Regulat~ons 

Regulatlons whlch are closely related to pollcies, are also needed for ecotourlsm sltes Regulatlons at the 
national level may cover issues such as establlshlng boundar~es for mvestors' activmes, prescr~bing waste 
management procedures tn parks, requiring env~ronmental Impact assessments for ecotourlsm facll~ties or 
l~censes for tour guldes At the park level, regulatlons may cover issues such as prohlbitlng the removal 
of coral from a reef or dlsturb~ng wlldllfe, and lnst~tuting water treatment programmes Gwen that 
conservatron is at the core of ecotourlsm, regulations are typically needed to protect natural resources and 
ensure benefits for commun~ties as they encounter the impacts of tourism companies and visitors 

Enforcement One crlt~cal component of both policies and regulatlons is that In order to be effective they 
must be enforced Enforcement requlres personnel and funding, which can be obstacles for some sltes 
Pol~cy-mahers, managers and residents must be committed and resourceful m seeking the means to 
provlde for enforcement 

Havlng established pollcles and regulations, ~t IS important that guldellnes be provided for appropriate 
ecotourlsm development and consumer behavlour at nature sltes Alternatively, gu~delines mav precede 
policles and reguiat~ons, and some attract~ons, tourlsm organisatlons and governments have created 
guldellnes and codes of vlsitor conduct as a first step towards instituting a more r lg~d framework for 
regulattng tour~sm actlvltles For example, the Arnerlcan Soclety of Travel Agents (ASTA) has created 
the Envrronnzenral Codes of Conduct for Tourzsts, also known as the 'Ten Commandments of 
Ecotour~sm (see box below) and the Tour~sm Product Development Company (TPDCo ) in Jamaica has 
developed a l~s t  of guldellnes for ecotourlsm attractlons 

There are several examples of codes of behavlour that have been created for the tourlsm Industry as a 
whole to help promote the successful development of ecotourlsm and sustainable tourlsm These Include 

2~ Code of En1 n onrnental Prrncples for Sustarnable Tozcrrsm 
- Tourlsm Association of Canada, 1992 

w Code of Envzronmental Prznclples for Tozlrzsm m New Zealand 
- Government of New Zealand, 1992 

zu Code for Envrronmental@ Responszble Tourrsm 
- Pacific Asla Tourism Assoc~atlon (PATA), 1999 

2w Indzcators for the Szcstarnable Management of Totcrlsm 
- World Tourlsm Organlsation (WTO), 1993 

Ecotour~sm In Jamaica an economrc and env~ronmental assessment of selected sjtes 19 



Ten Essential Elements for Ecotourism Destlnat~ons DEMO Pro~ect 

5 Educatlon and tram~ng 

Educatlon and tralnlng are crit~cal to the success of ecotourlsm mlt~atlves, prlrnarlly for employees of nature 
attractions and community members but also for tourlsm Industry personnel and government officials Many 
people who are now becomlng lnvolved with ecotourlsm have had l~ttle evperlence m tourlsm In the case of 
protected areas, the staff typically conslsts of b~ologlsts, botanists or wlldlife speclalists whose job IS to 
protect notable terrestr~al and marme sltes Non-governmental organlsatlons are also gettlng lnvolved m 
managlng protected areas and they too are usually lnexperrenced in tourlsm management Wlth lncreaslng 
. 

Ten Commandments of Ecotourlsm 

1 Leave onlv footprints take only photographs and memorres 

2 Respect the frailty of the environment Realise that all of us must be willing to help m its preservation 

3 To mahe vacations more meaningful, take tlme beforehand to learn the customs, manners and culture of the 
area While on a tr~p, learn more about the area, talk to local people 

4 Respect and support local cultures (rellg~ons, traditions, crafts, services and cuisme) and the pnvacy and 
dignity of residents especially when taklng photographs 

5 Never litter Carrv litter bags wlth you Leave your surroundmgs cleaner than you find them 

6 Do not buv products made from endangered species, such as ~vory, tortoise shell, animal sklns and feathers 
Read Know Betore You Go, ' the US Customs list of products that cannot be Imported 

7 Always follow designated trarls Do not dlsturb natural habltats of anlrnals and plants Keep your d~stance 
Never touch an~mals 

8 Make an effort to h o w  and support conservation-or~ented programs and organisatlons Support the 
conservatlon of nature throughout the world 

9 Ask travel agents tour operators resorts and attractions to adopt and put Into practice ASTA's environmental 
gu~dellnes or other conservation codes, ~ncludmg recommendations for special regions such as polar, desert 
or mountaln areas 

10 Whenever possible walk or util~se public transportation Encourage drivers of public vehicles to stop englnes 
when parked 

Source Antertcn~z Society of Trnvel Age~rts (ASTA) 

visitation to parhs employees are now faclng changes In thelr professional duties Managmg v~s~tors  and 
developing tourlsm Infrastructure are taklng more tlme and effort, and these dut~es requue special~sed 
tralnlng 

A 1996 survey of 60 conservatlon groups In Latln Amer~ca asked respondents to ldent~fy presslng 
obstacles to ecotourisln development, a lack of well-tramed guldes ranked second hlghest In thelr 
concerns (Jenks, 1997) In response to this tralnlng deficlt, programmes are emerglng for park and NGO 
personnel and rndlvldual entrepreneurs 

For example The RARE Centre has developed a Nature Gulde Tralnlng Program In collaboration wlth 
WorldTeach, a Harvard-based voIunteer organlsatlon speclal~slng m Engllsh lnstructlon Thls three- 
month Intensive programme, featuring biology as well as language skills, prepares resrdents for careers as 
nature gu~des After the pllot programme conducted m Costa R~ca,  all of the 15 graduates doubled thelr 
salarles and 1 i of them are now actlvely particlpatlng In environmental educahon programmes m thelr 
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communltles Such great results have prompted RARE to conduct the course in Mexico and Honduras as 
well 

Innovatrve gu~de  trarnrng progams have also been developed by the La Selva B~ological Stat~on m Costa 
R~ca,  the Southern Trelawny Env~ronmental Agency (STEA) in Jama~ca (for the~r  nature company, 
Cockp~t Country Adventure Tours), and Valley H~kes, also In Jamaica In all of these examples, tralnlng 
was a collaborat~ve effort between the NGO, government agencles and private funding sources 

G u ~ d e  Tralnlng In Guatemala 

The 4ssoclat1on of Eco-Czrltzlral Gurdes of Uaxactun is a gu~de-trammg program founded m 1993 by the 
Assocratron for the Rescue and Conservation of Wildl~fe (ARCAS) m Guatemala Uaxactun IS a town just 
outs~de T~kal Nat~onal Park In the Maya Brosphere Reserve Over the years the town had been vrs~ted by a 
small number of tourists, but chrcle was the major source of rncome for res~dents until recently, when 
international demand tor the product decreased In looking for economic alternatives, the res~dents of Uaxactun 
became Interested m pursulng nature and cultural tourlsm (Beavers, 1995) 

The res~dents of Uauactun, none of whom had formal evperlence wlth ecotourism, asked ARCAS, a Guatemalan 
w~ldl~fe conservation group to help them organwe nature tourlsm so as to supplement thelr mcomes and retam 
benefits locally The result was the formatron of a gu~de assoclatlon and the development of a tralnlng 
curr~culum that not only prepares res~dents to become guides but is also an important source of envuonmental 
educatton for local res~dents 

The educat~on and tralnlng of community members for ecotourlsm deserves spec~al attent~on because for 
many people gett~ng ~nvolved rn ecotour~sm means not just a professlonal move, but a l~festyle change 
In promoting ecotourlsm, conservatron~sts po~nt out the value of pr~vidlng employment alternatives to 
local residellts It mav looh good on paper that former loggers have now become tour gu~des and are 
conserving the verv trees they used to cut, but In reality maklng such a drastic career change is a major 
undertak~ng and reqillres speclal support 

In order for communrty res~dents to manage ecotourism enterprises they may require other types of 
tralnlng such as in financial plannlng and accounting For many residents of rural areas, gett~ng lnvolved 
w ~ t h  ~nternatlonal tourism IS a b ~ g  trans~t~on and they may need assistance to access lnternat~onal markets 
as well as conduct marketing stud~es and promote the stte 

Education and tralnlng for everyone 

Educat~on and tralnlng IS requrred not only for people on-slte who are becoming employed or Interacting 
w ~ t h  ecotourrsrn first-hand, but also for all the other ~ndlviduals who are Involved outs~de of the s ~ t e  
Policy-makers need to understand the conservation and economic development goals underly~ng 
ecotoiirlsm Members of the tour~sm industry may also need t h ~ s  exposure, part~cularly if they are 
working In natural areas or wrth rural communities All s~des  hate much to learn about the many 
d~mensions of ecotourlsm that are outs~de of thetr prlmary profess~onal arena The d~verse parties 
involved In ecotourism can learn much from each other In sesslons where each group educates and trams 
the others about ~ t s  particular areas of expert~se 
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There have been rncreaslng efforts in recent years to rncorporate env~ronment-fnendly pract~ces ~ n t o  
tourism ~nfrastructure development, especrally at ecotourism sltes One reason for this is that tourists are 
becoming stronger advocates for low-impact tourism development and the tour~sm Industry IS responding 
Part of the low-lmpact philosophy 1s to carehlly evaluate and understand the environmental conditions of 
the area ~ncluding the evrstlng flora and fauna, before beg~nn~ng construction, and to ensure that 
structures harmon~se wrth the natural environment Also, developers are putting in place structures with 
the best chance for long-term survival, part~cularly rn reglons with weather challenges, such as hurricanes 
By taklng rnto conslderatlon the natural resources of the area and such factors as the sun and wind 
condlt~ons, the development process becomes smoother and the products last longer 

Advances In technology 

The field of low-lmpact desrgn and technology IS moving from the conceptual to the demonstration phase, 
as new techniques In low-impact desrgn and sustainable technology have been rapldly evolving 
Workshops and conferences have been held on thls toptc, and artrcIes and books published In 1993, the 
US Natronal Park Servlce published G~lldln9: Prlncrples for Sustarnable Deslgn (USDI, 1993), whlch 
covers low-rmpact stte destgn, bulldlng des~gn, energy management, water supply faclllty maintenance 
and operations, and waste prevention The Ecolodge Sourcebook for Planners and Developers (TES, 
1995) covers all aspects of rnfrastructure development for ecotourism, including site selection, finance, 
planning, deslgn alternatlve energy applrcatlons, and conservation educatron The book even prov~des 
architectural plans for ecolodges 

Eco-sltes and ecolodges 

The transltron towards environment-frlendlv tourrsm infrastructure IS st~mulatlng the creation of 'eco- 
sites' and 'ecolodges' around the world They focus on using local 
natural resources In burld~ngs reduclng waste, and Ilrn~ting negative 
lmpacts to surroundrng flora and fauna Some eco-sltes and 
ecolodges feature the latest advances In alternatlve technology and 
can be consrdered the cutt~ng edge," while others borrow practtces 
from rndigenoirs populations whose buildlng practices reflect a 
historv of wlse natural resource use (see boles below for examples) 

Contr~butlons of ecolodges to ecotourlsm Apart from fitting in to 
natural settings better than large, concrete, ster~le burldings, 
ecolodges are also mahlng some tang~ble contributions to the growth 
of ecotourrsrn In most cases, ecolodges are small-scale and local 
residents feel more comfortable wlth them, In fact, some communrtles 
are lnvolved In bi~rldrng ecolodges In Ecuador, a commun~ty of 
Huaoranr Ind~ans collaborated wrth the owner of TROPIC Ecological 
Adventures to bulld a cabin In their traditional style The cabin 
receibes up to 8 guests, once a month for stays of two to six days 
The profits are d~str~buted evenly among all the partrcipatlng families 
(Mehta, 1998) 

What s an Ecos1te3 

An eco-s~te 1s a slte and related 
facll~tles that takes less from the earth 
and glves more to the people 

.w It uses energy water, bu~ldlng 
materials and other resources 
effic~ently 

.w It mlnimlses 11s waste stream by 
reducing reusrng and recycling ~ t s  
waste 

w It enhances human health 
N It strengthens local economies 
w It protects agricultural cultural and 

archaeological resources 
.w It IS econom~cal to bulld and to 

operate 

Source Carrbbean Infra- Tech, 
, 

Ecolodges are also mahlng valuable efforts to help conserve the areas surrounding them The Galdessa 
Safarl Eco-Lodge In Tsavo East National Park In Kenya generates lncome to help support the 
conservation of Hunter's hartebeest, an endangered specles In Africa The lodge owners also participate 
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In the black rhino re~ntroduct~on activ~ttes in the park Money ralsed from vls~tors staying at the lodge 1s 
used to Improve park rangers' equ~pment and monltorlng efforts (Mehta, 1998) 

In conclusion, the lnnovatlons In low-lmpact deslgn and susta~nable technology represent excltlng trends 
In tourlsm and w11l likely continue to gain favour among consumers It is important to note that it is not 
only ecotour~sm, but the sustainable to~lrlsrn Industry as a whole that 1s benefiting from advances In low- 
impact des~gn Manv env~ronment-fr~endly principles are belng appl~ed to areas outside of natural areas 
with a great deal of prolnrse 

Cutting Edge Technology 

Maho Bav 1s an eco-s~te on St John, one of the Un~ted States Virgin Islands It has small tent 
cottages placed among the eu~sting trees The tents are barely vlslble from the water and use solar 
des~gns such as roof overhangs and heat reflectwe glass and fabnc Vrsltors use elevated walkways 
and stars that connect the entlre 114-unit resort Ind~genous vegetatlon IS nourished by the 
wastewater and compost generated by the resort The lrr~gated vegetatlon attracts buds, lizards, bats 
and tree frogs that in turn control the Insect population The ~nfiastructure 1s bullt with the 
environment as the centreplece 

Estate Concordla a slster resort on the same Island, has a completely self-sustamrng energy system 
provided bv solar panels and a w~nd  generator Ralnwater IS collected m c~stems and conserved by 
flow regulators and low-flush tollets Treated wastewater is used for lrrlgation and tollet flushlng 
Many of the products used for the beautlhl rooms are from recycled materials, such as floor t~les  
made from crushed glass and lumber created from plastlc bottles and sawdust Estate Concordla 
demonstrates that even a luvury resort can be low Impact and env~ronment-friendly 

Borrowing from Ind~genous Pract~ces 

Lapa Rlos IS a resort and eco-slte In the lowland trop~cal ramforests of Costa Rlca Archrtects used 
natural products and structural des~gns s~mllar to those of the natlve people of the area, lncludlng 
palm thatch roofs Tlielr rationale was that native construction is often naturally energy-efficient, 
works In harmony w ~ t h  the local resources, and has thrived over the years In wilderness areas, often 
under harsh condttlons The developers avo~ded destroyrng trees In constructing thls complex of 
many bu~ldungs Only one tree - already dead - was used for construct~on 

In add~tron to belng an good evample of an eco-site, Lapa Rlos employs 38 people, w ~ t h  35 from the 
~rnmed~ate area The resort offers env~ronmental education programmes for residents and 1s helplng 
to bulld a school In the community 

Source KirdnIzs, 1993 

7 Mechanisms to  solicit income 

In order for ecotour~sln to succeed at any s~te,  there must be mechanisms to sollcrt lncome from visltors 
and opportunltles prov~ded for them to spend money In the area Many potentlal ecotourlsm destlnatlons 
are mlsslng opportun~t~es to coilectlng Income, or at least an adequate Income, to the detnment of the~r  
owners and the community Vlsltors are an eas~ly access~ble group and wllllng to pay to conserve the 
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nature they treasure However, ~t 1s ~mportant to note that the establlshrnent of mechan~sms to solic~t 
lncome 1s usually d~rected by the pol~c~es,  regulations and gu~dellnes of the site 

The first part of t h ~ s  section explores some of the many ways that nature-based attractions, protected 
areas, communltles and governments can generate revenue from nature tourlsm The second part 
~llustrates how lncome from tourism can be used to pay for resource conservation and contr~bute to 
economlc dekelopment of a community, reglon or country 

Mechanisms for s o l ~ c ~ t ~ n g  lncome from ecotourlsm ~nclude 

ZU Entrance and user fees 
2~ Concess~ons and merchandtslng 
w Servlces 
2' Donat~ons 
w Volunteers 
2~ Partnerships 

Entrance and user fees 

Entrance fees collected at the gate, are charged d~rectlv to v~sltors to enter, see and experience the area 
Var~ous fee structures mav be used There may be a flat fee for all vlsltors or a two- or rnultl-fee system 
that sets d~fferent rates depend~ng on factors such as whether the vlsltor 1s a res~dent or fore~gn tourtst, a 
chrld adult or senior cltlzen, or a member of a specla1 group User fees are charged for speclfic activltles 
or for usrng specla1 equipment In the attractlon, such as electrical camplng hook-ups or rental fees for 
canoes 

In 1998, four US federal agencles will collect about US $160 million In entrance and user fees from 
public lands In the Un~ted States, w ~ t h  80% of the money earmarked for maintenance at the slte where it 
was collected For euample, Mt Ra~ner National Parb In Washmgton will use US $878,000 of revenue 
collected to Improve tra~ls upgrade a sewage system and renovate a vls~tor centre Entrance and user fees 
tor US publ~c lands were recently ~ncreased The fees now range from a low of US $1 to a hlgh of $25 
The major~tv of vls~tors are In support of these fee hrkes The Natlonal Park Service conducted a vlsltor 
survev at 13 nat~onal parhs and 80% of the respondents cons~dered the fees adequate or too low (AF', 
1998) 
Concessions and merchand~slng 

Concess~ons such as snack bars, restaurants, lodges, gift shops, canoe rentals and gu~de  services can be 
operated by private sector Interests that return a port~on of the lncome generated to the park or attractlon 
T h ~ s  arrangement IS often preferable to the operat~on of the facll~ty by the attraction Itself, as ~t reduces 
bus~ness responslb~l~ties ass~gned to untrained or perhaps uninterested personnel Concessions allow 
parks to benefit from the energy and expert~se of prlvate sector enterprises whlle avoidlng the need to 
oversee employees in these ventures However, there are usually some ~tems - such as merchand~se or 
souvenirs related to the park or attractron -that can be sold dlrectly to consumers at the visitor centre or a 
g ~ f t  shop 

Attract~ons can generate lncome from servlces such as accommodatrons or guide servlces offered to 
vlsltors In Panama the Nat~onal Assoc~ation for the Conservation of Nature (ANCON) built ~ t s  first 
Environmental Educat~on Centre In the Bocas del Toro area to prov~de education for local students and 
other res~dents W~th  help from Save-the-Ramforest, a US-based environmental group, ANCON 
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expanded into the internat~onal market by hosting students from the US and Canada dur~ng the slow 
season Now ANCON generates enough lncome durlng the three-month student season to cover the 
annual operat~ng evpenses of the first education centre, and ~t has bulk four more 

Donatlolls from visitors can be an Important source of revenue for parks Funds may be sol~c~ted through 
a simple box at the door or perhaps a more soph~sticated 'adopt an endangered specles' program Visltors 
who have just completed a fascinating nature evperience are a perfect target for thls type of appeal 
Fundac~on Natura In Colomb~a has a successf~l 'adopt-a-hectare' program Valley H ~ k e s  In Jamalca has 
a s ~ m ~ l a r  'adopt-a-tree' program that allows v ~ s ~ t o r s  to 'sponsor' the plant~ng and long-term care of a 
single tree 

Volunteers 

Volunteers to protected areas can be a s~gn~ficant source of in-kmd support For example, Nature 
Conservancy volunteers now contribute more than 15,000 hours per year for the Flor~da Keys Mar~ne 
Area This represents an economlc value of approx~mately US $200,000 Volunteers perform a varlety 
of tasks such as data collection, education and physical labour towards protection of the marine resources 
(TNC, 1996) 

Protected areas can earn lncome and derive other forms of assistance from non-governmental partners In 
1996, when the US Nat~onal Park Serv~ce reduced staffing at the Great Smokey Nat~onal Park for budget 
reasons tlie Great Smokey Mounta~ns Natural Hlstorv Assoc~at~on was able to offer US $520,000 to the 
park This contribut~on was In the form of publ~cat~ons and ass~stance to the vlsitor centre, l~brary, specla1 
projects and interpretation services (CNPCA, 1996) 

Another type of partnersh~p may be established outside the protected area For example, Bei~ze has 
recentlv established the Protected Areas Conservation Trust (PACT) T h ~ s  IS a Nat~onal Trust fund 
designated as 3 trust for the protection, conservation and enhancement of the natural and cultural 
resources of BeI~ze for tlie benefit of all Belizeans and visitors " The trust is funded partly from an e x ~ t  
tau of US $3 75 paid bv all v~sitors to the country In add~t~on, 20% of entrance fees collected at 
protected areas go to the fund, which can also recelve other donations (TSS, 1997) One important 
feahlre of the PACT is that vis~tors are informed of the port~on of their exit tax that contributes to the 
conservation of the country's natural resources 

Tour~sm Income for communlt~es 

There are a number of creat~ve ways for res~dents of communities near to nature attractions or protected 
areas to sollc~t lncome from v~sitors Sometimes it may be as simple as sett~ng up a snack bar to sell 
drinks and snacks Offering nat~ve souvenirs for sale might induce v~sltors to spend an additional US $10 
In the community Visitor demand may call for a locally owned lodge as an alternative to a hotel 
belong~ng to an ~nternational cham Opportunitres evlst both for ~nd~vldual entrepreneurs as well as 
community-organrsed enterprises to solic~t income from vlsitors 

Maya Centre is a small commun~ty ~n Bel~ze that was created for residents who were displaced when the 
Cockscomb Bas~n Wildlife Sanctuary was established In 1984 While these people were in~tially unhappy 
about the move, they soon saw an opportun~ty to take advantage of the~r  new location near the entrance to 
the reserve Several famil~es formed the Maya Centre Women's Craft Group to make and sell Mayan 
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handicrafts such as bashets, weavings and carvings to  the visitors who are attracted to the reserve because 
of its wildlife, especially jaguars 
Thls craft lndustrv provides supplemental income to thew traditional agricultural work, which means that 
thev benefit from vls~tors but have not become too dependent on the fluctuating tourism market 

'Jamparh' a Merchandlslng Partnershrp for Protected Areas In Jamalca 

In Jama~ca the lack of funding mechan~sms for parks and protected areas is perhaps the marn reason why so 
few protected areas have been established, despite the interest m protected area management shown by a 
number of ENGOs Recognlsmg the Importance of merchandtslng as a significant fundralslng mechanism for 
protected area systems worldwide a group of concerned ENGOs has been puttrng together a plan for a jotnt 
merchandlslng enterprise to assist w~th financing parks and protected areas throughout the Island The 
organlsatlons are members of the Ecosystems Management Focus Group of the National Envuonmental 
Soc~et~es' Trust (NEST) an umbrella organisation for ENGOs rn Jamalca 

The group has proposed that a company named 'Jamparh' be established to purchase envuonrnentally 
fr~endly goods and servlces produced by cornrnun~ty-based organisations or ~ndividuals throughout the island 
and market them nat~onally and mternationally, mamly through ENGOs, with part of the proceeds from sales 
golng to the Yatlonal Parhs Trust Fund The souvenirs are lntended to be authentic, Interestmg, educational 
and produced In an environmentally sustainable way They should not only generate revenues for protected 
areas but help to educate visltors and other consumers about the natural her~tage of Jamaica and the 
Importance of conservat~on Although this concept 1s st111 evolvmg and has yet to be unplemented, Jampark is 
seen as a promising mechanism to help fill some of the gaps in fmancrng for parks and protected areas in 
Jama~ca 

Source TSS 1998 
e 

Tourism Income to reglons 

Desplte the small-scale nah~re  of employment opportunities at most ecotour~sm destinations, ecotourism 
is also br~nging financial benefits on a larger scale to some communities and the surrounding areas Here 
are hvo euamples 

c. In Queensland, Australia the nat~onal parks are the most popular outdoor recreation areas In the state 
There are approx~matelv 176 tourism operators ustng protected areas and they employ about 2,500 
people (Queensland Department of Environment, ) 

2~ 111 Kev Largo Florida, one mllllon watersports enthusiasts (divers, snorkelers, swimmers, 
photographers, boaters, sport and recreational fishermen) generate more than $50 million annually in 
local revenue (Florida Keys brochure, 1996) 
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Where Can a Vls~tor Spend US $20 on Nature Tour1srn9 

In assessing the opportunities available for tourists to spend money on nature tourlsm at particular sltes, one might 
ask the quest~on If a vtsltor had US $20 to spend on nature tourism at this attraction, where could this individual 
spend it9 More spec~fically we could ash questions such as these 

Are there entrance fees9 
2. Is there a soda nearby? 
ru Can the v~sltor find a restaurant that serves local cu~sme? 

What if the visltor wants take home a souvenir for his daughter, is that possible? 
2~ Are there guidebools to buy? 
2 v  Can the vlsltor make a donatton to conservatlon of the area7 

Fore~gn tourlsts are the easlest group in the world from whlch to extract US $20, especially ~f there IS a smcere 
request and a s~mple explanation of how valuable that financial contribution wiI1 be to a slte Most tourists have an 
evtra US $20 In the~r  wallets that they would gladly leave at a slte for a good cause, such as buymg a craft Item 
from a group of schoolch~ldren or helplng to protect the habitat of an endangered wiId bud In fact, some will 
spend US 520 on a hot day s~mply on cool refreshments The responsibility of the destination a to create 
opportunlties for vlsltors to spend money 

2~ Create worthy programmes that deserve fundlng 
CY Offer products and servlces that will let visitors participate m advancmg a cause 
2. Publlcise how revenue is spent at the site and what portion IS allocated to conservation and development 

activities 

This everclse could also be done at the nat~onal level Suppose a country attracts 50,000 visltors to its beaches each 
vear and each one has an evtra US $20 to spend on somethmg m the country How many of those US $20 bills are 
bemg used to help protect the country s natural resources? How many are taken home unspent? Nature 
destlnat~ons need to find wavs to reach these vlsltors and provide opportunlties for them to spend at least US $20 at 
the~r sltes T h ~ s  should be cons~dered the 'US $20 Rule of Ecotourlsm ' 

Llnlung tourlsm income to conservatlon 

Ideallv, there w11l be an obvious connection between Income from ecotourism and the conservation 
att~tudes and a c t l v ~ t ~ e s  of people benefittng from the Industry In terms of employment, while ecotourism 
jobs may be few In number they are deslgned to help protect the natural resources that attract vlsltors If 
residents are employed 111 ecotoilrlsm but do not Improve their efforts to protect the resources that attract 
vlsltors, ecotounsm will not be a susta~nable ~ndustry 

For most places the emplovment-conservat~on linkage 1s made For example, a survey m Bellze asked 
residents in five vlllages near protected areas about thelr support for those areas Res~dents In all five 
communitles clted that thew support for protected areas had recently increased and m four of the five 
communitles, the majorlty attributed this increase In support for conservation to tourism benefits 
(L~ndberg, 1994) 
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The 11rnit.s of ecotourism income 
Altliough there are many examples o f  commun~t ies  benefitmg financially from nature t o u n s r ~ ~ ,  ~t IS 
~mportant  to recognlse that for most ecotourism s ~ t e s ,  employment spln-offs are Ilmlted Ecotour~sm is by 
definit~on small-scale It sliould not be compared to  employment o p p o r t u n ~ t ~ e s  of larger lndustr~es such 
as manufacturing, but must be regarded as  a way to  help diversify e c o n o m ~ e s  In rural areas Residents o f  

Toledo Ecotour~sm Assoc~at~on,  Beilze 

The Toledo dlstrlct in the southern reglon of Bel~ze 1s home to three drstmct cornmunltles of people Creoles, 
Garifunas and Mavan Indians The dlstrict u considered one of the poorest m the country, w ~ t h  farmmg and 
fishing being the two prlmary economic activltles Tourrsm is also a source of mcome due to the tropical 
rainforests and rich cultural heritage of the area but tourlsm revenues are llrn~ted because access to the area IS 

difficult and there has been min~mal mvestrnent In tourlsm development 

However as Belize has become an ~nternat~onal nature tourism destlnat~on m recent years, res~dents m the 
Toledo district have dec~ded to try developing t h ~ s  lndustry locally In 1990 they formed the Toledo Ecotour~sm 
Associat~on (TEA) as a vehicle to consol~date thelr efforts They created a program called the 'Vlllage 
Guesthouse and Eco-tra~l Experience' to help res~dents plan, develop and manage a serles of guesthouses 

One of the hev features of this guesthouse program 1s a rotatlon svstem whereby visltors are distributed among 
participating villages In order to d~str~bute the eLonomlc benefits of tourlsm as equ~tably and widely as possible 
and to minlmise the negatlve impacts of tour~sm within any one vlilage Visitation to the area remams 
somewhat limited at roughly 500 visitor n~ghts per year but IS slowly mcreasmg As tourists arnve, villages 
take turns hostlng them The TEA office acts as the central coordmatmg body, asslgnmg vlsltors to the next 
village on the list Withm each vlllage, several tamil~es take responsibility for preparmg meals, attendmg the 
guesthouse providing gu~de  services and offermg other forms of entertalnrnent 

Of the roughlv 30 vlllages In this area, almost half are actively partlclpatmg m the vlsltor program Each is m a 
different stage of. participation some w ~ t h  up to SIX years of hosting tourlsts and others just constructmg 
guesthouses Of. the monev generated through tourlsm, 80% goes to the communlty members and 20% goes to 
TEA The vast majorltv of the monev that goes to the communlty goes d~rectly to the service provider w ~ t h  a 
small portlon allocated to group maintenance and taxes The money that TEA collects IS used mamly for health 
educat~on and conservation projects In the area as well as admm~stratlve costs and marketing (Beavers, 1995) 

While the TEA vlsltor program 1s generally cons~dered a successful evample of a commun~ty-based ecotourism 
project ~t has brought challenges to the community The Issue of brlngmg m new members to TEA has caused 
conflict among some original members Each of the origlnal members mvested tlrne and materials mto the 
launch~ng ot t h ~ s  project and now that it is takmg off, thev feel new members should be requlred to pay the 
same dues Orlg~nal members are resistant to the further dlv~sion of thelr lim~ted tourlsm mcome among more 
villages Although tourism income 1s intended only to supplement other sources, members do not want to have 
so rnanv participants that the enterprise is not profitable In an effort to increase profits by increasing visitor 
numbers TEA is currently expanding its marketing efforts As t h ~ s  happens, residents are cautious about the 
p~tfalls of too manv vlsltors, but the promise of mcreased income 1s an attractlve option for the communlty 

communi t~es  w t h  ecotour~sm attract~ons need to  have r e a l ~ s t ~ c  evpectations about how many people can 
benefit financially from the attraction They should also keep In mlnd that employment 1s just one of 
many d~fferent  benefits o f  ecotourlsm 
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Constraints to Collecting Econorn~c Data on Ecotour~srn 

Statlst~cs on the economic Impacts of ecotourlsm are greatly sought after by government offic~als, players m the 
tourlsm ~ndustrv Investors developers and other interested parties Questions at the macro-level mclude 

N How much do ecotourlsts spend globally' 
w How many jobs are created by ecotourlsm in any particular country? 
N HOW much foreign exchange does ecotourism create in the reglon? 

At the slte level typical questions are 

2~ HOW many jobs are created by ecotourism at this attraction? 
2~ How much In total revenue does ecotourlsm create for a site? 

However accurate financ~al data on ecotourism IS very scarce for a number of reasons Tourlsm figures are 
partlcularlv complicated because of the many variables involved In order to rationallse factors such as part- 
t~me and full-tlme worh d~rect employment as well as indlrect benefits from vlsitatlon to an area, multiplier 
figures often need to be established In terms of data collection, exact frnancial figures are usually d~fficult to 
ellc~t from the prlvate sector Questions about salarles and profits may be answered incompletely or not at all 
In the case of small lntormallv operated tour~sm-based enterprises, fmanc~al records may be non-exutent and 
the operators themselves uncertain of their income and profits 

These are data-collect~on challenges faced by the tourism industry as a whole Economlc assessments of 
ecotourlsm are even more difficult because the ongomg debate about what qualifies as an ecotourism slte means 
that ~t IS hard to dlstrnguish between the economlc benefits of ecotour~sm and those from tounsm m general 
Additionally ecotourlsm IS deslgned to provide a wide range of benefits related to resource conservation for 
which economlc values can not be precisely computed 

8 Effecttve marketlng and promotion 

Attracttng vlsrtors to the slte 1s another important factor In creating ecotourism destinations Desplte the 
fact that ecotourlsin has developed in response to the growth of nature tourism, getting visitors to 
destrllatlons 1s not always easy Ecotourrsm sltes are often outslde of  ma~nstream tourlsrn routes In some 
cases they are remote and have limited tourlsm infrastructure 

Marketing 

To b r~ng  vlsltors to  a partrcular slte, the first step IS marketing In fact, marketing studies should be 
conducted before the product 1s developed as well as durlng its development Managers need to have 
some idea of the appropriate target audlence for the site They need to know the preferences of the 
current and potentla1 visltors In order to develop ecotourlsm activities, managers and residents should 
understand ewsting vlsltor patterns and try to forecast future tourlsm trends It 1s necessary to  study the 
marketplace to see where the part~cular ecotourlsm product fits m 

Camntly,  the four maln tourism rnotlvators globally are nature, culture, adventure and sports ' These 
factors as well as specific research related to the country's primary features should be considered m 

Ricardo Betancourt of the Interamerican Institute for Tourlsm, m a presentatlon at the Green Tounsm Conference, 
Port Antonlo Jamaica, May 2-3, I998 
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develop~ng tourlsm promotion schemes W~thout thls basic research, efforts to create an ecotourism 
destlnat~on w11I be ineffic~ent and perhaps totally mlsgulded 

Once market research 1s completed, managers and res~dents need a strategy to get the word out to the 
r~ght people Travellers must know their nature tourlsm options, whether nature attractlons are the focus 
of their vacatlon or they are just plannlng a side trip to a park For example, vlsltors staying at the all- 
~nclusive resorts In Jamaica should be informed about the optional day-trips to nearby nature attract~ons 
Travellers cons~derrng a trip to the Caribbean need to know not only about each ~sland's beaches, but also 
about its protected areas 

There are many wavs to promote a site and various avenues should be pursued, particularly collaborating 
with establrshed promot~onal campaigns In gettlng the word to the right visitors, managers and residents 
at ecotourlsm dest~nat~ons should develop and work with a varlety of contacts, such as 

2~ Travel writers, so their s ~ t e  1s featured In art~cles and included in guidebooks 
w Travel agents and tour operators, both local and international 
2. Government agencies that promote tourism at the national level 

Choos~ng the rlght strategy 

For ecotour~sm enterprises marketing and promotion can be compl~cated because the objectlve may not 
be to jiist brlng in more people If a site 1s already recelvlng visitors, perhaps even too many vlsltors, the 
goal mav be to reduce visitors and reach a different klnd of traveller Maybe an attractlon wants to llmit 
mass tourism and specralise in ecotourlsm T h ~ s  takes a specific kind of approach to marketing and 
promotion 

Site managers and restdents also have to evaluate whether to try attrac~ing nature tour~sts into the country 
or tap Into the exlstlng base of tourists already In the country In addit~on to co-ordmating promotional 
efforts with the maln attractlon to the country, such as beaches, ecotourlsm destinat~ons can collaborate 
w ~ t h  other s ~ d e  attractlons, such as cultural festivals or her~tage sites, which are also too small to attract 
v~s~tors  to the country by themselves Nature tourism sites can be promoted along wlth events and other 
small-scale attractlons In specla1 tour packages for overseas tour~sts 

Whatever the approach the key 1s to develop a product that will sell m the marketplace and let Interested 
vlsltors know about the slte Although many ecotourlsm destinatlons face Inherent difficulties In their 
s~tuat~on as small, remote places, some are not recelvlng enough visltors simply because they have not 
paid enough attent~on to market research and promotional strategies before developing the enterprise 

DEMO Act~v~tres and Products 

The DEMO Project has worked closely wlth the Natronal Env~ronmental Socretres Trust (NEST) to 
determrne the feasrb~lrty of rrnplernentrng a central marketing agency for eco-enterprises and 
envrronmental friendly products managed and produced by locaf res~dents This concept currently belng 
called JAMPARK was first aired at a workshop on financrat sustarnab~t~ty sponsored by DEMO In February 
1997 

Other marketrng efforts included funding for the development of promottonal matenals - lncludrng a Case 
Statement posters and brochures --for the Montego Bay Marrne Park and the desrgn and test rnarkebng 
of branded rtems for the Negrrl Environmental Protection Trust (NEPT), a cornmun~ty conservatron group 
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9 Strong partnersh~ps 

Even though prlvate and publlc interests have found common ground In the concept of ecotourism, 
collaborat~ng towards ~ t s  success has not been an easy mandate Exper~ence has taught that the goals of 
pursulng profits do not always mesh well w ~ t h  those of protecting nature 
However, the establ~shinent of strong partnerships, particularly between the private and publlc sectors, IS 

c r~ t~ca l  to the success of ecotour~sm 

The dual mandate of ecotourlsm 

Ecotour~sm IS a buslness as well as a proposed conservatlon strategy T h ~ s  means ecotourlsm must 
s~multaneouslv be profitable and conserve valuable resources If ecotour~sm does not produce money, 
Investors, developers and travel cornpanles wlll not partlc~pate But d natural resources are not Intact, 
vlsltors won t come Each s ~ d e  has much to teach the other, and needs the dr~ve, skllls and concerns of 
the other slde rn order for ecotourlsm to work 

With the recognlt~on that forglng partnersh~ps 1s verv Important for both the busmess and conservatlon 
sldes of ecotourlsm, new types of relatlonshlps are be~ng explored These include partnerships between 
government offic~als and s ~ t e  managers, tour operators and residents, conservatlon organ~sations and 
developers and other sets of part~clpants Ecotour~sm 1s brlnglng together groups that have not 
prev~ously worked together Of particular Interest 1s the fact that communltles are getting Increased 
recogn~tlon from the other players, and are becom~ng more vis~ble and vocal ~n the ecotourism arena 
This should lead to an improvement of benefits from ecotour~sm for local people 

Examples of vxable partnersh~ps In ecotourlsm 

Gunung Halimun Natlonal Pa rk  In Indonesia contalns the largest tract of primary lowland forest m Java 
and protects a slgn~ficant watershed Several economlc development pressures are threatening this forest 
and the follow~ng partners are collaborat~ng to help conserve the park 

ZY W~ldllfe Preservation Trust International 
2w Un~vers~tv of Indonesia 
ZY McDonald's restaurant cham 

An ecotourlsm enterprise has been created on land donated by the community The project, constructed 
by restdents uslng trad~tlonal deslgns and materials lncludes three small ecolodges, each accommodating 
erght to ten vlsltors Thls unlque partnership 1s helplng to conserve the forest and benefits many groups 
(Mehta, 1998) 

The Noel Kempff Mercado Nat~onal Pa rk  In B o l ~ v ~ a  covers 1 6 mlll~on hectares and has h ~ g h  
blolog~cal d~vers~ ty  It features a varlety of blrds, mammals, reptiles, amphibians, fish, orchlds, 
brornel~ads and palms Most of the park 1s In pristlne condltlon, although the lncreaslng demand for the 
extraction of resources such as heart of palm and mahogany 1s a serious threat to the park 

To help prov~de some economlc alternatives, small-scale ecotourlsm to the park 1s being promoted at two 
s~tes  wlthin the park, wh~ch 1s managed jolntly by the follow~ng partners 

2w The Bollv~an Government 
Fundacron Am~gos de la Naturaleza (FAN) 
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The partnersh~p lnvolves a ten-year management agreement that des~gnates FAN, a conservatlon NGO, as 
the implementing agency An advlsory board comprised of representat~ves from local and ~ational  
governments FAN and the surround~ng commun~ties helps to gu~de the management process Thls 
consorttum has turned out to be a vlable partnership for managing the park 

The Rlo Bravo Consewat~on and Management Area In Belize consists of 300,000 acres of subtropical 
forest In the northwestern part of the country It supports many endangered species (15 mammal- and 21 
bird spec~es) and 1s a s~gn~ficant wintering and passage area for many North American migrant b~rds  The 
follow~ng partners manage the Rio Bravo area 

The Government of Bel~ze 
The Programme for Bellze (PfB) 

The mlsslon of PfB, an NGO founded in 1988, is to conserve the park's high biodiversity through 
research, conservation educatlon, and promoting viable economic land uses, such as tour~sm, In its buffer 
zones V~sitors are accommodated at the research centre and two other sites selected by PfB for tourism 
In the Rio Bravo area, the H~l l  Bank Water Resort and the Warrie Camp Resort The PfB plays an 
important co-ordtnating role between local residents and private sector tourlsm Interests 

The Tortuguero Consewahon Area In Costa &ca has as ~ t s  maln feature the nesting site of thousands 
of Atlant~c green sea turtles that come annually to lay their eggs on Tortuguero beach Conser~ation of 
the area 1s fac~l~tated by a partnersh~p of three main entitles 

2. The Government of Costa Rica 
ZW Costa R ~ c a  E~ped i t~ons  

The cominunlty of Tortuguero 

Costa Rica Evpedrtions IS a tour companv that has operated rlver rafting and other nature tours for many 
years In that country and recognlses the Importance of Intact natural resources to ~ t s  business The 
companv has contrtbiited to the fundlng and organisation of conservatlon efforts such as trammg of park 
guards turtle research and taggrng programs, and an educatlon campalgn to create awareness about the 
negatlve envtronmental Impacts of a new road to the area 

Costa Rlca Eupedlt~ons has also been a partner to the surround~ng community by prov~dlng employment 
and help~ng to fund communitv projects such as a playground, tmprovements to the school and a potable 
water d~strtbut~on system At Tortuga Lodge, owned by CRE, 80% of the employees are from the 
~mmedlate area 

Redberry Lake In Saskatchewan, Canada 1s a 6,000-hectare federal Migratory Bird Sanctuary and the 
home of a colony of Amerlcan White Pellcans It has been developed as an ecotourism attraction by two 
main partners 

2~ The Canad~an Government 
w The Redberry Pel~can Project 

The Redberry Pellcan Project was established In 1989 as a non-profit society to promote environmentally 
sound ecotourlsm development at Redberry Lahe To support the protection of the birds' habitat, the 
soc~ety has spearheaded the construction of a research, educat~on and ~nterpretat~on centre, the 
development of a network of nature tralls, and the ~mplementation of a unique vldeo monitoring system 
for sensitive nestlng areas 
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The Assoc~atlon of Partners for Publlc Lands in the Un~ted States 1s a group of associations that have 
been partners to the US Nat~onal Parh Service, USDA Forest Service, US Fish and Wildlife Servise, and 
the Bureau of Land Management The Associat~on prov~des training m Issues such as financ~al 
management network~ng and representation In pollcy decisions for ~ t s  members In 1997, these 
assoc~at~ons ra~sed almost $20 million for public lands, an increase of almost 12% over the previous year 
Donatlolls were In the form of personal services, Interpretative and educational activit~es, media, and 
research support Indlv~dual partners as well as the umbrella group prov~de an important source of 
revenue and servlces to protected areas in the United States 

10 A favourable dest~nat~on Image 

The final essent~al element for ecotourism destinations 1s a favourable destination lmage By thls we 
mean that the overall social, cultural and phys~cal setting of the destinat~on 1s agreeable and conducive to 
tour~srn There are manv macro-level soc~al, economic, envlronmental, and polit~cal factors that may 
deter tour~sts of any klnd from vls~tlng a particular country and affect ~ t s  ab~lity to advance as a tounsm or 
ecotourism destlnat~on Some of these factors, d~scussed In more detail below, include 

+ Vls~tor safety 
Y Environmental quality 
.* Access~b~llty 

Pol~t~cal  cl~mate 

To address the evternal problems that may be detnmental to the dest~nat~on lmage of the countrv, tounsm 
entrepreneurs must take an actrve role In helping to articulate solutions and lobby for changes that will 
benefit the socletv as a wl~ole, and not just the tourlsm sector A destinat~on that is clean, safe and 
prosperous wlll bv evtenslon be more conducive to tour~sm than a polluted, unstable and ~mpoverished 
country Fortunately for the ecotourism sector, ecotour~sts as a group tend to be among the more 
adventurous travellers, and thus may have a h~gher tolerance for some of the negative factors that are 
typically obstacles for tourrsm 

V~sitor safety 

Personal safetv 1s perhaps the traveller's greatest concern In chooslng a destination The crlme rate of a 
destination is therefore a major component of its lmage as a tourism destinat~on Potentla1 tounsts w ~ l l  
want to know about the~r  chances of be~ng the v ~ c t ~ m s  of cnme, the level of vis~tor harassment to expect, 
and the klnds of safetv and securlty mechan~sms In place to protect them Ecotour~sts wlll want to know 
whether or not ~t IS safe to travel to remote areas Crlrnes against tourists often receive extensive 
international lnedla coverage that results in s lg~f icant  losses to the tourism sector of the destlnatlon 

Environmental qual~tv  

The envlronmental quai~ty of a country 1s another Important Issue, for ecotourlsts m particular While this 
1s a broad toplc ~t matters to ecotour~sts whether a country has a major pollut~on problem, whether the 
water 1s safe to dr~nk,  and whether there 1s litter along the roadsides Countries that are considered drrty 
and unhealthy are not attractive to nature lovers Once they return home, vlsitors who have become 111 or 
encountered unhealthy cond~tions on their vacation are qu~ck to spread the word about the~r  unpleasant 
evperlences In another country 
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Accesslbllity 1s another falrly Important element of the destrnatlon image In the f rs t  place, the 
convenience and cost of overseas travel to the destinat~on wlll affect its popularity Once m the country, 
the means and cost of transportation available rn the country become prlmary concerns for the visitor 
The accessibility of s~ tes  and the condit~on of the roads leadrng to them will also affect visitatron rates of 
ecotour~srn artractlons, many of which are located outslde of the main resort areas 

The Importance of Percept~ons 

Last week we vrsrted Jamarca on the crzrrse shrp New Amsterdam dockrng at Ocho Rros We vuitedfirends 
at the Jamarca Inn but on drrvrng out ofthe customs gate notzced the drrt andgarbage and the drlfres and 
r~p-ofSartrsts almost attackrng the tozirrsts walkrng to the shopprng centre Thrs letter IS prompted by the 
comment of one tourlst as tve left Ocho Rros He said I would never come back to that dump1 What a 
prty he never saw the real Jamarca 

- R W Josenhanss of Longboat Key Florida, In a letter to the Editor 
The Dally Gleaner March 13 1993 

Crrme rs rampant eveg~~vhere and common sense shozrld always be practrsed but many tourlsts have 
confided m me that thev wrll never return to Jamarca because thev don tfeel safe How sad that 8Cpercent 
of vozir totrrrst ti ade [those who stay m all-mclusrve hotels] wrll never erperrence the true Jamarcan 
evpei rence - rts people and the culture1 

- Cindv Newman travel agent, of Woodblne Maryland in a letter to the Edltor 
The Dally Gleaner Apr1122 1994 

Harassment IS the number one reason why most of my vrsrtors vowed nmer to return [to Jamarca] Some 
were forced to bziy stuff thev dzd not want fearrng for therr safety Whether thew safety was at stake u 
rrrelevant It rs thew perceptron that matters and rt u therr perceptron we need to change Nowadays the 
walls of mv office are bare of tozir rsm posters and I no longer glve people vacatron advrce I do not want to 
be acczlsed of sellrng paradrse and debverrg hell 

-Andrea Stewart. US travel agent. In a letter (e ma~led) to the Ed~tor 
The Dally Gleaner October 8 1997 

In terms of the polltrcal climate, any perceived rnstabllity or danger associated with a destrnation will 
affect tourlsm numbers As some countries in Central Amerrca and the Caribbean have learned, ~t takes a 
long tlme for a destrnation to recover a poslt~ve lmage after suflerrng politrcal conflicts 

In conclusion, evternal factors typically outslde the jurisdiction of individual sltes greatly influence the 
development of ecotourism These factors contribute to the lrnage of the country and play a srgnlficant 
role In lnfluenclng travellers7 choices of one destination over another The rmage of a destlnatlon may be 
based on actual problems as well as the percepttons of vls~tors, which for the tourism Industry are perhaps 
equally as tmportant Travellers In today's world have many options, and for ecotourlsm sites to be 
competitive globally, a varlety of conditions w~thm the prospective destlnatron must be favourable to the 
growth of tour~srn 
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ECOTOURISM IN JAMAICA 

Thls section provides an overv~ew of how ecotourlsm has evolved In Jamalca in the past decade wlthln 
the contevt of the tourism Industry rn general, and also as a resource conservat~on tool For the purpose of 
t h ~ s  study ecotourlsm rs defined as nature fourrsm tlzat confnbutes to conservatron and economrc 
development T h ~ s  defin~tion 1s one that emphasises the lrnportance of natural resource protection and 
benefits for local communities as the maln features of ecotour~sm 

The economlc Importance of tour~sm 

Jama~ca, l ~ k e  many other Caribbean ~slands, relies heavily on tounsm to prov~de foreign exchange and 
employment for ~ t s  more than three mlll~on lnhabltants Tourism has been a mainstay of the Jama~can 
economy since 1985, earnlng more fore~gn exchange than any other lndustr~al sector (GOJ, 1994) 
According to Polly Pattullo, a journalrst special~s~ng In the Caribbean region, "the Caribbean as a whole is 
more dependent on tourlsm (and increasingly so) than any other reglon In the world" (Patullo, 1996) 

In 1992 tour~sm prov~ded an est~mated 13 3% in dlrect revenues to the Gross Domestic Product (GDP) of 
the countrv silrpasslng both agriculture (9 1%) and mining (10 8%) (OAS, 1994)~ The Statist~cal 
Institute of Jamaica does not complle statistics on tourlsm per se as an economlc sector5, but a 
prellmlnary report for 1997 lists the contributions to GDP of agnculture (mcludlng forestry and fishenes) 
as 4 4% and minlng and quarrving as 3 1% (STATIN, 1998) By mference, the contribution of tour~sm to 
GDP has undoubtedly ~ncreased between 1992 and now 

The number of stopover vlsitors to Jamalca has grown at an average of 4 2% for the past ten years, 
reachlng 1,192,194 In 1997, w ~ t h  an est~mated gross vlsltor expenditure in that year of US $1,13 1 bllllon 
(JTB, 1998) In terms of employment current figures Indicate that about 30,000 people are dlrectly 
employed In the accommodation sector (JTB, 1998) However, other estimates place the total Impact of 
tourlsm on employment - direct, lndlrect and Induced employment - at close to one quarter of the total 
labour force (OAS, 1994) 

At present ~t 1s ~mposs~ble to determine the economic value of ecotourism as a separate figure withln the 
tourlsm statistlcs Vlsltor statistlcs collected by the Jamaica Tourlst Board do not dlstmguish between 
ecotourists and other types of v~sitors which are categorlsed only as tourlsts or excurslonlsts (JTB, 1998) 
Tourists, also called stopovers, are defined as visitors who stay more than 24 hours Excurs~onlsts, 
lncludlng crulse ship passengers, are vlsitors who stay less than 24 hours In presenting statrstics for 
vlsitor arrlvals there 1s also a separate category for armed forces vls~tors (JTB, 1998) The countries of 
orlgln of visitors, thew age and sex are noted, but not their reasons for chooslng particular destlnat~ons 
w~thln Jamalca 

Also, the economic benefits of environmental conservation (or the costs of degradat~on) have not been 
factored Into economlc values attached to tourlsm of any kind in Jamaica An lnterestlng fact is that more 
than 80 percent of respondents to a 1997 vlsitor satisfaction survey stated that enjoylng the natural 
environment was 'very Important' to their visit to Jamaica (JTB, 1997) 

- -  - 

4 An update of thls study 1s In progress and the report should be completed by late 1998 
' S~nce 199 1 the World Tourlsm Organ~satlon has been lobbying stat~stlcal lnstltutes worldwide to adopt a system of 
'satelllte accountrng' that will track the economlc contr~butions of tour~sm to natlonal economies (A Lyn, JTB, 
personal communlcat~on) 
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Factors affecting the ecotourlsm potentla1 of Jamalca 

Along w ~ t h  the economlc benefits of tourrsm have come certaln negat~ve envlronmental and social 
Impacts, whlch are of concern to the Government of Jamatca and the tourrsm Industry itself On the one 
hand are the Impacts of tourlsm ~tself, and on the other are the external threats - both envlronmental and 
soclal - which have a negatrve Impact on the Industry The factors described below affect the potentlal 
for all types of tour~sm, including ecotourlsm 

Env~ronmental factors Large-scale resort development for the tradlt~onal "sun, sand and sea" mass 
tourlsm market has caused serlous envlronmental degradation, particularly In coastal areas Foremost 
among these IS the contam~nat~on of coastal waters and groundwater from sewage and other sources Thls 
IS not just from resort development, but from the huge ~nformal settlements that have sprung up m 
response to the economlc opportunltIes associated wlth tounsm Coastal development has left few 
remalntng nan~ral areas along the north coast of Jamaica Increasing vlsltation to popular natural 
attractions such as Dunn s h v e r  Falls and Fern Gully, both located near Ocho h o s ,  has resulted In 
degradat~on of these resources 

Inadequate waste management IS a natlonal problem, but ~t IS part~cularly evtdent In resort areas and thelr 
satellrte communities, wh~ch generate large quantities of non-b~odegradable waste from fast food 
restaurants caterlng to both tourists and translent workers Although pollution may be seen as an urban 
problem and not a slgn~ficant threat to ecotour~srn, a negatlve Image of Jama~ca as a tourism dest~natlon 
will be a deterrent to tour~sm of any klnd Also, the unseen dangers of groundwater pollution from t o m  
and solid wastes threaten Jamaicans and toiir~sts alike, wherever they may be 

Deforestat~on of the Interior IS perhaps the most serlous long-term threat to ecotourism, because it 
destroys watersheds w~ldllfe hab~tat areas of outstand~ng natural beauty, and forests w ~ t h  s~gif icant  
recreational potent~al Jama~ca IS loslng ~ t s  forests at a rate unprecedented in the Island's h~story, and the 
process ot estabtlshlng protected areas IS lagging far behind Land IS being cleared for agr~culture, 
houslng, the production of charcoal, and the evtractlon of tlmber for construction, yam strcks, and 
woodcarvings The tree that bears Jama~ca's natlonal flower, the 11gn~m vltae, IS an endangered specles 
partly because ~t is hlglily prrzed by woodcarvers In the tourlsm industry 

Soclai factors affecting 
ecotourism potentla1 
Tourism prov~des 
emplovment and markets for 
a wlde range of goods and 
services in Jamaica, but the 
widespread perception that 
the benefits of tourism are 
not being shared equitably 
has led to soc~al unrest In 
some resort areas All- 
inclus~ve resorts have been 
accused of keeplng vlsitors 
away fi-om local people and 
'street level' tourlsm 
bus~nesses Craft vendors 
find tt d~fficult to compete 
for the patronage of crulse 
shlp passengers w ~ t h  In- 
bond merchants, who 

TOURIST HARASSMENT LOCAL VIEWS 

Harassment 1s defined as the act of offering goods or 5ervices for sale with~n a 
prescribed area without a licence Often the act of harassment involves 
lnfrlngement on the tourist's personal space body contact or verbal abuse 

Harassment IS ebewwhere - rn the resort areas on the streets on the beaches at 
the attractrons at the airports at the crulse ports In the craft markets and rn the 
commzrnztzes It u therefore everybody s problem As a consequence travel 
agencres refilse to sell some destrnatzons Lruzse lrnes may pull out and mrllrons of 
dollars are lost 

There IS  no srngle entrty or ~ndrvrdual who can adequately address the problem 
everyone must recognrse the ~mportance of worlclng together to solve thrsproblem 
and Improve ozrr tozrrrsm product 

Source TPDCo publlcatlon Jamarca Projile (Winter 1997 98 p 21) 

hfzrch of thrs harassment whrch theypercerve as harassment zsjustpart of our 
cultzae and how our soczety interacts wrthpeople For example we wzll touch 
someone to hurl them up and at's not a sign of assault By creatzng an envrronment to 
develop and market products then thrs problem can be mrnrmlsed 

Ecotour~sm In Jama~ca an economrc and envrronmental assessment of  selected srtes 36 



Ecotour~sm ~n Jamaica DEMO Project 

reputedly pay bus- and tax1 dr~vers to bring vlsltors to thelr stores Frustrat~on over t h ~ s  perceived 
monopoly has led to publ~c demonstratlons by craft vendors In the streets of Ocho b o s  and the closure of 
Jama~ca s most popular attraction, Dunn's Rlver Falls, on more than one occaslon Wh~le  these problems 
are concentrated In tradltlonal resort areas, l~he  the environmental Impacts they damage the Image of 
Jamalca as a tour~sm destlnat~on 

Tour~s t  harassment Jama~can vendors of both legal and Illegal ltems and servlces are extremely 
aggressive and persistent, and tour~sts often feel as ~f they are be~ng pestered or harassed to spend money 
This problem has become so prevalent that harassment IS now cons~dered the most serlous threat to the 
Jama~can tourlst Industry (see boxes on harassment) Tourlst harassment is malnly a problem In urban 
resort areas but also occurs In the vlclnlty of some more remote natural attract~ons, where residents have 
become overlv dependent on tourrsm Thls dependence IS Itself a symptom of the poverty m these areas, 
result~ng from a lack of econom~c alternat~ves 

TOURISTS SPEAK OUT ON TOURIST HARASSMENT 

The follow~ng messages were posted on CNN's Internet Chat Room on Tourlst Harassment m May, 1998 
Out of 23 messages about tourlst harassment worldwide, 14 concerned Jama~ca 

I recentlv was m Jamarca and was harassed constantly Everyone wanted to sell crafts (junk) put beads 
m ozlr harr or sell us dope It was rntrmrdatrng the first day and became annoyrng after that AIl I wanted 
ro do was enjov the sun on sprrng break not bziy a bunch of crafts 

- Mary Ann Brantley, 3 1 Xpm, May 7, 1998 

I h a e  vzsrted manv cozrntrres on vacatrons and huve been approached to buy thrngs often Thrs occurs 
where torrrrsrn rs hrgh szrch as Mexlco Egypt Indonesra etc The level of harassment m Jamalca however 
IS zlnszrrpassed and I felt very lrncomfortable there Of the about 35 coztnbles I have vrsrted many m the 
thrrd world Jamarca n the onlv one to whrch I will not return szmply because of thrs problem 

- Wlll~am Early, 10 20pm, May 7, 1998 

I was m Ja/narca lust November and after refusrng to bzly drugs I was hrt wzth a stream of abuse whrch 
left me speechless The Carrbbean uf iII  of lovely places to v~szt so I wlll certarnly avord any trrp whzch 
has Jamarcu on the ltmei ary 

- Steve Carr, 1 1 3 1 am, May 8, 1998 

I honeymooned In Jamarca a lrttle over a year ago and was amazed by the level of harassment from the 
nzoment I got o f the  plane Llany people don't just ofer servlces bzit demand that you accept - a no thank 
tozr drdn't ahvqs I r  ot kjor zu Fortzlnately we stayed at one of the all-mclusrve resorts Our one venture 
outside on our own lasted abozrt I0 mrnutes In contrast I recently vrsrted Grand Cqman and would huve 
felt perfectb comfortable ~valktng around the rsland all day Because of the harassment I won't soon be 
makrng another trrp to Jamarca and I won't recommend rt to anyone else 

-Charles Wortham, 12 37pm, May 12, 1998 

Crime The crrme situation in Jama~ca IS another deterrent to all klnds of tourism The major resort 
towns have attracted cr~mlnals as well as tourists, and are centres for Illegal drug deal~ng and the black 
market trade In fore~gn currency Tour~sts are the maln targets of these illegal enterprises, and sometimes 
the vlctlms of crlme A US-based travel agent was recently quoted as saylng that there has always been a 
fear factor associated w ~ t h  Jamalca as a destlnat~on and that crulse passengers espec~ally are warned about 
the dangers of the country before be~ng allowed to disembark (Dav~s, 1998) Although secur~ty m resort 
areas is now a prlontv of the Government, the presence of pol~ce and uniformed resort patrols on the 
streets does not exactly present a welcoming Image 
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Partlv as a consequence of these threats to the tourist industry, but also in the context of a gowing 
environmental and social consciousness In Jamaica, there has been an Increasing awareness of the need to 
promote more envtronment-fr~endly and socially sound models of tourism development Thus, m the 
nineties we have seen the emergence of 'alternatives7 such as green tourism, ecotourism, and community 
tourtsm in the Jamatcan market 

The emergence of ecotour~sm In Jama~ca 

On February 16, 1992, a headllne In the Dally Gleaner proclaimed "Eco-tourum is here " The art~cle 
descr~bed a "pilot eco-tour" of Jamaica organ~sed by The Nature Conservancy and a local tour company, 
Sense Adventures Many other newspaper articles, letters and opinion columns on the subject of 
ecotounsm were to follow in that year Although pioneers of the concept In Jamaica would say that 
ecotourism had started long before this, they would probably agree that 1992 was the year that ecotourism 
began to receive publtcitv as a new and important trend In tourism 

The trend dtd not go unnoticed by the Government's tourlsm agencies In April of that year, the Minister 
of Tourism, the Honourable John Junor, appeared on a television talk show, Tue~day Forum, to 
partlclpate in a discussion of ecotourlsm and its implications for the Jamalcan tourism ~ndustry The 
Mlntster declared that ' no longer will factors such as sun, sand and sea be  he main centripetal forces 
for tour~st arrlvals as thev appear to be drawn by educational, recreational, aesthetic experiences provided 
by the nat~onal parks ieserves and w~ldlife refuges in countries such as Costa k c a  " (JTB, 1992) 

The Minister described the obstacles to ecotourlsm development faced by Jamalca, and put forward a list 
of practical solut~ons (see box on thls page) He announced the imminent launching of a Publlc 
Awareness Programme on Tour~sm incorporating informat~on on the Importance of the environment, as 
well as an upcomlng conference New Investment and Development Opportunltres m Tourlsrn The 
NatzonaE Park System and Ecotozazsm, to be held June 18-20, 1992 The conference was to be a joint 
effort of the Jamaica Conservation and Development Trust (JCDT), Jama~ca Promotions Limited 
(JAMPRO), the Natlonal Environmental Societies' Trust (NEST), and the Jamaica Tourist Board (JTB) 

This conference signalled a growing interest In both the economic and envlronmental aspects of 
ecotourism from a varietv of quarters But what became most apparent from this gathering of diverse 

I THE GOVERNbIENT'S VIEW O F  ECOTOURISM IN 1992 

I Obstscles to Ecotourism Development I 
Conflicting use of the environment e g minlng In the parks and protected areas and env~ronmentally unsound 
agr~cultural practlLes 
The delay in having the Protected Areas Legislat~on passed Thls IS preventing the rangers from tak~ng act~on 

8 Posslble over use of the areas as the carrving capaclty has not been determ~ned 
8 People s Ignorance regarding the meanlng of ecotour~sm for example a man-made beach be~ng advertised as 

ecotourlsm 
Lack ot ~ncentlves to encourage ecotourlsm operators 
Lack ot trained personnel 
Lack of environmental awareness by the general population resulting m envlronmental degradation In the 
countrv 

Proposed Solutions 

Clear policies to be developed regarding land use m protected areas 
Parks and protected areas should fall under one body Instead of be~ng fragmented 
Env~ronmental Impact Assessments must be completed and rev~ewed by NRCA before any development takes 
place 
Appropr~ate mechanisms relat~ng to the preservation and management of ecotounsm sltes must be m place 
Personnel of these attractions must be trained not only to operate attract~ons, but also on the ~mportance of 
protecting the environment 
The defin~ng of designated ecotourlsm areas and the passlng of leglslat~on as to prohib~ted activities In such areas 
Tncentlves for land owners In deswnated ecotourlsm sltes. 
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Interest groups was how very d~fferent were their perspect~ves and understanding of the term 

'ecotourism ' Slu years later, many of the partlc~pants of that first Jama~can ecotour~sm conference are 
st111 worklng towards a resolution of their "conflict~ng perceptions and competing agendas" (Moms, 
1992) 

Proponents of ecotourlsm In J a m a ~ c a  

Slnce that l n ~ t ~ a l  flurrv of publlc~ty In 1992, ecotourism development In Jamaica has been drlven by three 
main plavers In the field prlvate sector entrepreneurs, non-governmental organ~sat~ons, and overseas- 
based donor organlsat~ons To a lesser eutent, the government has also contributed to the process At the 
conference mentioned above, JAMPRO put forward several proposals for ecotourlsm development 
However, all of these proposals were judged to be unsusta~nable by conservationrsts, who were reportedly 
horr~fied' bv the JAMPRO Vlce President's statement that "the Imperative 1s to get our country 

developed 111 the fastest tlme possible7 (The Daily Gleaner, June 29, 1992, p 28) More recently, the 
Tour~sm Product Development Company (TPDCo) has become involved in facli~tating ecotourlsm 
development as descr~bed In the sectlon on the role of the government, below 

Ecotour~sm In the prlvate sector Two of the private sector attractions examlned In this study, YS Falls 
and Black River Safari Tours, are considered ploneers of ecotounsm in Jamaica A number of other 
nature-based attractions were developed as recreational parks In the late e~ghties and early nineties, and 
promoted as ecotourism attractions Perhaps the best known of these was Crystal Sprlngs on the north- 
east coast, bllled as a "troptcal theme park adorned w ~ t h  colourfil orch~ds, flowenng trees and shrubs, a 
b~rd sanctuarv trop~cal fish and a small folk museum" (Brochure, ca 1993) Apple Valley In St 
El~zabeth offered 'an authentic euperlence of the island's ramforest" along with fishing and paddleboat 
rides (Brochure ca 1993) 

Meanwhile a few local tour companies such as Sense Adventures and the Touring Society of Jama~ca 
were beglnnlng to cater to the demand for off-the-beaten-track nature tourlsm Tours offered by Sense 
Adventures prom~sed to be "environmentally sensitlve and consc~ously Integrated into the cultural l ~ f e  of 
the commun~ties" they v ~ s ~ t e d  (Brochure, ca 1993) 

Even before ecotour1sm had emerged as a popular concept In the both the tourism and conservation fields 
the concept of cominunitv tour~sm' had been evolv~ng m Jamaica The term was co~ned in 1979 by 
tounsm marketing consultant Desmond Henn, who along with hotelier Diana McIntyre Pike developed, 
articulated and promoted the concept of community tour~sm through thelr company, Countrystyle, 
Llln~ted Thev env~sloned a kind of tourlsm that "celebrates the Innate Jamaican way of life, protects the 
spec~al qual~t~es  of the envllonment directly benefits individuals in the communtty economically, and 
promotes comrnunlty development generally" (Countrystyle, 1992) In other words, this was ecotounsm 
Jamarca-stvie Community tourism has been widely promoted in central and southern Jamaica and 
enthus~ast~callv endorsed bv ~nternat~onal tourism organ~sations part~cularly In other Car~bbean countries 
(Henrv, 1998) 

These two verslons of alternative tourlsm - ecotourism and community tourism - have become popular 
pr~marlly In two areas of Jama~ca (1) the southern port~ons of Manchester and St Elizabeth, ~ncludlng 
both Mandevllle and the southwest coast, and (2) the parlsh of Portland In each of these reglons, a 
broadbased tourlsm marketrng association made up malnly of tourrsm entrepreneurs and other busmess 
Interests has been formed to promote alternative tour~sm The Central and South Tourism Organ~sation 
(CESTO) 1s a non-profit association formed In 1987 to promote community development m south-central 
Jamaica through env~ronmentally sound tourlsm, with emphas~s on special interest groups such as bud 
watchers, hortlcultur~sts, senlor c~t~zens,  and church groups In Portland, Valley H~kes  and a group of 
e~ght resort propert~es have formed the Tourism Market~ng Alllance to promote ecotourism/commun~ty 
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tourism through their Port Anton10 Destination Marheting program, which 1s marketed abroad by a US- 
based marhetlng company, Un~que Dest~nations (Brochure, 1998) 

NGO involvement In ecotourlsm Non-governmental organisations led by the Jama~ca Conservat~on 
and Development Trust (JCDT) have been the drlvmg force behind the establishment of a system of 
protected areas for Jamaica, including the countryys first national parks, the Blue and John Crow 
Mountains Nat~onal Park and the Montego Bay Marlne Park Part of the funding needed to protect and 
maintain resources In these parks was expected to come from both local and foreign visitors (JCDT, 
1992) 

As early as Julv 1992 the Natural History Society of Jama~ca had ~ssued a 'Statement on Ecotourism' (see 
box nevt page) which included three maln princ~ples, a sect~on on developmental and operational 
gu~delines and eth~cs for ecotour~sm, and recommendat~ons for commun~ty involvement (NHSJ, 1992) 
In January 1994 the St Ann Environment Protect~on Assoc~ation (STAEPA) conducted a 2-week 
training seminar entitled 'Coastal Zone Management for Sustainable Tourism and Fisheries,' which 
brought together the local planning authorities NGOs and prlvate sector interests to d~scuss the roles, 
responslbll~ties and requlrements for the future of these enterprises in St Ann 

The Portland Environment Protection Associat~on (PEPA) has had a strong influence on the development 
of ecotourism In that parlsh having worked w ~ t h  res~dents of the RIO Grande Valley to establish an Eco- 
Toilr~sm Act~on Group (ETAG) In 1994 out of which emerged Valley Hikes, a community-based 
ecotourism development company evamined In this study In addition to ~ t s  envlronrnental educat~on and 
advocacv activities PEPA IS developing the Port Anton10 Marine Park and Conservation Corridor Project 
(PAMPCC) in a b ~ d  to establish an environmental protection area that will prov~de "the highest quality 
ecotourism euperlence the island has to offer" (PEPA, 1998) 

More recentlv the Caribbean Coastal Area Management (CCAM) Foundation and the Bluefields People's 
Community Association (BPCA) have both produced ecotourism development plans for their respective 
areas of operatlon, Portland Bight on the south central coast and Sluefields on the southwest coast 
(CCAM, 1998, IIT 1996) L ~ k e  the Southern Trelawny Environmental Agency (STEA), which in 1997 
began operating CocLpit Country Adventure Tours (described In this study), these organ~sations view 
ecotour~sm as one component of a holistic approach to promoting environmentally and socially sound 
economlc development CCAM has begun to implement their ecotourism plans by trainlng about 15 boat 
captains and about 30 tour gu~des in CPR, lifesaving first aid and 'tourism awareness,' and has lnltiated 
the formation of the Portland Bight Tourism Council (PBTC) BPCA has been bullding community 
awareness and support for the concept of a unique brand of hospitality to be offered m Bluefields 
(Morgan 1995 ~ i l l ~ a m s ~ ,  1998, personal communication), but the organisation itself has not developed 
any tourism enterprises 

Donor organlsations' involvement In ecotour~sm Overseas-based donor organisations such as the 
OAS, USAID TNC, UNEP, CIDA, the Un~ted States Peace Corps and the embassies of fore~gn countr~es 
are the thlrd set of plavers promoting ecotour~sm in Jama~ca, whether directly or indirectly through related 
envlronrnental conservation ~n~tiatives The first three organ~sations mentioned have all been involved, 
along w ~ t h  local NGOs and the GOJ, in the planning and implementation of the two nat~onal parks under 
the Protected Areas and Resource Conservation (PARC) Project Most of the fundrng for operating these 
parks has come from USAID As mentioned in the Introduction, the OAS has also finded research on 
nature- and heritage based attractions In Jamaica 

More recently UNEP has undertaken w ~ t h  USAID a project on the promotion of environmentally sound 
tourism In the W~der  Caribbean, as part of its SPAW (Specially Protected Areas and Wild Fauna and 

Terry Wlll~ams co-founder and director of BPCA 
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Flora) programme A report on tourlsm Impacts and best pract~ces 1s In preparat~on (UNEP, 1997) The 
Royal Netherlands Embassy has funded g u ~ d e  tralnlng programs for the ecotourlsm enterpnses of Cockplt 
Country Adventure Tours and Valley Hikes CIDA, through ~ t s  Canada-Jamaica Green Fund, has also 
contrlbuted to NGO projects related to  ecotourlsm, for example, STEA's Youth for the Env~ronment 
project, wh~ch provided ecotours and environmental education materials to schoolchildren 

Natural Hlstory Soclety of Jama~ca  
Statement on Ecotour~sm 

July 1992 

Prlnc~ple I 
The priman objective for protecting a natural area IS malntammg its b~odiversity and natural beauty 

Principle I1 
The second objectlve 1s for people to eupenence, enjoy, and become educated about nature 

T h ~ s  appl~es firstly to Jamaicans 

Pr~nclple I11 
Development whether of structures or of econom~c actlvi.tles withm or around the protected areas 

must be appropriate and compatible w~th  Prmc~ples I and I1 

A Developmental and Operational Guldelrnes 
and Eth~cs for Ecotourlsm 

1 Mass tourlsm is damaglng to the envlronrnent of natural areas Groups must be Iunited to 
numbers wh~ch the area can sustaln This may vary accordmg to the fragility or the robustness of 
the area concerned 

2 Management of the protected area should ultimately be pald for by the users and economlc 
beneficrar~es of the protected area and its facilit~es Management m this sense does not Include 
just salar~es but natural area management actlvitles such as afforestation, resuscitation, research, 
etc 

3 Specla1 cons~derat~on must be glven to educat~on and to strict control of behav~our destructive to 
the environment 

B Commun~ty Involvement 
I A socio economlc profile of the communltv should be undertaken to determme comrnunlty 

development needs 

2 The local communities should partlclpate In the plannmg and benefits fiom opportunit~es that may 
arlse Protection should be afforded to the local community from be~ng marglnalised by outside 
interests 

The organlsat~ons mentioned are just a few of  the many donor agencles that have provided technrcal 
assistance, training, financial support for workshops, support for protected areas development, park 
tmplementat~on and management, env~ronmental conservat~on programs, and research Most of t h ~ s  
assistance has been directed to NGO- and GOJ projects, but lately there has been some Interest on the part 
of USAID to collaborate with prlvate sector entlties to  share lnformatlon on Issues pertatnlng to  
ecotourlsm development In Jama~ca  
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The role of the government gu~dellnes, standards and tralnlng 

Tour~sm admlnlstratlon In Jama~ca During t h ~ s  per~od of evolut~on of alternative tounsm, there have 
also been significant changes In the Government's institut~onal arrangements for tourism admlnistratlon 
In 1993, respons~b~lity for establlshlng, inspecting and monitorrng the standards of all e n t ~ t ~ e s  operating m 
the tourlsm sector shifted from the Jamaica Tour~st  Board to Tourism Ac t~on  Plan, Llmited (TAP), and 
agaln In 1996 to the Tourlsm Product Development Company, L~mited (TPDCo) In 1998, TPDCo will 
also become the tour~sm llcenslng autl~or~ty, leavlng the JTB to pursue ~ t s  prlmary functlon as a nat~onal 
marheting body (TPDCo 1997) 

Tour~sm administration at the minlster~al level has undergone several changes over the years, reflect~ng 
political changes as well as Cablnet reshuffling wlthln the same governing party The following table 
shows the names of the government mlnlstrles responsible for tounsm stnce 1986 

Gu~dellnes and standards for attractlons In response to the ecotourism trend, in 1993, TAP 
comm~ssroned a study on the ' range, character~stics, quallty and potential of nature- and heritage-based 
attractlons accessible to tourists in Jamaica" (TAPJOAS 1993) The outputs of the study were to be 
recommendat~ons on guidelines for thelr susta~nable development and management, and the ldentlfication 
of specrfic tralnlng needs wlthln the tourism sector 

GOVERIVMENT MINISTRIES RESPONSIBLE FOR TOURISM, 1996 - present 

This studv and two subsequent workshops7 highl~ghted a number of  environmental problems, socio- 
economic Issues and management weaknesses associated wlth the development and operation of nature- 
and heritage-based attractlons and focused attent~on on gaps between vls1tors7 perceptions of ecotourlsm 
and what was being marketed In Jamaica as ecotourism Although a few of  the attractlons invest~gated 

a 

August 1986 
Febrtiary 1989 
January 1992 
Aprll 1993 
Januarv 1995 

TPDCo Ecotour~sm Gu~dellnes (abbrev~ated) 

Mlnlstry of Minmg, Energy and Tour~sm 
Mlnistry of Tourlsm 
Min~stry of Tour~srn and the Envlronrnent 
Min~strv of Industry, Tourism and Commerce 
Office of the Prime M~nister (Tour~sm D ~ v ~ s i o n )  

1 The ecotourism attraction must satisfy all the requirements of safetv, health, and envlronrnental codes 
2 The amactlon 1s to be preserved in ~ t s  natural state and provisions must be put m place to sustaln the 

envlronment 
3 Slgnage and Interpretive media must be prominently placed and guests properly mformed about the 

fac111ty 
4 Selt-mon~tor~ng systems should be put in place to measure the level of guest satisfaction It IS des~rable 

that evalilat~on forms be made available to guests for them to record thelr criticisms, complaints and 
accolades 

5 H~gh standards for the recruitment of staff should be malntalned and certified guides should be provided 
The guldes should be tra~ned in sociology, ecology, history, language, envlronmental laws, sustalnability 
of the envlronment group management, CPR, flrst a ~ d  and bas~c life saving skllls 

6 The attractlon should provlde employment and tralnlng programmes for persons m the surroundlng 
community Employees should be trained m communlcatlon skills and posltive envlronmental practices 

7 Each attraction must offer top quallty service and personallzed attention to guests 
8 Every attractlon must have a proper security system m place, particularly durlng openlng hours 
9 An Environmental Impact Assessment Report should be done on the site There should also be a pollcy 

on site management ~nclusive of carrvlng capacity, waste management preservation of the slte, staff 
training, security and safety 

10 Management and staff should conform to ethical business practices Management programmes should 
Include regular internal aud~ts of the facility to ensure the site is preserved 

Soztrce OPiVl(7J 
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were operating along 'green' prlnc~ples and conserving resources by virtue of prlvate owneishlp and 
control of lands many of the attract~ons were In fact assoctated with negat~ve Impacts such as over- 
development and destruct~on of natural areas, madequate disposal of solid waste and sewage, and the 
lllegal and ~napproprlate use of captive wlldl~fe in displays (TAPIOAS, 1993) The study and workshops 
produced a comprehensive serles of recommendat~ons for the development and management of attractions 
and suggested that traln~ng for thls field should begin with the personnel of the tourism monttonng 
agencles 

Partly as a result of thls exerclse, and also out of the recogn~t~on that alternative tourism with ~ t s  
unconventional attractlons and accommodations requlred new and different standards from the traditional 
prerequlsltes for I~cens~ng Tour~sm Actlon Plan began to develop new operational guidelines and 
standards for the Ilcenslng of attract~ons, and added a 'bed and breakfast' category to the list of accepted 
accornmodat~ons These guldellnes have since been further revised Into the checklists produced by 
TPDCo from 1996 to 1998 contalnlng l~censlng requ~rements and recommendat~ons for ecotourism in 
general, nature attractlons, heritage attract~ons, and 'bed & breakfast' accornmodat~ons (See Appendix 2 
for a comprel~ensi\e list of prerequlsltes for a tourism licence, and the box below for TPDCo 's 
Ecotour~sm Guldellnes) 

Whlle alternative tourism ~nterests are generally apprec~at~ve of the attempts to ~ncorporate new 
env~ronmental and soc~al criteria Into tourism standards, they have critic~sed some of the requ~rements on 
these checklists as being unrealist~c and ~mpract~cal, ~f not impossible to achieve in Jamaica ( ~ g a ~ ,  1998) 
One polnt made In the TAP/OAS study and reiterated at the Green Tourism Conference of May 2-3, 
1998 was that &I tour~sm actlv~tles In Jama~ca should str~ve to be env~ronment-frlendly It 1s no use 
forrnulat~ng env~ronmental guidelines for natural and heritage attract~ons if the negative Impacts of 
conventional tourlsrn are allowed to contlnue unchecked" (TAP/OAS, 1993) 

The 'greenrng' of tourlsm In Jama~ca Partly In response to the demands of environment-conscious 
travellers a few prlvate sector tourlsm interests have long recognlsed the need for tour~sm to be 
environment-fr~endly and p~oneered their own 'green tour~sm' initia+~ves The example of Half Moon 
Hotel IS described In the box on the next page, others Include Hotel Mockingbird H~l l  in Portland and 
Maya Lodge In St Andrew 

Not surpr~s~ngly NGOs have been In the forefront of the movement towards sustainable tourism In 1993 
the JHTA comm~ss~oned a study to ~nvestigate and make recommendat~ons for env~ronment-friendly 
pract~ces In hotels (JHTA 1993)' whrle at the same t ~ m e  TAP was aimlng to produce guidelines for the 
si~stalnable development and management of nature- and her~tage attractions (TAPIOAS, 1993) PEPA 
subsequentlv conducted a serles of tralnlng workshops on the 'greening of tour~sm' In Portland, and 
~ntroduced thrs subject to the College of Agriculture, Sc~ence and Education 

Recentlv donor organlsatlons such as USAID have begun to support broad-based green tour~sm 
Inlt~atlves, notably the EAST project (Environmental Aud~ts for Susta~nable Tour~sm), developed and 
tmplemented In conjirnctlon w ~ t h  the JHTA and a private fuln of env~ronmental consultants, Hagler 
Balllv The EAST project has developed standards and procedures for env~ronmental audits In the 
hosp~tallty ~ndiistry, as well as the requirements for a new environmental cert~fication programme, the 
Green Globe Hotel Certification Programme, belng piloted in Jamaica (EAST Monitor, March 1998) 

The Green Globe Cert~ficat~on Programme was developed by the World Travel and Tour~sm Council 
(WTTC) In collaboration with SGS (a large testing and ~nspectlon organisatlon) and Hagler Bailly of 

Sh~reen Aga hotelier Port Antonio In a presentation at the Green Tourism Conference, Dragon Bay, Port 
Anton10 May 2-3 1998 she gave as examples of unreallst~c recommendat~ons the use of organically grown cotton 
for sheets, and wood products that are certified as susta~nable harvest, ne~ther of wh~ch 1s avadable m Jamaica 
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The Countrystyle Institute for Susta~nable Tourism, Jamaica 

The Countrystyle Instltute for Sustainable Tourism (CIST) was established to help communitles prepare for 
sustalnable tounsm The goal 1s to tram residents of communities in all aspects of tour~sm development and 
management so thev are better able to benefit from this Industry CIST offers a variety of tourism courses - 
short medlum and long-term It also asslsts In developing tourism ~nfrastructure as well as buslness and 
marketing plans for communltles The aims and objectives of the Instltute are 

1 To develop and deliver a curriculum focuslng on sustalnable tourism 
3 To co-ord~nate promote and d~sseminate, as appropriate, the research and documentat~on of mformation 

related to the concept of sustainable tourism 
3 To establ~sh an lnformat~on database and library on the concept of sustamable tounsm 
4 To work with cornmunitles private, publlc and lnstitut~onal sectors organisations and mdlvlduals for the 

promotion and development of the concept of ecotourlsm 
5 To promote hainlng for the tourism Industry m all aspects of sustamable tourism 
6 To develop and promote the use of present and future technologies m support of sustamable tourism 
7 To monltor evaluate and forecast changes that Impact on the sustalnab~llty of tourism 

- pp - - -- - - -- - -- 

EAST, as a means of promoting the adopt~on of Agenda 21 principles in the tourism Industry Several 
properties 111 Jamaica have been aud~ted by EAST and two have already recelved Green Globe 
Certification WIIICII w ~ l l  be an lnternatlonally recognlsed symbol of best practices In the travel and 
tourlsm Industry (Green Globe Newsletter, Issue 8, February 1998) 

Tlle current Toilrism Dlvlsion In the Office of the Prime Minlster has jolned the movement by hosting, In 
May 1998, the Green Tour~sm Conference mentioned above, and stating (in the ~nvrtation) that the OPM 
(T) ' recognlses that a pollcy on Green Tourism (as a component of sustainable tourism) needs to be 
formulated 

Tra~ning In 1993, a clear understanding of the goals of ecotourlsm was obv~ously lacklng at a number 
of sites be~ng promoted as ecotourlsm destlnat~ons Today, In 1998, there has been some improvement m 
the level ot awareness about the goals of ecotourism amongst tourism entrepreneurs, as observed at the 
recent Green Tourism Conference Posslble reasons for the increased awareness include the continued 
~nternat~onal attention belng pald to ecotourlsm, local and International conferences on ecotourism (see 
Appendlv 3) media reports of the critical env~ronmental concerns that are affecting the ~sland's tourism 
tndustrv In general and contintllng environmental education efforts of the NGO commun~ty, especially 
those organisations worhlng towards the establ~shment of protected areas The training objectives of the 
Countrystyle Institute for Susta~nable Tourism are outlined in the box below 

The government tour~sm agencles have also been attempt~ng to ralse general awareness about 
env~ronmental and social Issues affecting tourlsm by lncorporatlng these Into thelr training programs 
Courses such as "Cultural/Heritage Tounsm," "Env~ronmental Awareness and Management," and 
"Tour~sm and Culhiral Awareness" are now part of the trainlng curriculum developed by TPDCo 
TPDCo also rnitlated a program called "Sustamlng the Env~ronment and Tounsm" (SET), first m Ocho 
R ~ o s  and later in Montego Bay, malnly to address the problems of the phys~cal environment in these 
major resort towns SET actlvlties include beautification projects, improvement of sanitation and waste 
management, and communltv outreach programs In tour~sm awareness (TPDCo , 1997) 

Although thls is an encouraging start, tlie tralnlng curr~culum and envlronmental outreach activit~es have 
yet to adequately address the deficiencies ~dentlfied by the 1993 TAPIOAS study in the level of 

Negril Cablns In Negril and Hotel MocLingbird Hill m Port Antonio 

Ecotourrsm In Jarnalca an economlc and ennronmental assessment of selected srtes 44 



Ecotour~sm ~n Jamaica DEMO Pro~ect 

awareness of Jamaica's natural her~tage flora, fauna, and the ecology of Jamaica's natural ecosystems, 
which are the basts of ~ t s  ecotourlsm ~ndustry 

The 'greening' of tour~sm In Jama~ca the example of HALF MOON HOTEL 

Half Moon Hotel near Montego Bay is an example of a "green" hotel Concerned about the damage that 
tourrsm causes to the environment the drrector of the resort established a sustamable tourism carnpalgn m 
1994 The campaign ' Half Moon in Touch wlth Nature and the Environment" began with a 
comprehensive recycling and reuse programme This includes cardboard, used paper, newspaper, glass 
bottles cooking 011, cart batteries used soap, candles and other Items Fru~t and vegetable waste are 
composted and used as fertilizer for the gardens 

The hotel also strlves to reduce chemical use overall and has mstalled an ECOLAB chemlcal dispensmg 
system All laundry h~tchen and housekeeping chemicals are phosphate-free Water conservation is also 
encouraged among the guests, with reminders placed around the hotel Water savlng toilets and 
showerheads are also help~ng in this effort To conserve energy, fluorescent bulbs have replaced 
candescent ones and I~ghts are regulated by timers Water and energy usage are monitored dally to make 
sure target goals are met 

Half Moon Hotel is also collaborating with the Montego Bay Marme Park m a conservation programme to 
protect turtle nests and send hatchlings back to sea The hotel has established a 27-acre Nature Reserve to 
protect mangroves trees birds turtles and other wtldllfe The hotel also sponsors a tree-plantmg project 
that involves the ch~ldren of the community (Brown, 1998) 

Half Moon Hotel has recelved the 1998 World's Best Award from the readers of Travel & Leisure 
Magazine moving up from 1 jth position in 1997 to 8" this year It is the only resort m Jamaica to receive 
this award 

The most recent government tralnlng initlatlve for tourrsm 1s called 'Team Jamaica7 It IS d~rected at all 
tourlsm personnel and focuses on three maln elements Tourrsm Awareness, Customer Service, and 
Product Knowledge An advlsory councll was appointed In July 1997, a curr~culum developed and a pllot 
programme implemented with the collaborat~on of several organlsations, ~ncludlng the JHTA, the Office 
of the Prime Minister the JTB, the Natlonal Councll o t  Techn~cal, Vocational and Educat~onai Tralnlng 
(NCTVET) and TPDCo The trainlng methods, modules and resources will eventually be standardised 
for use by educational lnstitutlons (TPDCo , 1997) 

The role of the Government p o l ~ c ~ e s  and plans 

Pollc~es Ecotourlsm as an economlc act~vity IS ment~oned In at least four government polrcy and 
piannlng documents promulgated wlthln the last five years These are the 'green papers'10 on the 
Natlonal Industr~al Policv (1994), Land Policy (1994), and a Nat~onal  System of Parks and Protected 
Areas (1 995) and the Jamaica Nat~onal  Environmental Ac t~on  Plan (1994 and 1995) 

The Nat~onai Industrral Policy (NIP) recognlses that tourrsm 1s Jamaica's leading foreign exchange 
earner, and notes that nature tourlsm IS the fastest growlng segment m world tourrsm (GOJ, 1994a) F ~ r s t  
on the NIP list of policy objectives for the tourlsm sector IS the need to "lmprove and d~versify the 
tourlsm product by the development of cultural [SIC] and ecotourlsm and by extension Into new 
geographical areas" (GOJ, 1994a, p 28) However, in outllntng strategres for product development, the 

10 Policy documents circulated for public discussion and Input 
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only objectives related to ecotour~sm were the development of the two nationaI parks and the planned 
restoration of botanical gardens 

The green paper on the proposed Land Pollcy for Jamaica deals more spec~fically with the needs of 
ecotourism, and describes problems such as "inappropnate development and destruction of conservation 
areas," "insuffic~ent open spaces and recreational areas, and increasing despol~ation of visual amenities, 
areas of natural beauty and heritage ' (GOJ, 1994b, p 42) The Land Pollcy calls for an improvement of 
the tour~sm product through the development of cultural assets, attractlons and ecotounsm," (GOJ, 
1994b p 42) and proposes that environmental impact assessments, audlts and statements be requlred for 
new resort development projects before approval IS granted Under this Pollcy the government would 
continue to offer ~ncentives for the development of hotels and resort cottages, and for the preservation of 
monuments and national heritage, but there are no proposed tax relief measures for private lands 
maintained as conservatson areas 

The Jamaica National Environmental Action Plan (JANEAP) of 1994 polnts out the ~mportance of 
protecting the 'nat~on s natural treasures" In order to benefit from what it calls "the fast growlng 
environmental tourlsm market" (NRCARIOJ, 1994, p 3) It announces that two new natlonal parks w ~ l l  
be created, the Black R ~ t e r  Lower Morass Natlonal Park and another as yet undeterminea The Plan 
makes no reference to the env~ronmental Impacts of tourlsm or the issue of sustainable tourlsm, but in a 
sectlon on economlc pol~cies and the environment, ~t outlines the intentions of the government to charge 
user fees for v~slts to Jama~ca s outstanding natural attract~ons, beginning In October, I994 w ~ t h  the two 
national parks About 3% of the annual cost of park management (approulmately US $1 m ~ l l ~ o n )  was 
evpected to be derived from access and permit fees for visitors, tour operators and other users of the parks 
(NRCAIPIOJ, 1994) (The 1995 update of the Plan reiterated these ~ntentlons, but wlthout specifying a 
t~me-frame ) 

I 

By 1995 the government polrcv document on parks and protected areas recognised ecotourism as a means 
to generate funds for the conservation of natural resources In parks "Management, ~ncluding a careful 
assessment of carrv~ng capacltv, will be intell~gentlv balanced w ~ t h  marketing to ensure that visitation and 
ecotourism generate net financial and environmental benefits on a sustained bas~s" (NEKA, 1995, p 20) 
The plan named the Black River and Cockpit Country ecosystems as pr~or~ties for the next two national 
parks and spec~fied that NRCA would work with Tourlsm Action Plan to provide for ecotour~sm use of 
protected areas 

Problems with lmpiementation of pollc~es While these policies all acknowledge to some degree the 
need for the government to make provisions for ecotourism, there has been llttle or no implementat~on of 
these provisions Although ecotoiir~sm development was the first prrority Identified for tourism under the 
NIP only about 10% of the GOJ fundlng provlded to TPDCo for tourism product development In the 
current budget IS allocated to facil~tatlng ecotourlsm development (chungil, personal commun~cation, 
1998) One example 1s the proposed renovation of the interpretive centre at the Canoe Valley recreational 
area The rest of the product development budget, 90%, w ~ l l  be spent on tmprovlng urban resort areas 

The env~ronmental problems descr~bed In the green paper on Land Policy have actually worsened natural 
areas continue to be destroyed and environmentally unsound resort developments continue to be approved 
bv local planning auth~r i t ies '~  (The Dally Gleaner, March 8, 1998) Today, in 1998, although progress 

I I Sandy Chung Projects Manager of the Tourism Product Development Company, Llrnlted 
" One euample IS the controversial 'house In the sea,' a multi storey resort complex that was to be constructed over 
the water at San San Port Antonlo, wh~ch received bu~ldlng approval from the Portland Parish Council desplte a 
petitlon signed by over 300 people objecting to the development Only when PEPA focused national med~a attention 
on the Issue did the M~n~ster of the Environment Intervene Six months later, the matter of buildlng approval is st111 
undecided 
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has been made towards establ~shlng env~ronmental protection areas In Negril and ~ o r t l a n d , ' ~  nzlther the 
Black R~ver nor the CocLp~t Country ecosystems have been declared protected areas, and leglslat~on has 
yet to be enacted to allow the evlstlng parhs to charge user fees 

Partlc~pants of the Green Tourism Conference in May, 1998 called for the government to Improve 
enforcement of env~ronmental laws and Impose strict envlronmental standards on developments They 
also recommended that the GOJ prov~de Incentives such as tax rellef for the adoption of environment- 
trlendly technologies and privatelv owned protected areas Clearly, there is a need for a reallstlc 
assessment of the role of ecotour~sm In government pol~cres and plans 

The need for coliaborat~on and coordlnabon The TAPIOAS study of 1993 observed that "little 
progress has been made towards ~mplementlng the solut~ons m a cohesive manner, and the same 
env~ronmental mistakes contlnue to be made In tour~sm development" (p 34) Thls situat~on was blamed 
on a lack of establ~slied mechan~sms for ~nteragency collaborat~on and coordination The study concluded 
that 'the susta~nable development and management of ecotourism can only take place within a framework 
of coordlnated plann~ng, standards, guldellnes, monitorrng, licens~ng, and marketmg, taklng into account 
the follow~ng c r ~ t e r ~ a  env~ronmental and ecological requirements, soclo-econom~c needs (community 
lntegrat~on and local benefits) hlstoric preservatlon, archaeological preservatlon, and the needs of the 
tour~sts tl~emselves (TAPIOAS, 1993, p 37) 

One outcome of the workshops following this study was a resolut~on to form a 'National Council on 
Ecotour~sm to serve as a coord~nating mechanism and lobby group to ensure effectwe communications 
and collective actlon to promote the sustainable development of ecotourism in Jamalca Nomlnattons 
were rece~ved for members of a Steer~ng Comm~ttee to be coordlnated through TAP, but the council Itself 
dld not matenal~se 

In 1998 the need for ~ncreased collaboration was re~terated by partlclpants of the Green Tounsm 
Conference who called for the formation of a multi-agency communications network as a support 
meclian~sm for the development of environmentally and soc~ally s o u ~ d  tourlsm m Jama~ca A steerlng 
comrn~ttee comprised of representat~ves of the Office of the Prime Minlster (Tour~sm D~vlsion), the 
Jama~ca Conservat~on and Development Trust (JCDT) and the Assoclatlon of Jamaican Attractions, 
Llmlted (AJAL) was named to ln~tlate the 'Green Tour~sm Network', which ts to ~nclude representatives 
of the government tourlsm busmess and envlronmental agencies, NGOs, prlvate sector tounsin 
assocratlons and tert~ary educational ~nstitut~ons such as CASE and UWI The Interamerlcan Institute of 
Tour~sm volunteered advlsory servlces to the Network 

Current tourlsm plans In 1997 the Tourism Divlslon of the Office of the Prrme M~nister (OPM-T) 
obtalned help from the Commonwealth Secretanat to begin work on a Master Plan for Sustainable 
Tourlsm Development wh~ch is ~ntended to gutde the tour~sm ~ndustry for the next ten years According 
to one consultant on the Plan, Michael Patterson, "the Master Plan alms to prov~de a shared vrslon of 
where Jamaica s tourlsln ~ndustry should be heading as this has been lacklng up to now (The Daily 
Gleaner, June 24, 1998) 

The Master Plan whlch personnel In the OPM-T say IS gulded by the NatlonaI Industnal Pol~cy, wlll 
ldenttfy ecotourlsm sltes and make recommendatlons for the lmplementatlon of tourlsm projects for such 
sites The proposed Green Tourism Network IS expected to be a source of lnforrnatlon for t h ~ s  process It 
was stressed that the Plan IS tah~ng a hoilstlc, ~ntegrated approach to tourism development, lnvolvlng a 
var~ety of interest groups In a consultat~ve process undertaken throughout the island 

" The Negrll Environmental Protection Area was declared m November, 1997 and the Negril Manne Park m 
March 1998 The Port Antonlo Conservat~on Corrldor and Marxne Park are st111 awaltlng official declaration s 
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l The Plan will seek to ensure that linkage sectors such as agriculture, manufacturing, community facilities, 
recreational faclllties, transportat~on and Infrastructure are developed to benefit residents as well as the 
tourism Industry The Plan will also attempt to make sure that the development of tour~sm products and 
markets 1s env~ronmentally and socially sound 
A draft strategy document IS due by the end of September, 1998, and the complete Master Plan by March, 
1999 The planning process will contlnue wlth the formulat~on of an Action Plan, which will have to be 

I tabled in Parliament then ratlfied before it can be implemented 

Public awareness of ecotour~sm 

Despite the advances made in raisrng awareness about the tmportance of environmental and social factors 
affecting tourism in Jamaica, the concept of ecotourism is st111 poorly understood by the general publlc as 
well as the media, and often confused wlth the broader category of nature-based tourism The connection 
between tourism and the goal of protecting natural resources 1s not apparent at some attractlons being 
marketed as 'ecotourism' Serenity Flshlng and Wlldllfe Sanctuary, a pnvate collect~on of exotic and 
native wlldllfe operated as a zoo and amusement park in St Catherine, 1s described by one of its directors 

I as "a $30 milllon eco-tourrsm facilltv" (The Daily Gleaner, Apnl 5, 1998) The Port Royal Hentage 
1 Tourism Project an ambitious proposal to "recreate hlstoric Port Royal wlth the additlon of museums, 

shops and contemporary attractions including restaurants and theatres" 1s described as a "financially and 
econom~cally viable eco-tourlsm project" (The Dally Gleaner, March 25, 1998) Neither of these would 
be considered ecotourlsm attractlons by any of the evlstlng definltlons of the term 

The lack of awareness about the goals of ecotourism is partly explained by the fact that whlle many 
Jamaicans can easilv understand the attraction of strange, exotic animals m a zoo, most do not appreciate 
the lntrlnsic value and uniqueness of Jamaica's own wildlife In its natural habitat For tourism 
entrepreneurs to fullv understand the klnd of experiences that ecotourlsts seek and develop authentic 
ecotoiirlsm attractions that satisfy this market, they must themselves recognise the attractiveness and 
ecolog~cal importance of Jamaica's native flora, fauna and natural areas 

Ecotourlsm In Jamarca an economrc and envrronmental assessment of selected sites 48 



Ecotours~m Works In Progress DEMO Project 

ECOTOURISM WORKS-IN-PROGRESS 

In thls sectlon we present case studles of e~ght  nature attractions around the world that are attempting to 
1 

apply the prlnclples of ecotourlsm and attaln the Ten Essential Elements for Ecotour~sm Destlnatlons 
Each s ~ t e  has its own strengths and weakness and faces unique opportunities and challenges Each IS at a 
d~iferent stage In its development, wh~ch IS why we refer to these examples as 'works-in-progress ' What 
1s common to all o t  these sites 1s that the natural resources of the attractions are better protected because 
of tour~sm and that economic benefits are reachlng surround~ng communities I" 

Case s tud~es  

The follow~ng ecotourrsm 'worLs-ln-progress' are presented 

1 Monteverde Cloud Forest Preserve, Costa f i c a  
2 Annapurna Conservat~on Area Project, Nepal 
3 Parc des Volcans, Rwanda 
4 Ria Celestun Biosphere Reserve, Mexlco 
5 Crooked Tree Wlldllfe Sanctuary, Belize 
6 The Galapagos Islands, Ecuador 
7 John Pennekamp Coral Reef State Park, USA 
8 Bona~re Mar~ne Park, Bona~re 

1 1Monteverde Cloud Forest Preserve, Costa B c a  

Monteverde 1s owned and administered by the Troplcal Science Centre (TSC), a private, non-profit Costa 
Rlcan organlsation It comprises 10 000 hectares on the continental divide Monteverde has a diversity 
of w~ldl~fe  ~nclud~ng quetzals, jaguars monkeys, and over 2,000 plant specles The preserve provldes the 
sc~ent~fic communltv with a valuable research slte and protects the watershed of the largest hydroelectric 
facllltv In Costa Rlca 

In recent years tour~sm to Monteverde has grown considerably and has reached about 35,000 vlsltors 
annually From the start local resldents have played a central role In managing thls growth While they 
have done little to promote tour~sm, the resldents meet regularly to dlscuss the growlng populanty of the 
area and how to manage the consequences They have made decisions on several key Issues such as 
which tounsm busmesses are appropriate and how they should operate, what fees should be charged at the 
preserve, and whether the maln road to Monteverde should be paved to allow easler access Tourism 
remalns a controversial issue In Monteverde, but overall lt provides benefits to many members of the 
community 

NO examples are glven from Jarnalca because elght case studles from Jarnalca are presented m the corrpanlon 
document to th~s report (Lee et a1 , 1998) 
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The preserve has a graduated user fee system that differentiates between many categories, such as 
natronals, independent travellers and visitors who arrive by tour bus The h~ghest fee is roughly US $15 
Part of this money goes directly to the management of the preserve Because of this strong financral base, 
the natural resources In the area are well protected Revenue from tourism also funds research activities 
In the preserve and development projects in the community 

Tourism also generates substantial emplovment in the community of Monteverde The preserve itself 
employs over 50 people and offers an extensive guide tralning program that gives pnority to local 
resrdents Several tourlsin-based enterprises have been establlshed In the community, including hotels, 
penslons souvenlr shops and transportatron servlces There is also a large handicraft co-operative that 
features many local products The TSC operates an information booth and has plans to build a new centre 
that will offer slides brochures and educational programs for vlsitors and residents The preserve is 
cons~dered a valuable source of information on local conservation issues 

The fact that Monteverde is a prlvate sector destination contributes to its success Members of TSC, who 
are restdents of the area have the abllity to establish pollcies and regulations on their own They can set 
and change the entrance fees as necessary to meet the needs of the preserve, taking into cons~deratlon 
factors such as visitors w~llingness to pay Flevibility to capture the benefits of ecotourism is one of the 
advantages of prrvate reserves 

2 Annapurna Conservatron Area Project, Nepal 

In the Annapilrna mountain range in Nepal, about 11 8,000 villagers live among the beautiful natural 
resources Thev are primarilv farmers, sheepherders, and hunters In the last twenty years the area has 
seen a dramatic increase in tourism, primarily trekkers, and as a consequence the construction hundreds of 
lodges and teashops along the trekking routes Tourism has brought an Increased demand for fuel, so 
forests are be~ng depleted for wood The environment has also been damaged by water pollut~on, poor 
sanltatlon and litter along the mountain trails 

Conservation organisations In Nepal became concerned about these negative impacts from tourism as 
well as the tact that local res~dents were expanding agricultural practices, putt~ng further pressure on the 
land In 1996 the Annapurna Conservation Area was created as a result of lobbying by a Nepali NGO, 
The Klng Mahendra Trust for Nature Conservatron A zoning plan allowed for multiple uses such as 
hunting and the collect~on of forest products In parts of the area Visitor fees were allocated to local 
development and management authority delegated to the village level The Annapurna Conservation 
Area Project (ACAP) was then establ~shed to help ensure that local residents received benefits from 
tourism to their area 

Tlie ACAP set up an artrsan's co-operative and a hotel management committee The committee helps to 
set prrces and standards for all accommodations in the area Since ACAP was started, roughly 700 local 
entrepreneurs have been tralned rn lodge management, finance, cooking, food hygiene and sanitation 
Tlie vast major~ty of trainees are currently employed m tourism 

Minim~slng visltor Impacts has been a priority for ACAP, whrch establlshed their headquarters withln the 
lntensrve use zone of the protected area Several conservation activities were initiated in cooperat~on with 
the local communities, including forest management, conservation education and research about the 
Impacts of visitors Lodge owners were encouraged to help maintam the tralls In 1990, a vlsltor centre 
was bullt In Pokhara, a nearby town that offers many different educational activities for visrtors and 
residents Many people are now learnlng about the natural resources of the area and threats to the 
environment To address the issue of increasing demand for wood among visitors, ACAP established a 
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series of kerosene depots so now trekkers cook over kerosene stoves rather than wood stoves The 
project has also taken the lead In planting trees tn the area 

The ACAP has set up a pract~cal entrance fee system with different rates for fore~gners and nationals 
The foreigners fee of US $13 (c~rca 1996) generates over half a mlllton US dollars yearly and 1s used to 
cover conservation and commun~ty development programs such as brtdge and trail repalrs, agricultural 
extension, and women s programmes Communtty health and santtation benefits include health clln~cs, 
rnoblle vaccunatlons and health education, latr~nes and rubbish pit construction, and ~mproved water 
supply The ACAP has ma~nta~ned a good balance between the needs of visltors and residents, and 
provtdes a good evarnple of how revenue from tourism can be used to conserve natural resources 

3 Parc des Volcans, Rwanda 

The Parc des Volcans 111 Rwanda 1s home to the rare, endangered mountain gorilla Dunng the nlneteen- 
sixties and seventies the populat~on of mountaln gor~llas In the wild decllned sharply, to fewer than 400 
indiv~duals, due to intense poachlng and habitat loss In response, the Mountain Gorilla Project was 
started in 1979 to asslst the Natlonal Park Service and the Natlonal Tourism Bureau to protect the park, 
~illlab~ted by more than 30 percent of the total gorllla populatton 

Nature tourisin boomed partlv because of the uniqueness of this nature tourlsm experience and partly 
because of Increased Interest In mountaln gor~llas result~ng from the movle Gorillas m the Mrst The park 
kept lncreaslng the entrance fee with no decrease in demand, untll ~t reached about US $180 for a one- 
hour v~sl t  wltli the gorlllas in 1990 Even wlth this hlgh fee, tour operators had booked all the available 
entry t~chets for manv sezsons W~th  t h ~ s  revenue, the park ltself became the thlrd leading source of 
fore~gn euchange for the country after tea and coffee 

Benefits were also flow~ng for local res~dents who were accompanytng tour groups as guldes and porters 
as well as selling crafts Hotels and restaurants, ma~nly outslde the lmnledlate community, were also 
mak~ng monev from increased tourism The guldes were hlghly trained and able to explain to vlsitors all 
about the gorrllas spec~es and appropriate v~sitor behaviour in thelr presence Group slze was ttghtly 
controlled and vlsltor actn IW among the gor~llas h~ghly regulated Overall, the gorillas were thnving and 
the~r  populat~on ~ncreased as vlsltor numbers Increased 
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When violent polltical confllct exploded In the reglon, almost overnight the tourism ~ndustry plummeted 
to a low polnt from wli~ch ~t has never recovered Interestingly, groups on both sides ofthe confl~ct have 
made efforts to preserve the gorlllas during the war, reallsing the~r  economic value for wh~chever s ~ d e  
attains pol~tlcal control 

Parc des Volcans IS an Important evampie of how one specles can become a major ecotourism attract~on 
and provrde a significant source of income for an entlre country It also demonstrates the critical and 
potentially d~sastrous role of external factors ln determining the fortunes of ecotourlsm Hopefully, the 
political situation wlll Improve in Rwanda and ecotourism can be rev~ved to once agaln provlde this 
coi~ntrv wlth much-needed forelgn exchange 

4 Ria Celestun Biosphere Reserve, Memo 

Ria Celestun Biosphere Reserve 1s located In the Yucatan Peninsula in Mevico and comprises about 
149,000 acres of mangroves, coastal dunes and estuaries The reserve has seven types of ecosystems and 
lies In the migratory path from Canada to South Amerlca for several bird species Over 320 bird specles 
have been tdent~fied In the reserve, including two endem~cs and the spectacular Amer~can flarnlngo 
(Macvs 1996) In 1979, the area was declared a wildl~fe refuge by federal decree and thls was upgraded 
to 'special b~osphere reserve' because of ~ t s  Importance for brrds The government is the official manager 
of Ria Celeshin although it has no operating budget or staff for the area 

The current threats to the area are overfishlng, increased agr~culture and unregulated tourlsm Visitation 
to the area began about ten years ago with fishermen bringing small groups of people to see the 
flamlngos Tour~sm has Increased significantly, with about 15,000 visitors comlng to Celestun in 1996 
Negatlve Impacts from tourism ~nclude d~sturbance of the feed~ng and reproductive patterns of the 
flamlngos from boats tahing tounsts too close to the buds 

In order to help tourlsm develop in an envlronmentally sound way and generate some benefits, an NGO 
called Pronatura Pen~nsula de Yucatan (PPY) is helping to develop a sustainable nature tourrsm 
programme for the reserve Its first goal 1s to minlmlse the problems that vlsltors are now creating To 
this end PPY has been teachlng boat gu~des about the needs of the birds as well as marking an area 
w~thln the reserve where they can travel The organisatron is also setting up an Impact rnonltormg system 
and trylng to reduce tour~st numbers by findlng other attractrons m the area for them to v is~t  

A second goal for PPY IS to advance the educational component of ecotour~sm They are produc~ng 
b~l~ngual brochures for visitors, wrltlng guldellnes for v~sitor behaviour and settlng up gu~de training 
courses A government foundation, Cultura, is bulldlng a vlsitor centre in the area Thirdly, PPY alms to 
ralse money tor reserve management It is trying to get the government to Institute an entrance fee to the 
reserve and provtdes technical asststance to the small hotels and restaurants in the area Handicrafts are 
be~ng produced locally and sold 
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A major obstacle faced by the reserve In becomlng an ecotourlsm dest~nation 1s the fact that ~t has no 
management plan, although one has been proposed by PPY and 1s under cons~deratlon W~thout a plan, a 
fee poltcy cannot be establ~shed, and wlthout a legal framework there can be no bindlng regulatlons for 
developers and tour operators Unt~l there 1s a management plan for the h a  Celestun reserve, operating 
w~thtn a legal framework, the benefits of ecotourlsm w11l remaln l ~ m ~ t e d  

5 Crooked Tree Wildllfe Sanctuary, Belue 

The Crooked Tree W~ldltfe Sanctuary, just ouis~de Bel~ze C~ty, was declared In 1984 to protect res~dent 
and mlgrant b~rds It conslsts of a network of Inland lagoons, swamps and waterways The Jablru stork, 
one of the largest flv~ng birds In the world wlth a wlngspan of 10 to 12 feet, can be seen in the sanctuary, 
wl~tch IS managed by the Bel~ze Audubon Soc~ety (BAS) 

Crooked Tree V~llage 1s located on an Island with~n a slgnlficant blrd hab~tat Historically, the prlmary 
lrvelthoods In the area have been cattle farmlng, ag~culture and small-scale commercial fishing Tourism 
has recently begun to grow In the area and many res~dents have started to part~c~pate There 1s a small 
lodge and food industry and villagers have jolned the BAS In managmg the reserve 

In 1992 the commun~ty establ~shed a partnersh~p w ~ t h  a large tour operator, Internat~onal Exped~t~ons, to 
market cashew nut products under the brand name 'Crooked Tree Cashews, cashews wzth a cause 
Cashews are natlve to the area The nuts and thelr products, such as wlne and jam, are sold to retall stores 
throirgho~it the countrv as well as to vls~tors The Cashew Harvest Fest~val, ~nit~ated by the partnersh~p 
w ~ t h  Internat~onal E ~ p e d ~ t ~ o n s ,  has attracted more tourrsts to the area as well as boostlng the cashew 
Industry 

According to local restdents, the natural resources are thrlvlng because vlsltatlon 1s st111 low However, 
because there are no formal v ~ s ~ t o r  regulatlons in the area, resource conservation w11l certainly become 
more of an Issue as tourlsm grows 

6 The Galapagos Islands, Ecuador 

The Galapagos Islands are considered by some as the ult~mate ecotourism destlnatlon The many unlque 
specles of wlldlrfe on the Islands are found no where else In the world The Galapagos Nat~onal Park was 
declared In 1959 and the first organ~sed tours began arrlvlng m 1969 led by Metropolitan Tour~ng, a tour 
operator based rn Ecuador 

The hlgh level of endem~sm In the Galapagos means that the Island hab~tats are part~cularly vulnerable to 
environmental impacts From the beglnnlng, park offic~als have been concerned about vls~tor Impacts and 
have established numerlc lrmtts for vlsltors In 1971, the Galapagos National Park establ~shed 
conservatron pollc~es for the park and requ~red that all v~s~ t lng  groups be accompan~ed by a tralned 
natural~st guide The park IS zoned for d~fferent types of use an ~ntenslve use zone accommodates boats 
w ~ t h  up to 90 passengers, kvhlle other areas allow only small boats wlth up to 12 people 

Overall, vlsttor Impacts are berng mon~tored and most consewat~on~sts feel the park IS belng protected 
However, crttlcs compla~n that the l ~ m ~ t s  are extended almost every year to make more profits Increased 
v~s~tatlon has led to v ~ s ~ b l e  Impacts such as eroslon along sens~tlve tralls, and some plants and an~mals 
have been d~sturbed when gu~des allow tourlsts to go off trarls to get a better look 

The Galapagos National Park provtdes substantla1 economlc benefits to Ecuador The entrance fee for 
fore~gners 1s Iilgh - about US $80 - with a much lower rate for nationals These fees go to the central 
government, wh~ch red~strlbutes them to the park to cover maintenance costs, as well as to other parks on 
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the mainland In 1993 US $2 6 mllllon was collected in entrance fees for the Galapagos National Park 
In a twelve-month perlod between 1990-91, vlsitors spent about US $32 6 mllllon on overall tourism to 
the park lncludlng air travel between malnland Ecuador and the ~slands, park fees, tour vessels and 
lodging These v~sitors also spent an estimated $27 5 million on the malnland on their way to Galapagos 
(Epler, 1993) 

Local emplovment assoc~ated w ~ t h  tour~sm is also lmpresslve Many migrants have recently come from 
the malnland because of the expanding tourism industry The commun~ties near the park had only about 
6 000 people in the early 1980's By 1994 this number had doubled, with 40 percent of the new residents 
directlb emploked In tourlsm-related actlvitles in hotels, as tour guldes, In the food Industry or selling 
souvenirs (Carrasco 1994) 

Overall, vlsltor lmpacts are being monltored and most conservationists feel the park is belng protected, 
although some critics complaln that the lim~ts are evtended almost every year to make more profits 
Increased klsltation has led to vlsible impacts such as eroslon along sens~t~ve trails, and some plants and 
animals have been disturbed when guldes allow tourists to go off trails to get a better look Tourism has 
also led to some conflrcts among community members There have been dlsputes over lobster fishlng, sea 
cucumber harvest~ng and shark fishlng Some residents are disgruntled by the park restrict~ons and have 
tried to destrov some of the w~ldlife, hilllng tortoises and settlng fires However, with the high level of 
~nternational Interest 111 this area, the Galapagos will llkely remain a spectacular slte to v~sl t  

7 John Pennekamp Coral Reef State Park, USA 

John Pennekalnp Coral Reef State Park In Flor~da was establ~shed m the nmeteen-sirt~es and was the first 
underwater park In the United States It covers about 70 nautical square miles of coral reefs, seagrass 
beds and mangrove swamps adjacent to the Key Largo Natlonal Marine Sanctuary The parh has over 
50 000 acres of submerged land and over 2,000 acres of terrestrial lands More than 500 specles of fish 
and 55 varieties of coral are found In its waters Visltors come to scuba dlve, snorkel, sad and ride In 
glass-bottom boats There are 47 campsltes, all w ~ t h  electrical hook-ups and water supply 

John Pennekamp Coral Reef State Park has established a number of parknerships' wlth volunteers who 
pertorm a varletv of fiinct~oiis They lnalntain the camps~tes and other facilities, offer environmental 
education programmes for vlsltors, Improve trails and work with local schoolchildren on special projects 
for the park 

The economlc impacts of the parh are substantial The park charges entrance fees of about US $5 per 
vehlcle The user fee for campsltes 1s US $25 The park also has a profitable concession agreement with 
the prlvate sector to operate boat tours The concession operator pays US $25,000 or 12 5% of revenues 
(whichever 1s greater) to the park on a monthly basis All of the revenue to the park goes to the Flor~da 
State Parh Trust Fund to be dlstr~buted among the parks in Florlda Income from John Pennekamp 
exceeds its budget needs of US $200,000 annually, so this park helps to fund other parks (TSS, 1997) 

In terms of natural iesource conservation, there are questions about how well the wildl~fe is surviving so 
many vls~tors to the park It seems the park is managed for maximum economic gains with the unoffic~al 
vlsrtor carrying capaclty clted as the number of places In the parking lot (TSS, 1997) This park is 
sometimes regarded as a 'sacrificial' parh, one that makes money but sustalns hlgh unpact from vlsitatron, 
thereby helplng to relteve the pressure on other natural areas While sometimes there is good justlficatron 
for this Llnd of park, maintaining the core resources is clearly an important Issue for ecotounsm and an 
Impact monitoring programme 1s essentlai 
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8 Bona~re Marlne Park, Bona~re 

The ~sland of Bonalre has a unlque marlne park that was establ~shed m 1979 The park encompasses 
about 2700 hectares and protects the valuable coral reefs encircling the entire island Bonaire Marine Park 
1s a world-class scuba dlvlng area Conslstentiy voted as one of the five dlve destlnatrons rn the world, 
the park has 86 marked dlve sites and a system of more than 70 moorings used by dive operators 

The park 1s managed bv an NGO, the Netherlands Ant~lles Nat~onal Parks Foundation (STZNAPA) 
STINAPA has a voluntarv board of local professionals responsible for the dec~sion-making, finances and 
personnel for the area The day to day management of the park 1s carried out by a full tlme manager, 
ch~ef  ranger and hvo add~tlonal rangers, who comprlse the 'Reef Patrol' Four other staff members, 
~ncludrng admlnlstratlve staff, are shared between the park and STINAPA 

Bonalre has a strong record of protecting ~ t s  marine resources through environmental laws and 
regulat~ons Spearfishlng was banned In 1971, coral was declared protected in 1975, and In 1982 
moorlngs were installed In the Mar~ne Park The park has an e ~ t e n s ~ v e  research and monltorlng program 
A 1995 studv of the area conducted by the Reef Env~ronmental Foundation concluded Bona~re s waters 
have more specles of fish than occur anywhere else In the Caribbean 

The Bonalre Marlne Park attracts more than 26,000 divers a year who spend an estimated US $30 million 
a year In Bonalre The park's US $10 admlss~on fee is used evclus~vely by the marlne park Tourism IS 

prov~ding economic benefits used to malntain the area, produce educat~onal materials, emplov park 
rangers and provide a vlsltor centre 

THE EVOLUTION CONTlhWES 

There are man., more natural attractlons around the world that are not quite as advanced along the path to 
ecotourlsm as the evatnples presented here Ecotourism destinations face many difficult~es In getting 
establlslied Common problems Include a lach of access to informatton, trainlng and technical assistance 
tor developlng attractions Falluie to establ~sh partnerships wlth establ~shed tourism interests mlght mean 
that small remote attract~ons mlss out on the wlder vlsitor market Inaccess~blllty due to poor roads can 
also keep vlsltors awav Headlng the list of obstacles to ecotourism development, however, are financial 
constralnts and a lack of pol~tlcal support 

Flnanc~al constralnts can prevent attract~ons from lnvestlng In programs that could actually generate more 
Income such as concession areas or tralnlng In buslness management Even creating and dlstributlng a 
promot~onal brochure IS beyond the capacity of some small enterprises Envlronmental management and 
rnon~torlng programs, though essential for the long-term success of ecotounsm destinations, are evpenslve 
and often neglected, leadlng to excessive vlsltor Impacts Fundlng defic~encres may stem from a lack of 
lnformatlon about potential donors, In the case of protected areas, or reluctance on the part of the pr~vate 
sector to rnvest In new and perhaps uncertain ecotourism ventures 

The lack of pol~tical support 1s particularly not~ceable In the case of protected areas or proposed protected 
areas Parks are not a top priority tor government officials, and the conservatton of natural resources IS 

st111 not considered an urgent Issue In many developlng countries Wlthout the necessary pollcy and legal 
framework, protected areas can not take full advantage of ecotourism opportunities Polltical authorities 
often acknowledge the Importance of economic development in rural commun~tles, where the greatest 
potentlal for ecotour~sm I~es, but fall to prov~de adequate assistance to support ecotourlsm development, 
silch as low-lnterest loans or tralnlng programs 
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After a decade of evolv~ng, ecotourism remains a popular concept worldwide, but much remalns to be 
learned about its pract~cal application and value to resource conservat~on and economic development It 
seems clear that few sites are currently pos~tloned to maxlmlse the benefits and rninlmlse the costs of this 
industry However, the documentat~on of a growing number of ecotourisrn success stones may provide 
convincing evidence to governments and donors that ecotour~sm development deserves both financial and 
pol~tical support 
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CONCLUSIONS AND RECOMMENDATIONS 

The objectives of t h ~ s  studv were to determine to what extent tourlsm is providing sustainable economic 
benefits to local communit~es and contribut~ng to natural resource conservation at selected sltes utilised as 
nature tour~sm attractlolls In Jamalca and to lnvestlgate the factors promoting success ~n ecotounsm 
enterprises 

In this sect~on we prov~de a summary of how well the sample sites Investigated are accompl~shlng the 
goals of ecotour~sm based on the evaluation crlterla established for the study We llst factors that are 
bel~eved to contribute to the success and/or v ~ a b ~ l ~ t y  of ecotourism in the Island and examples of success 
factors from ecotourlsm attract~ons in other countries around the world Factors identtfied as constraints 
to ecotourisln are also discussed F~nally, we make recornmendations for mprovmg the ecotounsm 
potential of lama~ca These recommendations may be useful primarily for developers and managers of 
attract~ons and the personnel of government agencles responsible for fac~litatlng tourism (includmg 
ecotour~sm) In Jama~ca 

We evaluated the success of the attract~ons on the extent to whlch they were achieving the folIowlng 

1 Creating income-generation opportunities In the area, especially for resource users, 
2 Increas~ng natural resource protectlon In thelr areas of operation, 
3 M ~ n ~ m ~ s ~ n g  env~ronmental Impacts assoc~ated w ~ t h  their presence and activities, 
4 Promot~ng env~ronmental awareness of v~sitors and residents, and 
5 Manag~ng the soc~al and cultural impacts of tourism 

The conclusions of thls studv are discussed under the following headings 

Econom~c and commun~ty benefits of ecotour~sm 
The role of ecotour~sm In resource protection 
Factors affecting ecotourlsm potentla1 

Everv slte examlned In this study IS unique in terms of natural resources, community setting, and potentla1 
benefits of ecotourlsm Although we have Identified some common factors and principles, the cond~tions 
required for v ~ a b ~ l ~ t v  economic benefits for local people, and long-term protectlon of natural resources 
are complex and rn man> Instances bevond the immediate control of the management of attract~ons A 
synopsls ot our evaluat~on of the five maln sites is presented in Table I (Conclusions) 

Ecotourrsrn ~n Jamaica an econornrc and envrronrnental assessment of selected srtes 57 



Conclus~ons and Recommendat~ons DEMO Project 

Table 1 (Conclus~ons) 
SUMMARY OF EVALUATION RESULTS FOR CASE STUDIES 

Economlc and communrty benefits of ecotourtsm 

Employment All five of the attractlons are generating Income for local people to some extent by 
provldlng revenue for owners and jobs for local people, especially those employed as tour guides The 
number of full-time jobs created by each attraction ranged from 7 to 35 In most cases salary levels were 
the same or somewhat better than those of alternative employment optrons ~n the communlty 

Evaluat~on 
C r ~ t e r ~ a  

Vxabll~ty of the attractlons All of the attractlons investigated were experrencrng problems that were 
threatening thelr economic viablllty Crltical vlabillty factors rncluded the following 

VALLEY 
HIKES 
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YS FALLS BLACK RIVER 
TOURS 

COCKPIT 
COUNTRY 
ADVENTURE 
TOURS 

Prov~des 
economlc benefits 

Protects natural 
resources 

M ~ n ~ m ~ s e s  
env~ronmental 
impacts 

Promotes 
env~ronmental 
iwareness 

iVIanages soclal 
~rnpacts 

CRANBROOK 
FLOWER 
FOREST 

Yes Prowdeb 
slgn~ficant 
emplovment to 32 
l o ~ a l  people 
bus~nesses and 
transportation 
sector 

Yes on slte L~ttle 
influence outside 
of slte though slze 
ot site provldes a 
buffer from 
external threats 

Yes very well 
Strlctly enforced 
environmental 
pol~cles to 
m ~ n ~ m n e  impacts 

Somewhat Will 
~mprove wlth 
planned vis~tor 
centre 

Yes 

Yes to owners 
employees 
restaurants and 
tour operators (the 
latter get most of 
the benefits) 

No tang~ble 
conservation 
Tourism mlght 
help to st~mulate 
protection by 
demonstrating the 
economlc value of 
resources 

No Could do 
more to reduce 
lmpacts of boat 
operations and 
should not be 
feedlng the 
crocodiles 
Somewhat by 
providing llm~ted 
~nformatlon on 
tours 

Somewhat 
Although 
harassment IS not a 
problem many 
local people feel 
excluded from 
benefits of 
tourlsm 

Yes to guldes 
attraction owners, 
the transportation 
sector some 
farmers and 
craftspeople (sale 
of goods) 

Yes to a l~mited 
extent in area of 
operation (trail 
maintenance and 
seeding) Actlve 
In advocacy to 
promote land 
stewardsh~p but 
external threats 
are severe 
Yes Impacts are 
m~nlmal 

Yes for staff and 
vlsltors More 
EE needs to be 
done ~n the 
community to 
help prevent 
env~ronmental 
damage irom 
farming 
Yes local people 
are fully 
integrated Into the 
attractlon 

Yes to gu~des 
transportation sector 
B & Bs, food vendors 
Other spin offs for 
locals are being 
developed 

Yes in terms of local 
use of sltes No control 
over other severe 
external threats 
Tourism may help to 
generate pollt~cal 
support for protection 
STEA s soil 
conservation project 
has positive lmpact 
Yes Impacts are 
m~nlmal 

Yes for gu~des staff 
vlsltors f m e r s  and 
local youths More EE 
needed m community 
at large as resources 
are belng degraded by 
unsustainable 
explo~tatlon 

Yes local people are 
fully integrated Into 
the attractlon 

Yes to 
employees and 
transportatlon 
sector and 
suppliers of 
goods Spln off 
opportunltles are 
llm~ted 
Yes on slte 
Llttle ~ n f l u e n ~ e  
outslde of site 
External threats 
are lncreaslng 
although slze of 
slte provldes 
buffer 

Somewhat but 
could lrnprove 
some areas such 
as waste 
management 

Too early to say 
as EE plans have 
not been 
implemented 

Yes 
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The lncreaslng cost of operatrons In the context of I~mited carryrng capacrty and Jamarca's unstable 
economy 
High cost of debt servicing for s ~ t e  development and operation (in the case of Cranbrook Flower 
Forest) 
Envrronmental threats from pollutron, deforestatron, unsustarnable resource explortation and poor 
stewardsh~p of agr~cultural lands (all cases) 
Degradation of the resources from tour operat~ons (In the case of the Black h v e r  Safari tours) 
Low vlsitatron rates (all except YS Falls and Black h v e r  Safarr tours, which had the opposite 
problem) 

A summary and assessment of factors assoc~ated wrth the vrab~lrty of each attract~on is presented in Table 
2 (Conclus~ons) 

Goods The local sp~n-offs from tourrsm-related goods are fairly l~mlted Goods purchased from local 
and reg~onal busrnesses are mainly related to s ~ t e  maintenance or tour operat~on and not goods purchased 
by tounsts, evcept for those marketed d~rectly by the attract~ons or sold m thew gift shops Wh~le 
merchandrslng has been a successful tool for Income generation rn some US parks, notably the Cal~fornra 
State Parks, even the most Innovative merchandising we found -that of Valley Hlkes, with therr attractive 
T-shirts, bags and area maps - has not been very successful at generating revenue In t h ~ s  case we can not 
say whether the problem has to do wlth the type or quality of the souvenlrs, the marketing and sales 
efforts, or the purchas~ng power of the type of tourrsts v~siting the attraction 

Interest~ngly a very small proportion of v~sltors to these sites clalm to be Interested in souvenirs, yet 
crafts and souvenlrs are among the most common potentral sp~n-offs named by people assocrated with the 
attractions There IS a defin~te lack of unlque or s~gnature craft rtems or souvenlrs associated wrth these 
attract~ons Where crafts are ava~lable they are usually no drfferent from those found In the resort areas, 
where the vlsltors have usuallv had ample t ~ m e  to shop before v e n h ~ n g  out to remote attractrons If 
local crafts are to be developed for tounsts' tastes, there must be some market research and educatron of 
the people about what ecotourlsts are llkely to want 

Ecotour~sm ~n Jamalca an economrc and environmental assessment af selected srtes 59 



Conclus~ons and Recommendat~ons DEMO Project 

Table 2 (Conclus~ons) 
SELECTED CHARACTERISTICS AND VIABILITY FACTORS FOR ATTRACTIONS 

Serv~ces In the service sector ecotourlsm 1s provldlng s~gnlficant benefits to local concessionaires, 

restaurants and roadstde food vendors, and the transportation sector, particularly the major tour 
companles that bring forelgn tourlsts to the well-established attractions Spin-offs in the accommodat~ons 
sector are expected to increase as more residents gear up to provide 'bed and breakfast' lodg~ng to 
ecotourlsts However at present the supply of accommodat~ons m the areas near to the attract~ons 
investigated appears to exceed the demand created by vls~tatlon to the attractions, ma~nly because the 

Land ownersh~p 
Status of landls~te 
Costs of s ~ t e  
development 
Costs of slte 
msnagement 
Number of employees 
Fees (US %) 
Number of v ~ s ~ t o r s  
Target groups of 
v~sltors 

Econom~c value of 
ecotour~sm for locsl 
peoplq compared to 
sitern?tmes 

Crltlcll v ~ a b ~ l ~ t y  factors 

Other v~sblllty factors 

Recommendatrons 

Long-term economlc 
potentla1 of ecotour~sm 
s t  these sltes 
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YS FALLS 

Pr~vate 
Managed 

Hlgh 

Hlgh 

33 
$10 I dav 
If: 30 000 1 year 
W ~ d e  range 

Better than 
altemat~ves ~n 
area but tor a 
I~rn~ted number of 
people 
lncreaslng cost of 
operations ~n the 
contevt of 
Ilm~ted carrylng 
capacltv and 
unstable 
economy 
External threats 
(\.c atershed 
damage) 

Plan to Increase 
entrance tees 
parallel to 
~ncreased costs 
beeh agreement 
wlth tour 
companies or find 
alternatives 
L~hely unless 
economlc 
cond~tlons 
detenorate 
drastically 

BLACK RIVER 
TOURS 

Publ~c 
Unmanaged 

Low 

Low 

7-10 each 
$15 /tour 
> 80 000 1 year 
W ~ d e  range 

S~rn~la r  to 
nltemat~ves or 
sl~ghtly better but 
onlv for a few 
people 
Degradation of 
the resources 
from a varlety of 
factors ~ncludmg 
tour operations 
and pollut~on 

Soclal conflicts 
over resource use 
and benefits hlgh 
cost of tour 
packages 

Legal protectlon 
and establrshed 
gu~dellnes for all 
act~vities 
according to 
carrylng capaclty 
of resources 

Decllnlng Will 
depend on 
etfect~ve 
regulation of 
resource use 

VALLEY HIKES 

Publlc 
Part~ally managed 

Low 

Med~um 

18 guldes 
$20 - 170 1 tour 
< 300 /year 
Adventure tourlsts 
nature tourlsts 
hlkers 
Valuable as a 
supplement to other 
llvellhoods 

Env~ronmental 
threats from poor 
stewardsh~p 
especially m 
agriculture, 
low vultat~on rates 

Regulation and 
I~censing issues 

Educat~on and 
enforcement 
regard~ng Land use 
marketing of 
destlnat~on as a 
whole 

Posslble but 
depends on status 
of resources and 
vlsltatlon to 
Portland as a 
dest~nat~on 

COCKPIT 
COUNTRY 
ADVENTURE 
TOURS 
Publ~c 
Partially managed 

Low 

Low 

8 guldes 
$20 - 40 / tour 
< 500 /year 
Nature tounsts 
sclentlsts students 

Valuable as a 
supplement to other 
llvel~hoods 

Env~ronmental 
threats from 
resource 
evploltatlon 
low visltatlon rates 

P e m ~ t  and 
l~censlng issues 

Legal protection of 
area enforcement 
of exlstlng laws 
env~ronmental 
education regarding 
land use 

Poss~ble but 
depends on status 
of resources and 
ablllty to manage 
and market them 
for tourlsm 

CRANBROOK 
FLOWER 
FOREST 

Pr~vate 
Managed 

H ~ g h  

H ~ g h  

20 
$5 50 I day 
< 5 000 / year 
W ~ d e  range 

Sim~lar to or 
slightly better than 
farming (the maln 
altematlve for 
workers) 
Low vlsltatlon 
hlgh cost of debt 
servlclng for slte 
development and 
operation 

Incomplete product 
development for 
ecotourlsm 
~mpendlng 
degradat~on of 
adjacent lands 
Improve 
lnformat~on 
servlces and 
mechanisms to 
sollclt Income 
market to spec~fic 
target groups 

L~kely ~f start-up 
per~od can be 
weathered 
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majority of vrsrtors are day-trrppers from established resort areas Destlnatlon marketing IS one approach 
belng taken to try to Increase stopover vlsltatlon to these areas 
Other cornmunlty benefits In the case of the community-based ecotourism enterprrses, tour~sm 1s 
prov~ding some economic benefits from conservatron that can not be calculated For example, Valley 
Hikes malntalns tra~ls used extensively by farmers in the RIO Grande Valley, and economic benefits are 
derlved from so11 conservat~on In the CocLprt Country promoted by S E A ,  the parent company of 
Cockpit Cot~ntry Adventure Tours Two of the prrvately-run attractlons, YS Falls and Cranbrook Flower 
Forest were also lnvolved In assrstlng local resrdents m a varrety of ways 

The role of ecotourlsm In resource protect~on 

Internal envlronmental impacts Most of the attractlons lnvest~gated are successfully mlnlmlsing the 
env~ronmental impacts associated with therr own presence and actrvitles, malnly through strrctly appl~ed 
environmental po l~c~es  and guldellnes, environmental educat~on of thelr staff, guldes and visitors, and 
v~grlance 111 lnonitorrng the numbers and behavrour of visltors Only one type of attract~on, the boat tours 
on the Black Rrver, was judged to be contr~butlng to env~ronrnental degradatlon m ways that could be 
reduced or avoided 

Resource conservat~on In terms of ecosvstem protect~on on a broader scale, however what we are 
seelng 111 Jama~ca IS that there IS Ilttle, ~f any, natural resource conservatlon occurring m the areas 
surroundrng the attractlons as a result of tourism However, tourrsm 1s helprng to protect some fauly 
large tracts of private land by generating Income that allows the land to remaln undeveloped for 
alternative uses, but rt IS onlb happening by virtue of the prlvate ownershrp and control of the land All of 
the attractions are fac~ng lncreas~ngly serlous environmental degradatlon, malnly deforestatron and 
pollut~on from sources largely beyond therr immed~ate control Also, damage to nature tour s~ tes  by the~r  
recreat~onal use by local residents poses a threat to the ecotourism potentral of many natural beauty spots 
In Jama~ca, part~cularlv caves, sprrngs, rivers, and waterfalls 

The short-term economrc potential of ecotourrsm for local commun~tres 1s at present very l~mrted The 
incentrves for resource protect~on are more lrkely to come through educat~onal and outreach programs to 
improve stewardship by farmers and other resource users, as demonstrated by STEA w ~ t h  thelr so11 
conservation program Ult~mately the legal protectron of the resources and enforcement of conservation 
measures will be essentral for the long-term survlval of ecotourlsm in areas with open publrc access 

Environmental educat~on Increased awareness of Jamaica's natural resources appears to be a 
slgnlficant benefit of ecotourlsm, especially for local people Programs such as STEAYs "Youth for the 
Envrronment' are a great way to stimulate the local demand for ecotourlsm whlle educating people about 
tlielr natural lier~tage and environmental conservatron Funding for thrs program has also generated 
benefits for the local cornmunlty as well as the tour and transportation companies Involved 

To address external env~ronmental threats the concerned managers of some attractlons are involved In 
cornmunlty envlronmental education programs and projects as well as advocacy efforts d~rected at 
persuading the government to enforce environmental laws and/or establ~sh protected areas For these 
managers, provtd~ng opportunrt~es for local people to learn about ecotourism, be involved In ecotounsm 
development In their commun~ty, and to benefit financially are seen as key factors In promoting 
conservatron of the natural resources on whlch ecotourlsm depends For other managers, lnvolvrng the 
commun~ty In ecotourlsm 1s not a particular goal of the attraction 

Changes In behav~our If the economic benefits of tourlsm are to provlde lncentlves for resource 
conservatlon some of the people damaglng or harvesting the resources wrll have to be converted to 
tourlsm entrepreneurs Whlle thls has been achleved with fishermen In Bellze becomrng water taxr 
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operators and snorkell~ng gu~des, ~t 1s h~ghly unl~kely to succeed w ~ t h  most farmers and yam stick 
contractors In Jama~ca In real~ty, the people who are cutting down the forests m Jama~ca are dolng what 
they can to make a certaln profit In a short time (whlle the trees last), In contrast to the long-term vislon of 
those who seek to benefit from ecotourlsm As ment~oned above, resource protect~on will only come 
about through Improved stewardship by all resource users, backed up by legal protect~on and enforcement 
measures 

Factors affecting ecotourlsm potentla1 

The potentla1 of ecotour~sm to provide sustained economlc benefits wlll ult~mately depend on the 
attractions' long-term financ~al v~abllity Thls, in turn, wlll depend on many other factors, some related to 
the policies and management of the attract~ons themselves, and some beyond the~r  control Factors 
largelv beyond the control of managers Include envlronmental degradat~on from external sources, the 
Image of Jama~ca as a tourlsm dest~nat~on, the lncreaslng economlc costs of operating attractions, and the 
11mlted carrylng capaclty of the sites on whlch thelr busmess IS based 

Among the most Important management considerat~ons affectmg the v~abil~ty of the attractions are thelr 
abllity to protect the natural resources on whlch they depend and to create a mutually beneficla1 
relationsh~p betw-en the attractlon and the residents of surrounding communltles Viabll~ty will also 
depend on how well managers develop thelr ecotourism product or actlvity and market the attractlon to 
the approprlate target audiences 

External env~ronmental factors Deforestat~on and env~ronmental pollution are perhaps the most 
serlous threats to ecotourlsm in Jarna~ca Unfortunately, deforestation IS a w~despread problem In 
Jainalca, and there are manv constraints to the lmplementatlon of effect~ve forest conservatlon measures 
For example where t~mber IS cut on unmanaged publlc lands, there is no lncentlve for sustainable 
harvesting, and reforestation efforts are li~ndered by a chronic shortage of tree seedlings (USAIDIJamalca, 
1998) 

Waste management emerges as an Issue of nat~onal Importance In terms of envlronmental threats to 
ecotour~sm (and tourlsln In general) Garbage - part~cularly d~sposable plast~c soft dnnh bottles-IS seen 
everywhere 111 vlllages and townships on s~dewalks and roads, In gull~es, on paths and tra~ls In the forest 
This IS a matter to be dealt wtth both by education and enforcement However, the present anti-litter law 
IS Inadequate and needs revlslon 

In order for anv ecotour~sm project to be sustainable, ~t IS essent~al that managers or operators of tours or 
attract~ons become involved In addresung the external envlronmental threats to the slte There are no 
qulck solut~ons to resource conservation There must be a long-term comm~tment to the sustainable use 
and conservatlon of ecologically important areas 

Carrying capaclty Econom~c benefits from nature tourlsm are llm~ted by the f rag~ l~ ty  of natural 
attractions and the need to restr~ct vlsltatlon in order to preserve them While the more spectacular sltes 
sucl~ as YS Falls may attract a greater numbers of v~sitors, they requlre more intensive and costly 
management measures In order to facll~tate sustainable use of the s ~ t e  for tourism If vls~tation is kept 
wlthln the llm~ts of the carrylng capacity of the s~te ,  currently the only sure way to Increase revenues (and 
benefits) 1s for the entrance fees to be Increased This was one of the poss~bil~ties we ~nvest~gated 

Vis~tor  stat~stics and market research Although not statist~cally s~gnlficant due to the small sample 
slzes, the vlsitor surveys provided some lnslght into the expectat~ons, preferences and wlIiingness to pay 
of vlsltors to natural attract~ons In Jama~ca In general, we found that foreigners are malnly seeklng 
unspoilt natural s~tes  to enjoy s~mply for the~r  scenlc beauty and w~ldl~fe,  while many local vlsitors regard 
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natural sltes as conven~ent settlngs for soc~al or family get-togethers To overseas-based vis~tors, the most 
valued attr~butes of ecotourlsm attract~ons are thelr "naturalness" - unspoilt natural beauty in a peaceful, 
qu~et  setting To many of the local visltors, the s ~ t e  would be enhanced by music, entertainment, special 
events, or opportunltles to particlpate In games or other phys~cal ac t~~r~t les  Stnce most of the vis~tors are 
foreigners and they prov~de by far the majorlty of Income for these attract~ons, managers should carefully 
welsh the consequences of ~nvestlng in additional servlces that might be outside of the scope of nature 
tour~sm and detract from the natural values of the s~tes  

In general we found that most attractlons do not have effectlve mechanlsms of gathering and analyslng 
lnformatlon about the~r  visltors Improved collection of vlsitor statistics 1s needed both at the site level 
and at the natlonal level wh~ch requlres an approach designed to assess the economic value and potent~al 
of different lnarhet sectors such as ecotourism, her~tage tourism, and other promising niche markets 

A new approach to market research m~ght reveal the answers to some questions we encountered durlng 
t h ~ s  sntdv For example we thought lt would be Interesting to determine the proportion of visitors to 
major nature attractlons from all-~nciusives as opposed to other types of accommodations We wondered 
whether ~t would be worth market~ng ecotourlsm attract~ons to "all-~nclus~ve" tour~sts already m the 
Island or whether ecotourism mdrketing had to target a completely different type of potential tourist 

W~lllngness to pav We found that the matter of tourists' willingness to pay for attractions depends 
largely on how much thev have to pay for transportatlon to the site For YS Falls and the Black h v e r  
boat tours, w~thout exception, all of the vlsitors who had paid for tour packages to these attractlons 
lnd~cated that the tour package was too expenslve In contrast, all of the fore~gn tourists who had 
arranged their own transportatlon found the entrance fees reasonable or Indicated that they would be 
~11111ig to pav more (up to double the entrance fees in some instances) We conclude that tour packages 
seem to be expenslve compared to the portlon golng towards the entrance fees of the attractlons 
themselves and thelr h~gh  costs are affecting vis~tors' value-for-money judgements and the v~ability of 
the attractlons themselves especially in light of thew need to l lm~t visitor numbers Elsewhere in the 
transportation sector rates vary greatly for tourlsts and locals, and between lndivldual operators for the 
same destinat~ons Some tourlsts sald they felt they were being "ripped of?" because of the double 
standard for locals and foreigners 

Product development Most of the attract~ons neglected to use sufficient natural hlstory or cultural 
heritage lnformat~on to help promote thelr attractlons or market them to a more dlverse audience For 
example bv lncorporatlng lnformat~on about the historic significance of the Black k v e r  area, the safar~ 
tour attractions mlght brlng In tourlsts pr~marrly interested In arch~tectural or cultural her~tage, not just 
those keen on seelng crocodiles These attractlons have also not made the best use of their bases of 
operation by e~nphas~s~ng  the historlc associat~ons of thelr own sltes or uslng them as settlngs for 
Interpretive d~splays Prov~dlng v~sual and printed lnformat~on about the slte is a practical way to 
enhance the vlsitor s evperlence and improve the quality of the attraction w~thout developrng addit~onal 
servlces and act~vltles 

There is also a need for lnnovatlve developments such as heritage tralls, nature tralls, roads~de nature 
reserves w ~ t h  Interpretwe slgns, ecotour~sm programs for children (such as nature camps and field trips), 
and other mechanlsms for lmprovlng the image of Jamaica as an ecotourism destination 

Market~ng Nature, culture adventure, and sports are currently the four maln tourlsm motivators 
(Rlcardo Betancourt, In a presentat~on at the Green Tour~sm Conference, Port Antonlo, May 2-3, 1998) 
However, according to Patullo (1996), " the emphas~s among Car~bbean governments has been to 
develop rna~nstream tourlsm, to Improve the amval stat~stics (which ~nevitably has a social and 
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env~ronmental Impact) with market~ng campalgns and so fuel that 'eng~ne of growth' " We suggest that a 
different approach will be necessary to facil~tate the success of ecotourlsm in Jamaica 

The marhetlng of ecotourlsm attract~ons In Jamaica m~ght  poss~bly be Improved ~f there were greater 
appreclatlon among Jamaicans for the nat~ve wildl~fe and resources More effort and resources must also 
be put Into developing and promoting niche markets with~n ecotourlsm, such as commun~ty tourism, 
heritage tourlsm (historv archaeology, architecture, folk culture, and so on), research tourlsm, and 
education toilrlsm 

Communltv ~nvolvement The Issue of community ~nvolvement 1s qu~te  compl~cated The best 
examples are found In NGO-driven ecotourism ventures such as Valley Hikes and Cockp~t Country 
Adventure Tours, both of wh~ch have a very ho l~s t~c  approach to commun~ty development Wh~le  the 
economic benefits are much less than at some of the private attract~ons, the people of the area have a 
real~stic ~ d e a  of the situation and are not overly dependent on tounsrn Two of the prlvate attractions - 
YS Falls and Cranbrook Flower Forest - are very well Integrated w ~ t h  local commun~ties, but the others, 
the Black R~ber safari tours, are seen as competitors with local people, both for the use of the natural 
resources and the economlc benefits of tourism At least one manager d ~ d  not agree wrth the premlse that 
the local commun~tv should be involved In planning an attract~on and have opportun~ties to der~ve 
economic benefits and wondered why other people should be allowed to tell him what to do w ~ t h  h ~ s  own 
money 

The matter of determlnlng stakeholders for a private slte or Indeed any natural resources remalns a 
sensitlve Issue For euample, the entire c ~ t v  of Montego Bay relies on water suppl~ed by the recharge area 
of the Cochp~t Country but the protection of t h ~ s  unlque ecosystem has been left to a handful of 
sc~ent~sts, euv~ronmentalists, and concerned res~dents of communltles on the edge of the area Another 
unanswered question regard~ng communitv ~nvolvement was the extent of a landowner's obligat~on to 
develop 111s land In accordance w ~ t h  the needs of the people around him Apart from an obligation to 
practise sound stewardship of resources, does the prlvate landowner have an obl~gation to involve h ~ s  
neighbours 111 the benefits of ecotour~sm development? 

The need for protected areas Accord~ng to the Env~ronmental Profile of Jama~ca (GOJ and F~eld, 
1987) 'Jamaica has been slow In developing nat~onal parks for conservation, watershed protectlon and 
recreational uses The Issue has not been seen as sufficiently important by the general publ~c, and 
governments have been reluctant to release scarce resources for a project the value of which appears to 

1 

brlng benefit only In the long term " Whlle this may have been true a decade ago, there is now 
widespread agreement among many sectors of the Jama~can publ~c that protected areas are essential for a 
var~ety of economlc and env~ronmental reasons Thls has also been acknowledged by the Government of 
Jamaica and expressed in several o f f~c~a l  pol~cy documents 

Pollcy, reguiat~on and llcenslng One s~gnificant obstacle to the development and marketing of nature 
tours is the absence of a suitable pol~cy and practical regulat~ons for both tour operators and groups 
concerned w ~ t h  the use, management and protectlon of natural areas located w~thin the public domain (for 
example, government-owned Forest Reserves) Partly for thls reason, the ecotourlsm potentla1 of 
wilderness areas such as the Cockp~t Country remalns largely untapped Ex~stlng use of these areas for 
nature tour~sm or sc~ent~fic research provtdes few economlc benefits for local people, and there are no 
mechanisms 111 place to allow revenue to contr~bute to resource consematlon 
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The evlst~ng regulator\. framework does not facil~tate the needs of small-scale, low-lmpact ecotourism 
projects, which nevertheless have the potential to provlde some economic benefits, however I~mited, to 
local residents, as well as the ma~nly intang~ble but important role of environmental education In terns of 
government requirements, the main stumbling blocks for small-scale ecotourism projects include 

Perm~t and l~cence requirements from the NRCA (wh~ch involves applicat~on and licence fees) 
Licence from the Jamaica Tourlst board 
Publ~c L~abillty Insurance 
' Proper secur~tv arrangements" (uniformed guards from companies approved by the Ministry of 
Nat~onal Security) 

One po~nt we would l ~ k e  to make is that all tourism ent~ties should be requ~red to be 'green' and to fulfil 
bas~c de\elopmental and operational standards Aslde from this, regulat~on and licens~ng interventions 
should be kept to a minimum and the private sector allowed to take the lead In developing unlque 
ecotourlsm attractions that contr~bute to conservation We see progress towards thls Ideal rn the form of 
the Government's recent Green Tourism Conference and the Independent 'greenmg' efforts of the prlvate 
sector Another ~ndication of the trend towards making all tourism 'green' is the fact that the Annual 
CTO Conference on Ecotour~sm has now been superseded by an annual conference on 'Sustamable 
Tourism " We await with Interest the results of the Master Plan for Susta~nable Tourism now under 
preparation 

The image of Jama~ca soc~al and cultural factors The success of ecotourism m Jamaica depends on 
the Image of Jamaica as a tourism destination on the world market, and that In turn depends on how the 
destination 1s marketed as well as the feedback from vlsltors about their experiences The problem of 
tourist harassment has In recent years tarnished Jamaica's image as a tounsm dest~nation, and if not 
el~m~nated or reduced w ~ l l  be detrrmental to the growth of tourlsm here Unpleasant encounters with local 
people will certainly tend to deter vlsltors from returning to Jamalca, and bad publ~c~ty  may keep others 
away The inctdence of violent crlme In Jarna~ca is a national problem that needs urgent attention, and 
not just for the sake of tourlsm 

Whereas In an urban resort centre tourists might evpect and tolerate a certain level of "hustling," those 
seek~ng i~nspolled natural attractlons and contact with ordinary Jamaican people may be espec~ally 
sens~tlve to harassment encountered on an "ecotour " Great care must be taken to develop and manage 
ecotourism sltes and attractlons In such a wav as to avoid the growth of a harassment problem from area 
residents In areas with ecotourlsm potential, educat~on and trainlng for ecotour~sm development can help 
to keep residents' expectations of the benefits of tourism on a realist~c level, help to generate goodwill of 
the commun~tv towards tourists, and Improve security In general, privately owned sltes and attract~ons 
stand a much better chance of avo~ding a harassment problem than Government-managed attract~ons, 
where the control of surrounding areas is ineffective or non-exlstent 

I 

Success factors for ecotour~sm attractlons 

The attractlons have diverse and ~nterest~ng settings, all of them with visrble wildlife, especially b~rds, 
beautiful trees (mangroves In the case of Blach River), and access to rlvers Some have spectacular 
assets - flagsh~p species such as crocodiles In the Blach h v e r  or the splendid waterfalls at YS 
The sites have been developed in harmony w ~ t h  natural and cultural surroundings and thew 
lnfrastructure 1s env~ronment-frlendly 
The attractlons have environmental policles and operate along 'green' guidelines In order to protect 
natural resources 
As part of carrylng capac~ty polic~es the attractlons have set conservative l ~ m ~ t s  to vlsltor numbers 
even without hard data on l ~ m ~ t s  of acceptable change 
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Conclus~ons and Recommendattons DEMO Pro~ect 

The attract~ons effectively mon~tor and control v ~ s ~ t o r  Impacts 
The sites are access~ble 
The attractions have implemented safety measures and guideslstaff have been properly trained 
The sites are relat~vely secure and perceived to be safe 
The attractions are well ~ntegrated ~ n t o  the surround~ng commun~ty, e~ther through longstanding 
harmon~ous relat~onships w ~ t h  property owners (as In the case of YS and Cranbrook) or by dellberate 
efforts to ~nvolve local people in tour~sm through membersh~p m the organisat~on operating the 
attraction (as with Valley Hikes and STEA) 
The res~dents of the area have realist~c expectat~ons of the economlc potential of ecotourism 
V~s~tors  to the area encounter genuine hosp~tal~ty and are not harassed or pressured to purchase goods 
or servlces 
The attract~ons have been extensively marketed through traditional as well as newer channels - the 
Jama~ca Tour~st Board, tour companies, tourist guide books, and the Internet 
The entrance fees or tour prlces are considered reasonable by vrs~tors 
There has been no unnecessary Investment m goods and servlces not wanted by tour~sts 
Gu~des have been well tralned and are knowledgeable about the natural and cultural hrstory of the 
site 
Emplovees of the attraction are from the surround~ng commun~ties 
The management of the attraction has strong l~nks with commun~ty groups, NGOs and government 
agencies that operate with~n the area of the attraction 
Large pr~vately owned and managed areas are better conserved than public lands w ~ t h  open access 
Some ecotoi~rlsm enterpr~ses have publicised the need for protection of outstanding natural resources 
and may be helping to Influence pol~tical dec~s~ons  to have areas declared nat~onal parks or protected 
areas 
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Conclus~ons and Recommendations DEMO Project 

Negative factors for ecotourism attractions 

Resource degradat~on IS the most serrous constraint to successful ecotourism This 1s in the form of 
major env~ronmental threats such as deforestat~on and pollut~on from external sources, but also some 
lriternal impacts of boating and the feeding of crocodiles on the Black Rlver (none of the other 
attractlolls is actually degrad~ng resources) 
Conflictrng agendas for land use and resource exploitation cause problems for ecotourism Short- 
term needs are more pressing than the perce~ved long-term benefits of ecotour~sm 
Lack of legal protection for important natural areas with ecotourism potential, and the lack of a legal 
framework to allow fees to be collected and used for management and conservation of these areas 
Lach of pollcies plann~ng and baslc gu~delines for ALL resource users may lead to hrther resource 
degradatron 
Lach of enforced regulations for resources use, such as rules of the rlver for boat tours, forest 
protect1011 In the Cochpit Country, and land clearance regulations in the RIO Grande Valley 
Lack of dlalogue between attractions and tour operators and all users of the ecosystem 
The presence of Independent operators (guides, boat operators) in open access areas that are at or over 
thew carrving capacltv These people want 'a piece of the (ecotour~sm) pie' - like the established 
operators - but are compounding the damage 
Economlc constrarnts include rncreaslng management costs and l~mlts to vlsitor numbers (by 
necessltv or otlienv~se) In the context of an unstable natlonal economy 
Inab111tv to charge more for entrance fees due to tour packages drlving up vlsitor costs, making 
attractions less v~able 
Lack of mechal~rsms to solic~t Income, such as environment-fr~endly food and drinks concessions and 
gift shops stocked wrth unique souvenirs and pr~nted materials on the env~ronment, culture and 
resources Specifically there IS a lack of unique craft items and other souvenirs to generate income 
Lack of vlsltor information and envlronmental education materials and/or displays Many attractions 
don't make the most of resources in terms of providing information that would enhance the 
knowledge and evperlence of tourists and solicit contribut~ons for conservatlon 
Failure of attract~ons to prov~de opportun~ties for Interaction with locals, such as a walk through the 
town 111 the case of most Black Rrver tours 
Soc~al problems resulting from residents near the attractron becoming overly dependent on tourism 
and euplo~tative towards vlsltors 
Inadequate market research and collection of v~sitor statistics 
blarket~ng not reachlng best targets, or mlssing Important messages such as informat~on about 
divers~tv of resources in areas, conservatlon Issues, and assoc~ated herltage values 
Problems w ~ t h  meetrng licensrng requirements, whlch affects abillty to market through official 
channels 

Ecotour~sm success factors from other countr~es 

Ecotour~sm is more successfi~l where community residents have been given an opportunity to play a 
mean~ngful role in ecotourism development (such as planning, ownersh~p and management) 
Participation at t h ~ s  level also allows for a more rea l~s t~c  vlew of the ab~lity of ecotour~sm to generate 
employment and income 
A government that 1s involved In ecotourism helps to make it successful In part~cular, nat~onal 
ecotourlsm pol~cy statements offer guidance and demonstrate comm~tment 
Ecotourism thrives best where natural resources are protected However, as tounsm 1s developed the 
status of the resources must be carefully monltored 
A strong envlronmental education programme IS essential EE 1s one of the main features ~f not the 
premiere element of a successful nature trip 
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Conclus~ons and Recornmendatlons DEMO Project 

Integrating the energy and the needs of the private sector as well as the Interests of consumers into the 
conservatron process helps to make ecotourism a success It is, after all, a business 

Recommendations for managers of attracbons 

Mrnimise env~ronmental rrnpacts and get involved in deallng with external environmental threats 
Market research 1s first priority before any product development is undertaken 
Improve collection of v ~ s ~ t o r  stat~sttcs In order to improve product and market it effectively 
Use lnnovattve merchandlsmg to 'sell' the product as well as make money 
Worh wrth the government to implement strategies for ecotour~sm development 
Address the complev transportatlon issues In the travel Industry (thls recommendation also d~rected at 
government agencies) 
Educate the local community and provide opportunities for involvement in order to mitlgate social 
factors such as harassment 
Regarding the crime problem, perhaps a commun~ty-based nelghbourhood watch-type approach to 
conducting ecotours would help to protect tourlsts and the business 

Recommendatlons for government agencles respons~ble for tourlsm 

Review the conservation mission of the country and fortify as necessary 
Gather and revlew all exlsting reports and recommendations on nature and hentage tounsm and 
~ntegrate them Into tourism plann~ng at the natlonal level 
Review the current government policies that relate to ecotourism and declde ~f they are reasonable 
and adequate to protect natural resources 
Expedlte the implementation of a system of parks and protected areas so that the country w ~ l l  
continue to have a base to attract nature tourists 
Work with the private sector to develop plans and implement strategies for ecotourism development 
Applv bas~c environmental standards to ALL tounsm operations (the "greenmg" of tounsm), then add 
criterra speclfic to resource conservation for those being marketed as nature tourism/ ecotounsm 
operatlolls 

Be more flexible in licensing to accommodate Innovative, commun~ty-based approaches to ecotourism 
development 
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CASE STUDY #I YS Falls 1 

Case study # 1 YS FALLS 

Descr~ption of the attraction 

Although not as well known as the famous Dunn's k v e r  falls, the YS Falls are considered by many to be the most 
beautlfill waterfalls in Jamaica The falls are a designated Natural Herltage Site under the Natlonal Herltage Site 
Act of 1985 

The YS Rlver flows through the scenlc countryside of a private, 2000-acre cattle property and horse farm near 
Mlddle Quarters In the parlsh of St Elizabeth The falls themselves are a magnlficent serles of cascades, terraces 
and deep pools along a 120-foot descent of the rlver's course In the viclnlty of the falls the riverbanks are lined 
with natural forest inhabited by a varlety of indigenous fauna, mcludlng endemic species of blrds such as the 
streamertall hummingbird (Trochrlzlspolytmus) and the Jarnalcan becard (Pachyramphus nzger) (observed nestmg), 
butterflies and other insects, and land snalls The rlver ~tself 1s home to natlve freshwater shrimp known as ')angan, 
crabs fish, and several specles of rlver snalls Conspicuous among the flora are natlve wlld orchlds, bromellads, 
and the long vines wli~cli overhang the river and falls There are several magnlficent trees along the rlver and 
elsewhere on the proper& 

The entrance complex consists of a tlcket office, souvenlr shop, bathrooms, bar and informal restaurant with plcnic 
tables aiid benches Vlsltors are taken to the falls, located about a mlle away, aboard tractor-drawn jltneys The 
gravel road winds through the pastures of the YS Estate, where pedigreed cattle and thoroughbred racehorses graze 
in the shade of huge, anclent guango trees (Saman samanea) Vlsitors are dropped off and plcked up at the edge of 
a five-acre landscaped compound near the falls, from whlch they walk a short distance to the nver and falls 
V~sitors can h ~ k e  up the trail alongside the river, swim in the pools go blrd watching, have a plcnlc, or simply enjoy 
the scenerv The more adventurous can swlng out over the largest pool on a rope suspended fiom a huge tree, and 
let go to fall Into the deepest of the pools 

Geograph~c semng 

YS Falls is located near the southwest coast of Jamalca m an area that is becoming popular as an 'alternative 
tourism destination The regon is attracting tourists who prefer a more authentic experience of traditional 
Jamatcan culture such as that found In fishing vlllages and agrarlan communities, and those who appreciate the 
unhurr~ed pace and plcturesque scenery of the rural countryside 

A few miles a\vav from YS is Bamboo Avenue, where the main road between Lacovla and Middle Quarters passes 
through a scenlc arbour formed by the arching fronds of tall bamboo plants whlch llne the roadway for over two 
ln~les Other nearbv attractions ~nclude the wlldllfe boat tours on the Black R~ver,  the Great Morass (Jamaica's 
largest wetland, rlcli In wildllfe such as waterfowl and crocod~les), and the seafront town of Black hver ,  w ~ t h  its 
plcturesque old residences churches, and courthouse It was here in 1893 that electricity was first Installed in a 
liouse In Jama~ca the Waterloo, whose owner also imported the first motor car Into the island Just west of YS 1s 
the vlllage of Mlddle Quarters, renowned for rts 'pepper shrimp' (a traditional product of the Great Morass), and 
f~~r the r  south is the fishing vlllage-turned resort commun~ty of Treasure Beach 

The YS property Itself has a vaned farming h~story reflecting the agncuItural economy of thrs regron of Jama~ca 
Dur~ng most of the 18"' and 1 9'h centurres the southwest coast was the hub of a thnvrilg trade In logwood, which 
was exported all over the world from the port of Black Rlver Over the years, YS has produced logwood, sugar 
cane (for sugar and rum), cattle, papayas, and racehorses The name 'YS' 1s the shortest place name In Jamaica, 
and 1s believed to be derived from the inltlals of the surnames Yates and Scott, owners of the farm In the late 1 7 ~  
century The property has been In the famlly of the current owners, the Brownes, since 1887 



CASE STUDY #I YS Falls 2 

YS 1s located two mlles north of the maln southern coastal highway (the A2), on the secondary road (B6), whlch 
cuts across the southwest edge of the Cockpit Country and leads to Montego Bay The B6 intersects the A2 one 
in~le east of Middle Quarters 

- 

There are five small coininun~ties within three mlles of the property New Holland, White H111, Redgate, Four 
Paths, and Bailey Ground Ginger Hill and Ipswlch are villages about five miles away With the exception of the 
securlty guards contracted from a firm based In Black River, all of the employees of the YS Falls attraction come 
from these nearby coin~nunities Apart from employment at YS, the main occupation in the area 1s farmmg, 
whether cult~vatlon of smallholdings or work on larger estates such as Holland and YS There are one or two small 
shops and bars and a Iimestone/silica quarry, but no other significant businesses within a three-mile radlus of YS 

Access to YS Falls is by major, signposted thoroughfares, except for the last few miles on a smaller, secondary 
road However, it is somewhat remote from other tourlst attractions on the south coast, at least an hour's drlve from 
the resort centres of Negr~l and Mandev~lle, and between two and four hours from the main resort areas of the north 
coast (Montego Bay and Ocho Rios) 

Management structure 

The attraction IS managed bv the son of the YS property owners, from whom the slte IS leased for $800,000 per 
vear 

ECONOMIC INFORMATION 

Entrance fees 

The entrance fees to the attract~on are $200 for res~dents of Jamaica, and US $10 (JA $350) for tourlsts from 
abroad These fees apply to independent travellers, or "wall\-ins" Revenue to YS from tour package clients 1s 
sl~ghtlv lower at US $8 each There are no other user fees or actrvlty fees associated w ~ t h  the s ~ t e  

The maln cons~deratlon 111 establishing the fee structure was the projected cost of operation relative to the number 
of guests expected and the maxlmum desirable number Secondly, consideration was glven to the financial status 
of target groups For example, a reduced entrance fee was establ~shed for res~dents of Jama~ca, and special rates are 
sometimes given to school groups ~f they come early in the day Othenv~se, groups are not encouraged or glven 
discounts In fact a s ~ g n  at the turn-off from the main road adv~ses that groups of over 25 people are not admltted 

The management of YS Falls reports an average dally rate of 170 visitors in the first seven months of 1998 (30,269 
vis~tors from 177 business days) The typ~cal daily rate ranges from 135 per day in the slower months, September 
through December, and 180 to 200 per day during the buslest penods, January through 4ugust, which IS the busiest 
month of all 1 ,. 
Table YS 1 shows visltor statistics for 1995 and 1996 as reported to the Jama~ca Tourist Board, and 1997 figures 
provided by the manager Forelgn v~sltors, most of them on package tours, spend only one or two hours at the falls, 
wh~le  locals tend to stay longer (three to four hours) 

1 The dally average of 170 visitors for 1998 represents the buslest months of the year, not the annual daily average, whlch is 
evpected to be lower f 

3, 
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I 1 

* Estimated proportions based on trends of previous years 

Table YS 1 
VISITOR STATISTICS FOR YS FALLS (1995-1997) 

Trends In vlsltahon In 1995 and 1996 fore~gners accounted for about 83% of vlsitors to YS Falls Of these, 65% 
were from Europe (manager's est~mate) The proportions of fore~gn and local vlsltors for 1997 (82% and 18% 
respect~vely) were calculated on the basls of the figures and trends of the prevlous two years 

Foreigners 
Locals 
Total 
vlsitors 
Total days 
Dally 
average 
Increase 

Estimates for 1997 ~ndtcate a substantlal Increase In vrsltat~on (12 3%) over the previous year There was a slight 
Increase In the proportion of local visitors, from 16 72% m 1995 to 17 43% in 1996 Although demand for the 
attract1011 is obviously increasing, v~sltatlon 1s cons~dered by the management to be at or near the maximum 
allowable level Tlie manager reports that more local vlsltors are turned away because they tend to arrive in large 
groups later in the day when the dally llmlt has already been reached 

Vls~ to r  satlsfactlon The maln avenue for vlsltor feedback 1s the guest book, located at the entrance complex 
Tlme d ~ d  not perlnlt a detailed evamlnatlon of the contents, but a qulck glance showed a majorlty of very pos~tlre 
comments According to the manager the most common compla~nt concerned the lack of tollet fac~lltles at the 
falls wl11c11 a newly purchased compostlng tollet wlll remedy 

Our lmpresslons of thls slte as a natural attraction were altogether very pos~tlve, wlth the hlghllght belng the 
natural unspoiled scenery flora and fauna Although our vlsltor survey sample was qurte small and the results are 
not stat~st~cally s~gn~ficant the responses provlded some useful lnslghts We found an extremely high level of 
sat~sfaction among vlsltors surveyed at thls ate,  espec~ally the overseas tourists SIX out of seven vlsttors 
~nterv~ewed expressed appreclatlon of the "naturalness" of the slte, and found nothlng wantlng in terms of goods or 
services Tlie results of the vlsltor surveys at YS Falls are presented In Table YS 2 

1995 

The only vrsltor who was not totally satisfied wlth the attract~on was a Jama~can, who also found the entry fee too 
h ~ g h  In 111s oplnlon he shouldn't have to pay so much for something he could see any day (the scenery), and that 
the s ~ t e  lacked tlilngs to do" enterta~nment (such as a roller coaster), actlvltles (such as horseback ndlng), and 
gulded tours According to the manager, staff and other mterv~ewees, thls IS a react~on that IS qulte typ~cal of local 
visitors but almost never encountered among the forergn tourlsts 

NUMBER 
3 1,903 
6,404 
38,306 

3 1 1 
123 

PERCENT 
83 28 
16 72 
100 00 

1996 
NUMBER 
33,089 
6,983 
40,072 

3 03 
132 

+ 4 6% 

1997 
PERCENT 
82 57 
17 43 
100 00 

NUMBER 
36,896* 
8,099" 
44,995 

3 03 
149 

+ 12 3% 

PERCENT 
82 00" 
18 0Ox 
100 00 
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Table YS 2 
RESULTS OF VISITOR SURVEYS AT YS FALLS 

Three out of the seven visltors sa~d they would pay more for the entry fee, of these, two would be w~lllng to pay double (US 
$20) and the other a US cltlzen residing In Jama~ca would pay $350, or 75% more than the exlstlng rate Two of the fore~gn 
vlsitors who said that they would not pay more had purchased a package tour for US $68, wh~ch Included a Black hver boat 
trrp and lunch They expla~ned that the h~gh cost of the pachage was the maln reason for the~r negatlve response to thls 
quesrlon and that they were satisfied w~th the site In every other way 

Revenue 

0 
i: 

The gross annual revenue for 1997 was reported as $10,800,000 m tlcket sales, $300,000 m bar sales, and 
$1,075 000 In sales at the g ~ f t  shop, amounting to a total of $12,175,000 However, 1997 was cons~dered a year of 
evceptlonally 111gh capltal investment for the attraction (a new tractor was purchased, as well as a compostlng 
tollet), and operating costs were almost 100 percent of revenue (see Table YS 3 for selected operat~ng costs) In the 
manager's words, in 1997 they barely broke even Nevertheless, he considers the attraction a v~able business 
Although there 1s no wrltten bus~ness plan, the attract~on 1s evolving all the tlme In response to needs 

w 
E 

W 
W 
Src 

Comparison of foreign and local markets Package tours catering to overseas v~sitors provide an estimated 70 
to75% of the attraction's vls~tors (manager's estimate) With revenue at US $8 for each package tour d e n t ,  this 

COUNTRY 

CANADA 

USA 

USA 

FRANCE 

FRANCE 

(US crtlzen) 

JAMAICA 

* 
2 

e! 
2 

COMMENTS 

Keep ~t natural Wllllng to make 
donat~on to wildlife conservation 

Beautiful place, keep ~t natural 

Came for nature, keep site 
natural, avold commerc~al~sation 
Enjoyed the s ~ t e  as 1s Tour 
package made costs hlgh - main 
reason why not wllllng to pay 
more 

Enjoyed YS as IS, but tour 
package expensive 

Keep it natural, don't do 
anythlng else to slte 
Scenery alone is not enough of 
an attraction Would llke games, 
a roller coaster, horseback 
rldlng, gu~ded tours If these 
actlvltles were provided would 
then consider fee acceptable 

US$20 
taw 
US $50 
car 
rental 
US$2o 
tavl 

US$lO 

US $10 

US $10 

Y  

Y  

Y  

US $68 total 
Y SlBR package 
from Montego 
Bay 
US $68 total 
YSIBR package 
from Montego 
Bay 

Y 

N  

Own 
car 

$JOO 

Y 

Y 

N 

JA$200 

JA $200 

Y N -  

Y 

N 

US$20 

US $20 

- 

JA$350 

- 

N 

N 

N 

N 

N 

N 

N 

N 

N 

N 

N 

N 

N 

Y 



amounts to approvimatelv JA $8 8 to $9 5 m~llion, representing 82 to 88% of revenue 2 The rema~nder of revenue 
comes from forergn and local walk-rn v~sltors Locals comprise approwmately 17% of visitors, therefore the 
mavimum poss~ble revenue from local v~s~ to rs  (adult rate) would be $1 6 mllllon, or 15% of gross revenue 3 Slnce 
many ( ~ f  not most) of the local visitors m~ght be chrldren, the actual proport~on of revenue from the local market IS 

llhely to be less than this figure 

Constra~nts to revenue generabon The operators of YS Falls are committed to malntainlng visltatron at a level 
that preserves the environmental integr~ty and peaceful ambrence of the slte For this reason, no more than 200 
v~sitors are adm~tted to the attraction daily Llmlted vis~tatlon translates into limlted earnings, unless entrance fees 
are increased 

Entrance fees for foreign tour~sts were Increased from US $6 In 1995 and 1996 to US $9 In 1997, and US $10 in 
1998 No Increase IS planned for walk-~ns In 1999, but tour operators have been glven a year's notice of an increase 
In the fee for tour package cl~ents to US $9 In 1999 Although resistance IS expected from tour operators, the 
attractlon cons~ders this increase essent~al to maintaining vlabllity 

Accord~ng to the manager of YS Falls, the revaluation of the Jamaican dollar In 1995 from approxrmately JA $38 
US $1 to JA $35 US $1 resulted in a 7% decline in Income for the attractlon, whrle the cost of wages has rncreased 
by 75% over the last three years V~sitat~on has rncreased steadlly over thls perrod, which so far has helped to 
compensate for the Increased operat~ng costs and decline In the value of Income However, ~f thrs economic trend 
cont~nues it w ~ l l  have serious ~mplications for the sustarnability of the attraction 

Marketing and promot~on 

Ii~format~on on vlsitor preferences 1s derived mostly from wrltten comments in the guest book and feedback from 
gu~des and slte attendants as no formal market research has been conducted for the attraction A planned visrtor 
centre will be used to provide more visitor feedback opportunit~es and gather lnformatron for a vlsrtor database 

The attractlon is 11sted In at least three local tourist gu~des, lncludlng the Jamaica Tour~st Board publication Focus 
on Jnmazca the Negr rl Gulde, and Jamarca Pocket Gtude It 1s mentioned In all of the major travel boohs for 
Jamaica such as the Insrght gu~de  (Zach and Hoefer, 1996), the Lonely Planet guide (Baker, 1996), the Adventure 
Gz~rde to Jarnalca (Cohen 1988), and the locally produced Totrr Jamalca (Moms, 1995) It IS also featured on a 
nuinber of Internet websites covering travel in Jama~ca 

Joint brocl~ures have been produced with St Elizabeth Safari and Blach River Safari Tours, with which YS Falls 1s 
marketed as part of a popular tour package Tours are boohed through several local agencles and 12 to 15 tour 
companies Tours to YS are occas~onally parred with the Appleton sugar factory tour There is no telephone 
servlce at YS but messages are routed through the Jamaica Tourrst Board office in Black Rlver Cons~dering that 
the attractlon has been developed and marketed w ~ t h  such a limltat~on on communications, it has achreved 
remarkable success in marketing As already mentroned, the popularrty of the attract~on has grown over the years 
to the extent that vlsltatlon 1s at or near carrying capacity For this reason, apart from the orig~nal marketing 
measures outluned above no speclal promotional efforts are made to attract vlsitors 

Operahng costs 

Examples of some operating costs for 1997 are presented In Table YS 3 These figures represent d~rect economlc 
contr~butrons of the attract~on to the community in the form of salar~es, as well as expend~tures on site ma~ntenance 
for resource protection Net employment benefits to local staff members, apart from occasional labour, amounted 
to almost $5 milllon in 1997 Approximately $1 9 mlllron was spent on conservation of the site, ~nclud~ng labour, 
grounds maintenance purchase of a compost~ng torlet, and road maintenance 

- - 

2 70% of 44,995 = 3 1 497 K US $8 = US $251,976 x 35 = JA $8,819,160 = 81 7% of JA $10 8 mlllion (gross revenue) 75% of 
44 995 = 33 746 K US $8 = US $269 968 u 35 = JA $9,448,880 = 87 5% of gross 
3 18% u 44 995 = 8 099 locals K J$200 = $1,619 800 = 15% of gross revenue 

78 
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In  add~tlon there was s~gnlficant expenditure on tyres, olls, fuel and other supplles purchased outslde of the 
community, but these figures were not requested for the study 

Employment 
The attraction has created 35 permanent, full-time staff positions In slower periods, some positions drop from a 6- 
dav to a 5-day workweek The payroll 1s approximately $120,000 per week In salarles and payroll taxes, or $6 24 
rn~ll~on per year Pavroll taues5 account for about $25,000 per week, therefore net salarles are about $95,000 per 
week, or $4 94 m~lllon per year 

Table YS 3 - 
ITEM 

Staff salarles 

Secur~ty services 

Payroll taxes 

Bulld~ng mallitenailce 
Grounds maintenance 

Purchase of compostlng to~let 

Veh~cles and veli~cle 
malntenance 
Road ina~iitenance 
General Consumption Tau 
(GCT) 
GCT on gift shop sales 
Lease of slte 

The carrylng capac~ty pollcy outl~ned above means that there is llm~ted scope for expansion of permanent 
emploqment opportunities at the site However, the management offers occasional short-term work In road 
malntenance, ~ncludlng bushlng of roadsides, whlch means that the net benefits to the community from salaries are 
sl~ghtly h~gher than reported above 

Apart from the manager's pos~tlon, the Llnds ofjobs created include 
Dr~vers and s~demen for jltneys 
Lifeguards 
Securrty guards 
Gardeners 
Cashiers 
Mechanics/equ~pment malntenance personnel 
Road malntenance workers 
Parking attendants 
Cleanlng personnel 

SELECTED 
AMOUNT 
(JA 3) 
4,940,000 

1,000,000 

1,300,000 

347,000 
470,000 

3 15,000 

700,000 

200 000 
714 000 

133 811 
800,000 

4 N ~ n e  workers @ 2,400 per week each = $1,123,200 less payroll taxes @ 20 83% 
5 Nat~onal Insurance Scheme (NIS), National Housing Trust (NHT), Education Tax, Pay As You Earn (PAYE) lncome taxes, 
and H E A R T contributions 

77 

OPERATING COSTS AT YS FALLS (1997) 
COMMENTS 

Figure does not Include securlty servlces or payroll 
taxes About 889,500 of the amount was for slte 
conservation labour 4 
This is the oniy labour from outslde the lmmedtate 
communities 
NIS, NHT, PAYE lncome taxes, Education Tax, and 
HEART contrlbutlons 
Includes some hardware items 
Includes labour for bushing of roadsides and some 
hardware Items 
Does not include bulldlng to house it (not yet 
constructed) Estimated cost of bulldlng $1 50,000 + 
labour 
Includes 200,000 m labour to off-s~te mechan~c 

150,000 ~n crushed stone and marl and 50,000 ln labour 
From admlsslons and bar sales 

Annual rate 
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Add~tlonaI benefits to staff The YS staff recelve a variety of non-salary financial benefits amountrng to an 
est~mated cost (to management) of $25,00O/month ($300,00O/year) These lnclude 

Work clothes year round (polo shlrts w ~ t h  the YS logo) 
Medical benefits (most doctors' fees and costs of medication, except In maternity cases) 

8 At tlie end of the year, staff are pa~d  for any sick leave days not taken (maximum 10 days) 
Interest-free loans of up to two weeks' wages at a time 
Half of the Insurance costs on employees' vehicles 

Income dlstrrbut~on Ideally employment IS offered to local people rather than outsrders For positions requiring 

specla1 trainriig or euperlence, the local labour pool 1s fairly lrmited because many young people who leave to seek 
educat~on and tralnlng find jobs outstde the area Pr~or  to being hlred, all the employees lntewlewed had been 
known to tlie owners or managers 

Ind~rec t  economlc benefits (sp~n-offs) 
There are a number of local and reglonal buslnesses that benefit fi-om the operation of YS Falls as an attractlon 
Local buslnesses include the concessionaires at the attractlon (restaurant at entrance complex and drlnks seller at 
the falls), an auto meclian~c/welder (3 mlles away), an industrial aggregates dealer (4 miles away), and tlie bar and 
grocery shop adjacent to YS Falls t~cket office A few local artisans sell their work to the souvenlr shop Most of 
the goods and servlces for the attractlon are purchased In the towns of Black IZ~ver (10 m~les  away), Santa Crl~z (13 
miles), or Savanna-la-Mar (38 miles) The following financial information was provlded by local bus~nesses and 
the management of YS Falls 

Goods A quarrb about four miles away provldes road construct~on mater~als to the attractlon YS Falls spends 
$100 000 a year on crushed stone and $50,000 a year on marl, for a total of $150,000 per year Although no 
financ~al records were available to check the actual figures, the secretary of the company guessed this to be about 
10% of the~r  busrness She also estimated that the Government's purchases of materials for repairing local roads 
represents about 10% of business, and that the fix~ng of roads In the area 1s dlrectly related to the popularity of YS 
as a tourist attraction 

The small bar and Srocery shop adjacent to YS Falls ticket office recelves an average of $20,000 to $25,000 per 
month (u 1 1  5 = $230 000 - $287,500 per year) In gross revenue from the management of YS In the form of 
compl~mentarv drrnhs provlded for bus drivers (via a coupon system) The YS management provided t h ~ s  figure 
No other deta~ls of revenue were avatlable from this shop 

The souvenir shop operated by the management of the attract~on sells some local crafts (mostly woodcarvings) and 
produce such as honey The sliop purchases about $30,000 worth of local crafts per year, virtually everything 
offered for sale to them by two local craft workers They also spend about $70,000 annually to purchase basketry 
from tlie Treasure Beach area However, the majority of thelr stock 1s acquired from craft suppl~ers in Montego 
Bay and Kingston with the maln reason being lack of available suppl~es of local materlal 

The potent~al for local production of traditional arts or crafts seems relatively unexplored We wondered what else 
there mlglit be other than woodcarvings, that the shop could purchase locally One way to Increase benefits at least 
wltliln the regloii mrght be for the sowenlr shop to make direct contact wlth the craft people who sell to the major 
suppl~ers The YS shop could offer better prices to the producers, while st111 savlng money by eliminating the 
middlemen However, thls would mean losing the convenience of one-stop shopplng m Kingston or Montego Bay 

The major expenses for the operation of the slte Include the purchase of vehicles and suppl~es, tyres, oils, fuel and 
maintenance suppl~es, Ice and drlnks for the bar, and hardware for site maintenance Several unsuccessful attempts 
were made to obtain financial lnformat~on from the attract~on's major suppl~er of hardware, located In Santa Cruz 
on the value of their bus~ness with YS Falls Although they expressed a desire to help, they felt it would be too 
difficult to extract the YS figures from thelr books When questioned about the relatlve Importance of the YS 
busrness and other tourist attractlons, the response was positlve they were certaln that more than 50% of thelr 
busmess was somehow connected to tourlsm development, and that this business was Increasing 
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Sewlces The concesslonalre for dr~nks at the falls was w~lling to provide daily sales figures (gross income) for the 
two weeks prlor to our slte visit Usrng her listed prlces and the standard wholesale costs of drmks, her costs were 
calculated at approv~~natelv 60% of the retall value of the drinks Her average dally gross revenue for two weeks m 
June was just under $3,500 (net $1,400) For a SIX-day week, this represents $21,000 gross ($8,400 net) For a 
year of 303 days, the approx~mate annual net Income from sales 1s at least $424,200, and probably more, slnce June 
(when the base data were gathered) 1s one of the slower months The concessionaire receives approximately $3,500 
per month from sales of compl~mentary drinks prov~ded to tour~st guides by YS management T h ~ s  works out to be 
about $40,000 per year gross (3,500 u 11 5), or $16,000 net, represent~ng about 3 8% of her net revenue 

An auto meclian~c/welder three mlles away bu~lds the jitneys on Imported flatbeds and repalrs tractors and other 
equipment He reports revenue of approv~mately $200,000 per year from hls work for YS Falls, and estimates this 
figure to be 25% of h ~ s  busmess The demand from YS for h ~ s  servlces remalns relatlvely stable, because although 
YS keeps ~nvestlng In new equipment, wh~ch requlres less maintenance, he st111 has to repalr the older machines 

The restaurant at the attraction, "Mlbey's Grill", is operated by a concesslonalre It serves snacks, burgers, and 
simple meals of fish or chicken No financial lnformat~on was ava~lable for thls busmess 

Apart from the concesslonalre at Y S Falls, there are no restaurants or facilit~es for lodglng m the immediate area of 
the attractlon Tour packages to YS and Blacb R~ver  typ~cally Include lunch at Black Rlver, usually at one of two 
restailrants assoc~ated with the boat tour operators The closest accommodations are In Lacovia (six m~les  away) 
and Santa Cruz, w ~ t h  one guesthouse each Black Rlver has five or SIX small hotels and a few guesthouses, while 
Treasure Beach has at least three hotels and several guesthouses, v~llas, and bed and breakfast places Although 
there are recogn~sed economic linhages between YS Falls and the restaurants that cater to the YSIBlack River tour 
packages, these businesses are discussed In the section deallng wlth the Black R~ver  boat tours 

Other communlty benefits 
The YS management contr~butes approv~mately $50,000 per year in financ~al donations to community groups, 
institutions and ~nd~v~dua l s  (most of them local) 

$12,00O/year to sports club (outfits for the New Holland football team) 
$25,00OIyear to other local causes (schools, community groups) 
$6 0001vear part sponsorship of SOS Children's v~llage m Montego Bay 
Ass~stance with evtraordlnary community needs such as funeral expenses, school projects, and other 
community needs 

Costs assoc~ated w ~ t h  tourlsm 
Hlgher tour~sin salar~es at the attraction have led to demands for h~gher wages on the surrounding YS farm To the 
eytent that these demands have been met, tourism has contributed to h~gher farming costs for the owners 

For the other res~dents of communit~es surrounding YS Falls, however, there 1s no evldence that tourlsm has created 
inflation problems The site 1s relatlvely remote and there has been no commercial~sation of the area or further 
toi~rlsin development In response to the success of the attractlon 

SOCIAL AlW CULTURAL INFORMATION 

Percept~ons of the economlc benefits of tourlsm 
Interv~ews of people d~rectly Involved In tour~sm at the attractlon (employees, concessionaires, tour operators, taxi- 
and bus drivers) sought to determine thelr perceptions of the demand for tounsm-related goods and services from 
forelgn tourists as well as locals Interviews of local busmess people and residents of the area were ~ntended to 
ascertain the actual economlc importance of tourism to local busmesses, as well as residents' perceptions of ~ t s  
importance Tour operators and transportation workers were asked about both Issues -demand for spin-offs and the 
value of tour~sm to thew own bus~nesses - so they are Included In both sets of results (presented in Tables YS 4 and 
YS 5) 
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Table YS 4 
PERCEPTIONS O F  THE DEMAND FOR 

TOURISM-RELATED GOODS AM) SERVICES 

Perceptions of the demand for goods and services In response to questions about potential spln-offs from 
tourlsm local residents connected w ~ t h  the attraction mentioned few options and could not estrmate thelr value 
Tour operators were the eucept~on, as they perceived widespread economlc l~nkages to tourlsm Apart from 
emplovment benefits and concessions assoc~ated w ~ t h  the attractlon, roadslde vendors of snacks and water coconuts 
were most frequently named as beneficlanes of tour~sm In the area (Ironically, the tourlsrn regulatory bodies do 
not condone roadslde vending for a number of reasons - the lack of sanltary facllit~es, unsightliness, and posslble 
traffic hazard to name a few Thls may evplaln why the agencles are sometimes seen by the community to be at 
odds w ~ t h  local Interests ) 

# 

1 

2. 

3 

4 

5 

6 
7 

8 

9 

' 

The perceived demand for other attract~ons, restaurants, accornmodat~ons and souvenlrs vaned greatly In the 
lntervrew sample There were no clear trends In the data, detalls of vyhlch are not presented here In general, 
respondents who lndlcated that supplles of these goods and servlces were Inadequate did so rnalnly on the premlse 
that such enterprises would provide much-needed employment in the area (whether or not there was a real demand 
for them on the part of vis~tors) Some respondents speculated that tounsts might buy more souvenirs ~f there were 
more varlety but most believed that In general tourists do their souvenir shopping at the resort centres where they 
are staying (a vlew supported by the vls~tor surveys) 

RESPONDENTx 

Manager 

Receptionist 

Recephonist 

Parlung lot attendant 

Lifeguard/site 
attendant 

D r i n k  seller a t  falls 
Gift shop manager 

Independent bus 
operator 

Gulde for tour 
companv 

These respondents were people 

COMMENTS 

Foreigners are satisfied with attraction as 1s 
Locals want more activ~ties and entertainment 
Foreigners are satisfied w ~ t h  attraction 
Locals want more actlvitles and entertainment 
Roads~de vendlng lncreasing w ~ t h  tourism 
Fore~gners are satisfied 
Locals want more activltles and entertainment 
Roadside vending IS Increasing 
Vlsitors want longer opening hours 
Forelgn tourists satlsfied with natural sites, want more heritage attract~ons 
Increased local spending in general (due to employment), but not by 
tourlsts Tourists mlght buy more souvenlrs ~f there was more varlety 
Foreigners are satisfied with attraction but ask for more lnformatlon dbout 
site 
Locals want more activities and entertainment 
There IS a demand for cigarettes (not sold at the site) 
Fore~gners are sat~sfied wlth attraction 
Locals want more activities and entertainment 
There 1s a demand for books and information 
Foreigners love natural attractions, repeat guests would vlsit other natural 
attractions in the area ~f available Tourists want heritage sites as well 
With tour~sm, "everybody gets a plece of the pie" There 1s unfulfilled 
demand for T-shirts (or more variety In existing stock) 
'Tounsts never ask for more attracticlls -they love these " 

The cho~ce of restaurants 1s too Ilmited - everyone goes to the same two 
places ( ~ n  Black Rlver) and they are too crowded 
Everybody sells the same things There is a need for d~fferent souvenlrs 
drrectly rnvolved rn tourrsm-related bus~ness at the attractron 
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Here are some other comments from the community lntervlews that were supported by the visltor surveys 

s Forelgn tourlsts are satisfied with enjovment of the natural beauty of the attractlon, but most local visltors want 
additional forms of entertainment at the slte, such as games, muslc, and organised activit~es 

s There is a posstble demand for a wlder choice of restaurants, as almost all tour packages Include lunch at the 
same two establish~nents In Black River 

s There IS a demand for ~nformation (pr~nted materials) on the natural and cultural history of the area 

Table k S  5 
PERCEPTIONS OF TJXE ECONOMIC IMPORTANCE OF TOURISM 

Costs for operating van are about US $25 per tnp, plus $28 pp entrance fees and 
lunch 
Grosses US $720-1080 per week (average), nets US $234-426 per week 
100% of business is derlved from tourlsm, with 90% comprising tours to YS 
and BR 

# 

8 

RESPONDEN 
T" 
Independent 
bus operator 

9 

10 

1 1 

12. 

13 

COMMENTS 

Transports tourists from Negril, mak~ng 6 trlps /week Averages 2-3 people per 
trip, maximum 7 Charges US $60 pp for YSBlack River package tour 

Guide for tour 
company 

Shop keeper 

Auto mechan~c 
/ welder 

Secretary at 
local quarry 

Hardware 
merchant 

Business is increasing, but also gettlng more competitive (more operators) 
Tourlsm is "very important" to local economy 
Takes tou~s  from Montego Bay for French tourists only (up to 50 per week) 
Cl~ents pay US $68, but local representat~ve, when contacted, could not provlde 
breakdown of rates Tours are pre-sold In France 
100% of business 1s derlved from tourlsm, and YSIBlack River is "most 
popular" tour 
Busmess 1s generally stable but slow t h ~ s  summer due to World Cup in France 
t h ~ s  year 
Tourism is "verv important" to local economy 
Caters mostlv to locals, but has had a "small" Increase in buslness from tourists 
buylng cigarettes (Did not mentlon the fact that YS purchases approvlmately 
JA $25,000 worth of drivers' drinks every month ) Respondent was reluctant to 
answer questions, and had no oplnion on most subjects ralsed Low awareness 
of value of tourlsm 
Bu~lds jitneys maintalns and repalrs tractors and equlpment Did not provlde 
figures, but YS records show that the attractions p a ~ d  hlm approv~mately 
$200,00O/yr up to 1997, and $150,000 In 1998 25% of his business 1s denved 
from tourism (all from YS) 
Buslness is "OK " YS work 1s stabllising, because the attractlon has been buying 
new equlpment, whlch requires fewer repalrs Tourlsm seen as "somewhat 
 inp port ant" to the local economy (which seems to contradict his own 
euperlence ) 
Supplies crushed stone and marl for roads at YS and environs Value of buslness 
is about $150 000 /year, whlch represents about 10% of buslness (est~mate only) 
In all, 30% of business 1s related to tour~sm, as 20% derived from government 
road repairs 
(Th~s  evplalned by perception that the Government repairs roads to facilitate 
tourlsm ) 
Buslness 1s OK and Increasing Tourlsm 1s "very Important " 
Suppl~es hardware materials for YS Falls slte maintenance and for resort 
construction and maintenance elsewhere ~n the area Buslness is good Over 
50% of busmess is related to tourlsm, and t h ~ s  proportion is increasing 



Percept~ons of the economlc ~mportance of tour~sm Percept~ons of the economlc value of tour~sm (other than 
emplovment) were generally low Whlle most respondents expressed the view that YS Falls had contr~buted 
significantly to the local economy this was attr~buted malnly to employment and not seen to be the result of 
Increased spelidlng by tounsts on spin-offs In general, the commun~ty members reported that employment w ~ t h  the 
attractlon provlded the best wages and worklng condlt~ons available In the area One of the two recept~on~sts who 
were lntervlewed also happens to be the restaurant concess~ona~re at the attractlon When asked to 11st some of the 
economlc benefits other than dlrect employment, this person did not even ment~on her 'other' economic connect~on 
to tlie attraction it was the YS Falls manager who Informed me of thls fact The auto mechan~c/welder who 
reported that lie derlves 25% of hls own buslness from YS Falls perceived tour~sm to be only "somewhat 
important" to his buslness and the local economy 
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I S  

In conclusion, the level of community awareness of the economic potent~als of tourism at YS Falls is malnly 
limlted to perceptions of the dlrect employment provided, along w ~ t h  the not~on of small-scale vending of snacks 
and crafts Coinmunitv res~dents seemed unaware of both the range of goods and servlces utllised by the attraction, 
and the high costs of operating the attract~on A few respondents, notably the ones from the transportation sector, 
had a greater level of awareness of tlie r~pple effect of tourism sp~n-offs in the local, reg~onal and nat~onal economy 

Soclal and cultural ~mpac t s  of tour~sm 
In general, the staff-v~sitor Interactions that were observed on this slte v~si t  appeared to be very friendly and 
pos~tlve When the site was in~tially opened to tourism problems begaq to develop wlth harassment of vis~tors by 
local youths ' hustling' (selling) and offerlng unauthorised gu~de services to tour~sts Thls problem was effectively 
dealt wlth bv the liir~ng of these same voutlis as full-t~me I~feguards, gardeners and s~demen for the attraction The 
solic~ting of tips 1s str~ctly prohibited, so t h ~ s  form of tourist harassment, common throughout the island, is avoided 
at YS Falls The management purchases local goods for the g ~ f t  shop, but no vendors are allowed on the 
compound As tlie Lonely Planet guide says, 'YS Falls is one of the few spots In Jamaica without any hustlers" 
(1996, p 434) 

* Respondettts were nzar~ly local bt~s~rtess people and resrdents of the area, as well as tour operators 

Farmer  

Domest~c 
worher 

While tlie supply of tourism-related jobs at YS is clearly inadequate to fill the local demand for employment at the 
slte, this is not recognlsed as a major source of conflict, but accepted as the reallty of the situation All the 
employees are drawn from the local commun~ty, w ~ t h  tralning prov~ded as necessary, so there are no conflicts over 
the Iiirlng of external labour Almost everyone lnterv~ewed In the commun~ty agreed that employment at YS Falls 
provided a better income and working cond~t~ons than any alternatives In the area 

Not directly benefiting from tourrsm (grows peanuts), but famlly member 
employed by YS Falls Farming IS not lucrative Sales are slow and decreasing 
In value Tour~sm 1s very good for local economy, as YS employs many local 
people 
Employed by owners of YS, so ~ndirectly benefiting from the success of the 
attraction 
Tourism seen as very pos~tive for local community 

The issue of involving residents in tourism developments at the site does not really arise at YS, because the maln 
service provided 1s slinplv access to the falls Res~dents are not consulted about act~vit~es at the site, which is a 
small, prlvatelv owned area Employees are kept informed of all management plans for the attract~on, so In thls 
way the nord gets out to the commun~ty about any changes occurring at the site 

Recreational access to the falls has always been somewhat restricted, although control of the slte is now much more 
effective durlng openlng hours Although the entrance fee would probably be cons~dered too expenslve for locals, 
residents of tlie area are not discouraged or prevented from vlsitrng the rlver outs~de of openlng hours 

Safety and Securlty 
The management of the attraction has complied w ~ t h  all requirements for licens~ng as prescnbed by the tourlsm 
licensing and mon~toring agencres, the Jamalca Tourlst Board (JTB) and Tounsm Product Development Company 
L ~ m ~ t e d  (TPDCo ), ~ncludlng safety and secur~ty measures In add~tion to the physical safety measures described 
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elsewhere in t h ~ s  report, site attendants are trained as lifeguards and receive certification in first aid, including CPR 
The nearest hospltal is in Blach River, ten mlles away 

There IS a CB rad~o system allowlng commun~cat~on between staff in all areas of the site, and the manager has a 
~noblle cellular phone for personal and emergency use The nearest police stations are located at Lacovia, six miles 
away, and Black River 

The ~nc~dence of crime 11-1 the area 1s generallv low, but there have been two serious incidents of crime at the site 
shots were fired at the trailer during an attempted robbery in 1992, and a security guard was shot at near the falls in 
1993 The suspects were the same people in both cases They were eventually arrested and brought to court, but 
were acqu~tted for reasons not clearly understood by the managers of YS However, the same two men were later 
convicted of another robbery and imprisoned 

ENVIRONMENTAL INFORMATION 

Natural resources 
As mentioned 111 the site description, a varlety of indigenous and endemic species of flora and fauna are found at the 
site, whlch is a designated Nat~onal Heritage Site There have been no detailed natural resource inventories of the 
area, although the manager expressed an interest in having surveys carried out (especially surveys of birds and 
flora) Fortunatelv, the owners and operators of the attraction have, since 1991, assumed effective control and 
management of the area for tourism 

Site development ~mpac t s  
No formal environmental ~inpact assessment (EIA) was carried out prior to the development of tourism activities at 
YS Falls However, great care has been taken in both the development and operation of the site to keep the area as 
natural as poss~ble while providing safetv features and measures, described below, to protect the riverbanks from 
erosion and vegetation from trampling Although these features have made the site somewhat less "natural" than 
before (particularlv the use of tractor-drawn jltneys to control access to the slte), the waterfalls themselves remaln 
unspoiled 

Landscape Forest areas along the riverbanhs have been maintained in natural vegetation, with the exception of the 
plantlng of red ginger (a non-native specles) Additional trees have been planted to help prevent erosion along the 
banks Lands below the falls were converted to pasture many years ago, and remain In this state Lawns have been 
planted to replace former pasture in the area approaching the falls, for use as picnic areas and recreational space 

Buildings The concrete bloch entrance complex is located at the roadslde entrance to the attraction (not near the 
5-acre landscaped coinpound around the falls) In the area adjacent to the falls, two rustic, thatched wooden shelters 
have been erected one around the base of a large tree in the compound (for vlewlng), and the other for shelter 
where visitors are dropped off and picked up by the jitnevs These structures are more than 100 m from the falls and 
are appropriate for the landscape A composting toilet wlll be installed in a secluded area of the falls compound 
Architectural plans have been developed for a Vlsitors Centre at the entrance complex 

Trails and Paths Well-marked paths have been installed along one bank of the river with crushed stone to 
provide secure footing and bamboo guide rails to keep visitors on the paths Wooden slat boardwalks traverse some 
steep and/or muddy areas mhile a footbridge crosses slippery rocks In one location Wooden platforms at three 
places along the rlver provide safe access for swlmming and prevent eroslon of the banks 

S ~ g n s  and F~xtures  Engraved wooden signs indicating safety rules and site conservation policy are placed at 
t~chet office and falls Wooden lattice garbage containers (painted green) are placed around the site and on the 
tra~ls 
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Sources of materials Locally produced materials have been used in construction as far as posslble They Include 
Wood and thatch palm for shelters 
Bamboo for r a~ l~ngs  
Wood for boardwalks 

0 Concrete blocks for t~cket office complex 
Crushed stone and marl for roads 
Superstructure ofjrtneys bu~lt wrth local materials and labour 

Impacts on wlldllfe There is no evidence that development of the s ~ t e  for tour~sm has had a slgnlficant negatlve 
~mpact on wildl~fe Almost all of the natural vegetat~on along the riverbanks has been preserved, and no chemicals 
are used 111 site maintenance or pest control 

Operational lmpacts 
Environmental policles The attract~on IS operated along environmental ("green") guidel~nes as much as possible 
In order to reduce solrd waste at the attraction, concessionaires are not allowed to sell drinks packaged In disposable 
plastic bottles (with the evcept~on of "Evian water", wh~ch 1s not available in returnable bottles) The ' no littering ' 
rule IS str~ctlv enforced Vlsrtors may bring picnics but are encouraged to remove their own garbage from the site at 
the end of tlie~r v is~t  No cooking IS allowed at the falls 

For sewage disposal there IS a sfnncl(crc1 soakaway system at the entrance compleu, wlzirh meets government 
prrblrc healtlz stnn(lart1s A conzpostzng to~let It as recently been purclzased Wlzen installed m t11 e landscaped 
area near tlze falls, tlze conzpostzng toilet wrllprevent leacltzng of sewage into groundwater and river Tlzere wtll 
be a solar-powered lrghtzng and ventilatzon sysfem for tlze toclet 

Vlsitor lmpacts Pr~or to 1991, when strict monitoring and control were ~rnplemented, there were s~gn~ficant 
v~sttor ~mpacts, which ~ncluded the following 

Removal of orch~ds and plck~ng of flowers 
Trampl~ng of vegetation, lead~ng to eroslon or riverbanks and forested hills~des 
Ur~nat~ng 111 bushes along paths 
L~tterlng 
Traffic on farm roads as vlsltors drove to the falls in their own vehlcles 

Measures used to control v~sltor impacts Constant monitoring of the area by l~feguards and other slte attendants 
has helped to reduce v ~ s ~ t o r  impacts on the vegetation to a minimum In addlt~on, there 1s a carrying capaclty plan 
to rn~n~mtse vis~tor ~mpacts at YS Falls Apart from setting a dally l im~t of 200 vlsltors, the number of people in the 
area of the falls at any glven time is closely mon~tored and controlled so as to avo~d  overcrowd~ng 

The follow~ng polic~es and procedures are also used to minlmise visitor lmpacts 

Restr~cted physlcal access (tractor-drawn jltneys) 
Restr~cted openlng hours (9 30 AM to 3 30 PM) 
Closed on Mondays and all publlc hollday weekends 
No groups of over 25 people allowed 
No rad~os or "boom boxes" allowed 
Employment of local people as staff to mon~tor vis~tors and s ~ t e  (lifeguards, s~demen, gardeners) 
S ~ t e  harden~ng measures such as paths, rail~ngs, boardwalks, and swimming platforms (described above) 
S~gns  clearly stating safety and sIte policies 
A landscaped recreat~onal area away from riverbanks, which reduces impacts near the river Itself 

External env~ronmental threats 
Deforestat~on Deforestat~on of the YS rlver watershed from logglng and clearing of land for cultivation has led to 
d~minished flow rates especially dur~ng the dry season, and so11 eroslon, which Increases turbld~ty of the nver after 
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rams Ev~dence of d ~ m ~ n ~ s l ~ e d  flow can be seen in the worn, moss-covered rock platforms at the edges of some of 
the t~ers, where the rlver once flowed constantly 

Pollution Although the water quality 1s pure at present, the poss~b~l~ ty  exlsts of water pollution from farming and 
domest~c acttv~t~es upstream 

Env~ronrnental educat~on and awareness 
Current EE methods The pr~ncipal means of envlronmental education at the s ~ t e  are signs explain~ng the safety 
and s ~ t e  conservatlon rules Pr~nted materials on the importance of forests and watersheds are provided to school 
groups The materials cover the relat~onsh~p between trees, water supply, carbon emissions, and forest products 
such as paper At present the attraction does not provide gu~ded tours, but these are available from ~ndependent 
tour colnpanles However, slte attendants such as l~feguards monitor guests' behaviour and provide additional 
~nformat~on as they ~nteract wlth the guests 

Changes In behav~our The env~ronmental policies of the slte have definitely ~nfluenced the behavlour of staff and 
v~sltors towards protecting the resources Although not spec~ally tralned In envlronmental education, the slte 
attendants have some local knowledge of flora and fauna, and have become extremely sersltive to the need for site 
conservation According to one lifeguard ~ntervlewed, this awareness seems to have carrled over into a general 
increase 111 concern for envlronmental conservatlon He commented that since worklng at YS Falls he has become 
evtremely conscious of the problem of l~ttering, whether Inside or outs~de of the attraction In addit~on to making 
sure v~sltors do not l~tter he makes an effort to p~ck  up any l~tter he sees, both at the slte and elsewhere Most of 
the guests Interwewed commented on the ~mmaculate cond~tion of the site 

Future EE plans Plans have been drawn up for a vlsltor centre, whlch wlll feature evhibits on the flora, fauna, 
natural Illston, and culture of the area, and prov~de detailed ~nformat~on about the slte rules and polic~es Offenng 
specles checkl~sts and other pr~nted materials on the natural resources of the site would be profitable as well as 
educat~oi~al The management would also l ~ k e  to institute addit~onal tra~ning for site attendants in subjects such as 
the natural 111storv of the s ~ t e  

The role of tourism In resource protection 
For lnanv veals both local res~dents and tour~sts who had heard about the beauty of the YS Falls v~sited the site, 
w ~ t h  or w~thout perlnlsslon from the owners In response to the growlng popularity of the falls as a nature 
attractloll the owners began to charge an entrance fee in the early e~ghtles However, the impacts of largely 
unmanaged v ~ s ~ t a t ~ o n  gradually led to the deterloration of the site and Increasing problems of vis~tor harassment by 
local vendors attracted bv the presence of tourists W ~ t h  the institut~on of proper controls and management m 
1991, revenue from tourlsm 1s now effect~vely used for protecting the site from unauthorised vis~tation and for 
managlng vis~tor 11npacts Tourlsm has probably helped to reduce fishing and shrimping on the rlver by residents 
of nearby communltles by confining these act~vit~es to the hours when the attract~on is closed to the publ~c 

As ment~oned prev~ouslv, approximately $1 9 million was spent on slte maintenance In 1997 Thls figures Includes 
labour for mon~toring v ~ s ~ t o r  ~mpacts at the site, planting trees, replanting grass, and path maintenance, labour and 
mater~als for the construction and repalr of boardwalks, swlmmlng platforms, wooden staircases and ra~llngs, and 
the purchase of an ent ~ronment-friendly composting toilet 

In add~tlon to provld~ng funds for managing the site, use of the falls for tounsm helped to avert Government plans 
In the 1970s and agaln in the 1980s to dam the YS f iver  for hydroelectric power generation Thus, in a sense lt 
can be sald that tour~sin IS prov~d~ng a means for justifying protective status for the attraction, as well as lncreastng 
pol~t~cal support for conservatlon T h ~ s  IS reflected In the deslgnat~on of the area as a National Heritage Site On 
the other hand, the manager polnted out that the tax incent~ves for maintenance or development of herltage sltes 
offered under the Natlonal Her~tage Trust Act of 1985 have not been available to the management of the attract~on, 
as these benefits can only be obtalned by owners of the s~tes  6 

6 An article In the Sunday Gleaner, July 5, 1998, states that to date, no one has made use of the lncentlves under the JNHT Act, 
wh~ch IS currently under revlslon One of the th~ngs that w~ll be changed is that the lncentlves will be made ava~lable not ~ust  
to owners, but to a broader set of stakeholders respons~ble for sltes 



CASE STUDY #I YS Falls 15 

The conservatlon benefits of tourrsm compare favourably with the possible alternative uses of the site Farming, 
the trad~t~onal use of the property on which the site is located, does not provide sufficient revenue to protect and 
manage the falls Forest conservation is practised on the surrounding YS Estates, and educational materlals are 
glven to v~sltlng school groups in an effort to educate chlldren about forest and watershed conservation However, 
there IS not much that tlie YS management can do to arrest deforestatlon outslde its boundaries besides educating 
commun~ty members and sett~ng a good example 

To some evtent the operation of YS Falls as a tourist attractlon has brought increased attention fiom both the local 
and ~nternational conservatlon communities In 1991 a team comprised of personnel fiom the Jamaica 
Conservation and Development Trust and The Nature Conservancy visited YS Falls to assess the site and make 
iecommendations for the development of visitor facilities at the falls The~r  recommendations (JCDT 1991) have 
helped to guide the physical slte development and operation of the attraction In 1993 YS Falls was included m the 
TAPIOAS stiidv of nature- and heritage-based attractions (van Barneveld, 1993), and now, in 1998, the attraction is 
being revtsited as part of the current GOJIUSAID inltlatlve to assess the economic and environmental impacts of 
ecotourlsm act~vlties In Jama~ca 

CONCLUSIONS AND RECOMMENDATIONS 

In conclus~on YS Falls appears to fulfil all the criteria of successful ecotourism However, this does not mepn that 
the attractlon will remaln vlable ~ndefin~tely The main concerns regarding the sustainability of the business are the 
external envlronmental threats and instability In the overall economic and soclal climate of Jamaica 

Economlc and community benefits 

Although thrs IS a prlvate attractlon and there are no NGOs involved In nature- or heritage-based tourism in 
connection with the site the attractlon is well integrated ~ n t o  the local community and there 1s no vis~tor 
harassment Almost evervone lnterv~ewed perce~ved the attractlon to be contributing substantially to the local 
economv matnlv by prov~dlng emplovment The attraction is also considered a viable business by its operators 
Desp~te their relatively low percept~on of other economlc benefits from tourism, some restdents of the area are also 
benefit~ng through opportiin~tles for the operation of concessions or the provision of certain goods and servlces 
assoc~ated wtth the attractlon 

Resource protect~on 
4s a ploneer ecotourlsm attractlon in Jamalca YS Falls has helped to set an excellent example of sustainable use of 
natural resources as the basis for a v~able tourrst attraction This has been accomplished mainly by strict 
ent ironmental management keeping 'development' to a minimum, and effectively monitoring and controlling the 
Impacts of vls~tat~on The long-term protect~on of this valuable her~tage slte IS obviously an important goal of the 
management, wl i~c l~  continues to limit visttation even faced wlth increasing market demands and economlc pressure 
to exceed the slte's carrqlng capac~ty The fact that the site is privately owned and controlled is an important 
success factor for the conservation efforts 

Environmental awareness The environmental policies of the attractlon have set a posittve example and helped to 
change tlie att~tudes and behaviour of employees towards the environment The strictly enforced lltter pollcq, for 
example has stirred at least one site attendant to pick up litter outside of the attraction as well as wlthin the 
grounds The planned vlsltor centre and natural history t r a ~ n ~ n g  for site attendants will enhance the experience for 
vlsltors and help to educate them about tlie natural heritage and environmental conservation needs of the area 

Although the attraction provides conservation education materlals to visiting schoolchildren and sets a good 
example of forest conservation, the cliallenge remalns as to how the management can become involved m 
protect~ng the watershed beyond thelr boundaries Once the visitor centre is established, the management might 
consider implementing a svstemat~c program of scheduled field trlps wlth an emphasis on envlronmental education 
for area schools and community groups In order to Influence the farmers and other resource users who are 
contrtbut~ng to deforestat~on, the attractlon might offer periodic 'open houses' to local residents, maklng sure that 
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all who accept the invltat~on are escorted through the vlsltor centre and provided w ~ t h  re le~ ant conservat~on 
messages 

In terms of natlonal impact on envrronmental awareness, the success of YS Falls has helped to promote the concept 
of ecotoirr~sm 111 Jamalca and st~mulated a greater awareness In the tourlsm sector of the economic benefits of 
conserving beautiful and ecolog~cally important natural areas It can even be s a ~ d  that the environmental pract~ces 
and pol~cies demonstrated at YS Falls have helped to shape the evolut~on of official standards and gu~dellnes for 
natuie attractions in Jamaica 

Factors affect~ng ecotourlsm potentlal 

Envlronrnental threats The evternal environmental threat of deforestation presently leads to Increased tu rb~d~ty  
and w~l l  eventually affect the attractlon by reducing stream flow Thls 1s a natlonal problem of stewardsh~p of 
resources, and there IS not much that we can advise the management of YS Falls to do except cont~nue to set a good 
example and provrde env~ronmental educat~on in the communrty 

Instab~litv In the natlonal economy Instab~lity In the overall economlc and socral climate of Jamaica remalns a 
major concern affecting the financial sustalnab~llty of the attractlon, especially In l~ght  of the carrying capacity 
111n1ts of the slte W111le we have suggested one or two additional mechanisms for sollc~tlng Income, s~tch as 
reta~lrng specrfic types of merchandise, these will not solve the main problem of the increasing management costs 
compared to the constraints on revenue generation descr~bed m thls report 

The only realistic opt~on for remalnlng viable in the long term is to increase entrance fees Although the sample of 
vlsltors surveved was too small for the results to be cons~dered conclus~ve, the responses suggest that the fore~gn 
market at least could tolerate a substantlal Increase in the entrance fees Some tourlsts may even w ~ s h  to donate to 
specrfic conservation projects at YS Falls, but at the moment they are not belng asked Vls~tor satisfact~on IS 

evtremely high amongst the forergn tourists, and ~t is this sect~on of the market that prov~des the majority (82-88%) 
of the attract~on's income In our opinion, the Issue of v~sitors' w~ll~ngness to pay for vlsitlng YS Falls deserves 
fi~rtlier Investigation 

Transportation costs The matter of settlng appropriate entrance fees IS not as simple as it mrght at first appear, 
due to tlie ~n\olvemeiit of the tour operators and the major role that package tours play rn b r ~ n g ~ n g  vlsitors to YS 
Falls Desp~te the relatrvelj small proport~on of thew tour package prlce that goes towards entrance fees to the 
attractions on tlielr itlnerarv 7 tour companies aggressivelv oppose any fee Increases for attractions, often clalmlng 
that the tourrsts are slmplv not willing to pay more Wh~le  thls may be the case for the purchasers of tours (because 
of tlie expense of the total package), this argument does not appear to hold true for Independent travellers We 
recommend that any marhet research on willingness to pay be comprehensive enough to deterrn~ne vis~tors' 
attitudes to the costs of tour components as well as just entrance fees to attract~ons Whatever the research reveals, 

7 Prrces for the Black RiverIYS Falls package tour range from US $60 to $93 per person, dependmg on the tour company, 
orlgln of the tour and extras offered on the trrp The tour companies' d~scounted cost for a package mcludmg the boat tour, 
lunch and entry to YS Falls IS US $23 The balance remaining per person is therefore US $37 to $70 If you rnultlply that 
figure by 40 (the average busload) you find that revenue to cover the remalnmg unknown costs and profit margln of the tour 
operator IS In the region of US S 1,480 to $2 800 per trlp 
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YS Falls and other nature and heritage attractlons w ~ l l  have to come to a mutually sat~sfactory arrangement w ~ t h  the 
tour companles on wli~ch they rely for up 75% of their business 

Case study # 2 BLACK RIVER SAFARI TOURS 

DescripOon of the attractlons 
Three pr~vately owned companles operate l~censed boat tours on the rlver In very much the same fash~on All three 
companies are located In very close prox~mity to each other They all use large, outboard englne operated pontoon 
boats and travel tlie same bas~c route up the Black Rlver to the point where the Broad and Black Rlver intersects, at 
which point the tour travels on the Broad Rlver to the br~dge at Salt Spring before turning back The tour lasts about 
an hour and a Iialf, and cool drlnks are prov~ded Some operators allow their guests to disembark at the village where 
there is an opportunity to buy drinks and souvenirs Crocodile stghtlngs are the hlghllght of the tours 

The researcher was able to take two out of the three boat tours offered on the Black hver ,  I r ~ e  Safar~ and the Black 
R~ver  Safar~ Both tours were bas~cally the same wlth a few subtle differences The large pontoon boats were very 
comfortable seemed safe and prov~ded a very smooth rlde on the river The Black k v e r  Safar~ gu~de  made a point of 
golng over tlie safetv pollcles of the company Both guides gave some lnformat~on on the h~story of the Black R~ver 
and ~ t s  past and present uses both gu~des told vlsltors about the l ~ f e  h~story of crocod~les, and polnted out the buds 
seen on the tour which were malnly cattle egrets nest~ng In the mangroves The I r ~ e  Safarl guide attempted to speak 
about mangrove ecology but the Black R~ver  Safari gu~de neglected to do so The gu~des knew where to find 
crocod~les whicli had all been given names, and stopped the boats to glve v ~ s ~ t o r s  a good view of each an~mal The 
gu~de  for Blach R~ver Safar~ fed the crocodiles with ch~cken while the one from Irle Safar~ d ~ d  not However, he 
adln~tted that on occaslon thev do feed the an~mals On the return leg there was no dialogue w ~ t h  the visltors until the 
boats arrlved back at the dock 

For tlie major~tv of vlsrtors the Black River safari tour IS part of a package whlch also lncludes lunch and entry to the 
YS Falls We also v~sited the Br~dge House restaurant, whlch caters to most of the package tou~  cl~ents The 
restaurant is located about a mlnute s drrve from the Black Rlver Safar~ The servlce was prompt and courteous but 
the setting was rather l ~ h e  an ~nst~t~itional cafeteria Instead of a restaurant cater~ng to tourists In a rural, seaslde 
Jama~can town Much could be done to glve the place a more pleasant atmosphere and some local character 

Geographic setting 
The Black River is found oil the south coast of Jamalca In the parlsh of St EI~zabeth The rlver system IS 70 
hilometres long and starts In the footli~lls of the Cockplt country Several rtvers join the system before enterlng the 
sea at the town of Black R~ver  The Black River Morass 1s the largest area of wetlands In Jama~ca The Morass 
provides protection from storm surges and suppl~es water to the surround~ng communities, wh~ch depend on the 
wetlands for wood (both for fuel and for furniture) fishery resources (shr~mp, crab and fish), and grazmg for 
livestock 

Community se t t~ng  
The populatlon of Black River In 1991 was estimated at 3,590 representing approximately 2 5% of the populatlon of 
St Elizabeth (Populat~on Census 1991 STATIN, cited in Massa and Haynes-Sutton, 1998) The unemployment rates 
In St El1zabetl.1 are among the lowest In Jama~ca ( I0  1% In October 1992, according to the Statist~cal Yearbook, 
1993 clted In Massa and Haynes-Sutton, 1998), even though the parish of St El~zabeth has an ill~teracy rate of 
32 5%, h~gher than the national average of 24 6% (STATIN, 1994) 

The people of Black R~ver  are largely self-employed In economlc actlvit~es such as small farm~ng, sugar, Ilvestock 
rearlng, fishing and commercial trades In the town In additlon to the l~censed tour operators on the river, there are 
independent unl~censed fishers who take vrsltors along the rlver from as far as Treasure Beach In thelr canoes The 
route for these tours vanes, due to the easler manoeuvrabil~ty of the smaller fishlng boats m the narrow mangrove 
channels It IS estimated that there are about ten such lndlv~dual operators 



As described in the YF Falls case study, the town of Black k v e r  was histor~cally Important as a shlpplng port and 
commercial centre from the time of Spanish occupation There are many bulldings of architectural significance m the 
town adding to the character of the town, which was the first town in Jamaica to receive electricity and a motor car 

Accessibility 
Black River is approximately 40 miles from Montego Bay or Mandevllle, and 90 miles from Ocho Rios However, 
the safarl tours are easily access~ble because roads to the South Coast are generally well malntalned wlth helpful 
signage 

Management structure 
Each of the three companies 1s a licensed commercial tour business Table BR 1 gives a brlef profile of the three 
companies 

1 Black Rlver Safar~ IS owned and operated by J Charles Swaby Mr Swaby took persons on a small scale up the 
rlver for b ~ r d  watch~ng, fish~ng and nature viewing for over 20 years before starting his enterprise in ~ t s  current 
form in 1986 

2 St El~zabeth Safarl is owned and operated by Dr Bennett who resides and pract~ces medicine in Black k v e r  
Dr Bennett also took small groups of people fishing on the river before expanding hls business 

3 Irie Safarl 1s owned and operated by Mr Lloyd Llnton Mr L~nton IS a wetland ecologist by profession and after 
visiting one of the other tours decided to start his own tour business with the Intention of delivering a more 
educat~onal tour than was available at the time 

ECONOMIC INFORMATION 

Table BR 1 
PROFILE O F  MAIN TOUR OPERATORS ON THE BLACK RIVER 

Entrance fees 
The rates for all three operators are the same wlth the exception that St El~zabeth Safari has a lower local rate thar 
the other two Foreigners are charged US$15 and locals JA $300 by Black River Safari and Irie Safari, whlle St 
Elizabeth Safari charges JA $200 for locals These rates were set to cover costs and provlde a marg~nal profit 
Package tours including lunch and entrance to YS falls are sold to other tour companles for US $23, and thesl 
companles retail the tours, including ground transportation, for between US $60 and $90, depending on the orlgln o 
the tour and evtras offered on the trip Unless otherwise spectfied, all figures m this case study are reported ~r 

Jama~can dollars (JA $) 

8 The number of boats indicates the total number of boats wh~ch the operator had at the t~me of the interview, and not the number 
of boats which were operational 

I R E S A F A R I  

4 
8 
US $15 
JA $300 

ST ELIZABETH 
SAFARI 
8 
10 
US $15 
JA $200 

Number of boats6 
Number of employees 
Tour price (foreigners) 
Tour prlce (locals) 

BLACK RIVER 
SAFARI 
12 
12 
US $15 
JA $300 
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Visltor statistics 

The visltor profile for all three companies seems very s~mllar Approximately 80% of tisitors are brought to the area 
from the north coast on tour packages arranged at the hotels The remaining 20% are elther foreign or local 
independent travellers Of those vlsltors on tour packages, about 85% originate from European destinations wh~le the 
rest are from North Ainer~ca 

Table BR 2 
VISITOR STATISTICS FOR BLACK RIVER TOURS (1997) 

Average number of 
visitors/month 
Europeans (package tours) 
North Americans (package 
tours) 

1 Combined annual total 
I 

1 88.080 

Other foreigners and locals 
(Independent travellers) 
Total number of visitors per 
year 

Note Fz,otaes above are estzrnates only 

BLACK RIVER 
SAFARI 
5,040" 

85% 
15% 

Visitor satisfaction For the past few years, the town of Black R~ver has become well known for ~ t s  safar~/crocodile 
attractions According to the JTB Vis~tor Satlsfact~on survey for 1997, 10 8% of the respondents vls~ted the Black 
R~ver  safar~ tours, wh~ch tied for fifth place In terms of vls~tatlon rates for varlous types of attract~ons The Black 
River tours ranked seventh In terms of vlsltor sat~sfactlon rating most popular satisfaction rat~ng for tours on the 
Black River was 3 36 out of a maximum rating of 5 0, maklng it the seventh most popular of the attractions named by 
respondents 

Mlnlmal number 

60,480 

Table BR 3 
VISITOR SATISFACTION RATINGS FOR VARIOUS ATTRACTIONS (1997) 

I Attraction vis~ted I Number of I Percent of I Ratlng 1 Satisfaction I 

ST ELIZABETH 
SAFARI 
2,000 

80% 
10% 

IRIE SAFARI 

3 00 

25% 
25% 

10% 

24,000 

50% 

3,600 

Dunn's R~ver Falls 
Raftlng 
Cave Tours 
Plantat~on/iarm 
tours 
Black River Safari 
Great House tours 

' ~ h l s  figure 1s based on an average of 180 lunches served dally to Black kver Safarl cl~ents at Bridge house restaurant (180 x 28 
= 5,040) 

Botanical Gardens 
Rid~ng Stables 
Maroon Town Tour 

vlsitors 

1506 
397 
224 
208 

205 
205 
204 
168 
52 

respondents 

79 6 
21 0 
11 8 
11 0 

10 8 
10 8 
10 8 
8 9 
2 7 

Index (out 
of 5 0) 
4 45 
4 33 
4 08 
3 19 

3 36 
4 12 

ranlung 

1 
2 
5 
9 

7 
4 

4 23 
3 31 
4 02 

3 
8 
6 
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For tli~s study, nine vls~tors were interv~ewed about the~r  evpectat~ons and opinlons of the tour The average cost for 
v~sitors who came on tour packages was US $73 00 All of these lnd~vlduals felt the tour was well organlsed and 
educational, but too expensive This may have been an ~ndicat~on of the tour package belng too expensive, rather 
than just the rlver tour component by itself, which would have cost US $15 In addit~on, most respondents were 
~nterv~ewed after vrsit~ng the first attract~on, before they had had lunch or vlslted YS Falls, so ~t may have been 
d~fficult for them to assess the value of the entire trlp for the cost paid All locals interwewed felt the trip was well 
worth the expense The results of the vts~tor ~nterviews are presented In Table BR 4, below 

All respondents ~ndicated that they d ~ d  not come to the area to buy any souvenirs, but ma~nly to v is~t  the attract~ons 
T h ~ s  was s~~pported by the observation of one of the craft vendors at St Elizabeth Safari who stated that most v~sitors 
did not buv any crafts from him because they had already bought ~tems on the north coast However, some vlsitors 
co~nrnented that there was no ~tem that was compelling enough to buy 

Table BR 4 
COMBINED RESULTS OF VISITOR INTERVIEWS AT BLACK RIVER TOURS 

Revenue 
Because evact figures for gross revenue were not available from these attract~ons, rough est~mates of gross revenue 
were calculated from figures reported for the average number of vlsitors per month These figures are presented in 
Table BR 5 Est~inates of visitor numbers were prov~ded by the management of St Elizabeth Safar~ and I r ~ e  Safar~ 
For the Black R~ver  Safari, the figure for vlsitor numbers was based on the number of meals served to the~r  cl~ents by 
Bridge House restaurant wh~ch caters to package tour vlsitors tak~ng t h ~ s  particular tour According to the manager 
of Br~dge House an average of 180 persons are sent from this tour operator each day, wh~ch would result in a 
inonthlj average of at least 5,040 visitors (180 x 28 days) Since we are not sure whether t h ~ s  figure 1s typ~cal of the 
bus~er months or represents the annual average, we real~se that the revenue figure der~ved from ~t may be somewhat 
d a t e d  

The manager of St Elizabeth Safar~ reported gross revenue of $300,000 to $500,000 per month, or $4 to $6 mlllion 
per year However, there was a discrepancy between these figures and the estimate calculated from vls~tor numbers 
The manager said that about 2,000 v~sltors came on 111s tour each month From thls, the monthly revenue of 
$796,000 was calculated from entrance fees using the reported ratlo of foreign to local visttors Again, there IS the 
posstbil~ty that the figure of 2,000 vis~tors per month 1s typ~cal of the busiest months only, whlch would help to 
expla~n why our revenue est~mate is much higher than that reported by the management 

# 

1 
2 

3 
4 
5 
6 
7 
8 

9 
Note Respondents 1-6 cnrne on package tours whzle the others arranged thezr own transportatron 

Country 

England 
England 

England 
Denmark 
Germany 
United States 
Germany 
Jama~ca 

Jama~ca 

Cost of 
tour 

US $60 
US $65 

7 

US $75 
US $85 
US $80 
US $21 
JA $300 

JA $620 

Was fee oh? 

Too expenslve 
Too expensive 

- 

Too expensive 

Too evpenslve 
Too expensive 

Too expens~ve 
F a ~ r  Would 
pay $400 
Yes 

Demand for 
other goods & 
sermces 
No 
More craft ~tems 

No 
No 
No 
No 
No 
No 

No 

Comments 

More interaction w ~ t h  locals 
needed 
Fr~end pa~d  for h ~ m  

Came in a group, rented bus 
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Constraints to revenue generation It 1s lnterestlng to note that the rates for the rlver tours have remained the same 
for the last three years, and dur~ng t h ~ s  time, according to managers, the margln of profitab~lity has decl~ned to almost 
notlirng When asked why prlces had not been raised, the answer was the package tour companies bringlng vlsltors 
from the north coast (constituting 85% of the vlsltors to the river tours), wlll accept no ralses In the prlce, as they 
claim vls~tors will not pay any more for the package 

Table BR 5 
ESTIMATED GROSS REVENUE OF TOUR OPERATORS ON THE BLACK RIVER 

Tliere 1s also confl ~ c t  between the package tour operators and safar~ tour operators w ~ t h  respect to late payment of fees 
to the attract~on owners It was reported that package tour operators are often months late with payment to the 
attractions and when pavment 1s made it IS usually at a less favourable exchange rate than the preva~ling rate at the 
tline of the tour Boat operators frequently ask the Assocrat~on of Jamaican Attracttons L~mited (AJAL) to rned~ate 
for fees owed by the package tour operators 

Name of attraction 

Estimated average # of 
visitors/month 
Estimated total # of visitors 
Ratio of foreign package tour 
clients to local vlsitors 
Average gross revenue /month 
Annual total 

Marketing and Promotion 
Tliere IS no spec~al~sed market research done by any of the boat operators on the rlver None of the operators 
~nterv~ewed had a marketing plan or any planned strategy for promot~on With the except~on of Ine Safar~, the 
operators do not collect vlsltor stat~st~cs, wh~ch could be used to analyse vlsit~ng patterns and help to ~den t~fy  poss~ble 
n~clies to target in the f~iture Market~ng IS done through distr~but~on of brochures In hotels and by the JTB, d~rect 
b ~ d d ~ n g  to package opeiators and v ~ s ~ t s  from journalists locally and abroad 

Tlie brochures are attractwe and show beaut~ful scenes of the river and the YS Falls (which is typ~callt coupled w ~ t h  
the river tour) but we found some of the ~nformat~on In the brochures to be misleadrng For example, one brochure 
inent~oned a gu~ded tour through the town of Black Rlver as part of the package, but t h ~ s  was not offered It also 
referred to the area as a national park, wh~ch IS not the case T h ~ s  m~slnformation may lead vls~tors to feel that they 
have not received good value for their money because they have not been able to experience everything prom~sed on 
the brochures 

Employment 
Black Rlver Safarl ernplovs 12 people fill1 time nlne boat captainsltour guldes and three bar attendants/saIespersons 
WorL IS also prov~ded for two part-tlme carpenters 

IRESAFARI 

300 

3,600 
50 50 

$108,000" 
2 $1 3 m~llion 

BLACK 
RTVER 
SAFARI 
5,040"' 

60,480 
100 0 

$2,116,800" 
k $25 m1111on 

' O T ~ I S  figure IS based on an average of 1 SO lunches served dally to Black Rver Safar~ clients at Brldge house restaurant (1 80 x 28 
= 5 040) 
"~alculatlons US $12 pp @ 35 1 u 5,040 = $2 116,800 
'kalculatlons US $12 pp @ 35 1 x 1,800 + (JA $200 x 200) = $796,000 
"~alculat~ons US $13 pp @ 35 1 x 150 + (JA $300 x 150) = $108,000 

ST ELIZABETH 
SAFARI 

2,000 

24,000 
90 10 

S796,0001' 
i $9 5 m ~ l l ~ o n  
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St El~zabeth Safar~ employs 10 permanent workers and allows about three or four vendors to sell crafts on the 
compound 

Irie Safar~ operates with e~ght  permanent staff members one tour guide/superv~sor, three boat captains, one secretary, 
one cashierlbartender and two chefs 

Income dlstrlbut~on All employees of the three companles reside In Black R~ver or surrounding areas withln SIX 

m~les of the town The emplovees questioned etther knew someone work~ng at the attract~on or applied to 
management d~rectlv for emplovment All respondents were recent school leavers at the t ~ m e  when they were hlred, 
except one an ex-fisherman who no longer fished due to hls age It IS not known whether he stdl has a boat operated 
by a relat~ve 111 the fishery 

Ind~rect economlc benefits (spln-offs) 
The sprn-off benefits to the community from the tours appear to be rather llmlted at present Because the majority of 
cl~ents arrlve on package tours on a ttght schedule due to the dlstance they have to travel from resort centres, there is 
very l~ttle opporturirty for v~sitors to spend tlme exploring the town or shopping 

Goods As ~nd~cated above there are a few craft vendors who have access to the visitors In the case of BIack River 
Satan, Mr Swaby buys crafts from local vendors and resells them h~mself at the reception area for his tours The 
value of thls trade IS unknown There IS also a demand for local produce and goods from grocery stores to supply the 
restaurants that cater to the tour pachages Again no figures were available for the value of these goods, but one 
supermarket owner estimated that approv~mately five percent of hts buslness is derived from supplying groceries to 
~estaurants that cater to the rlver tour cl~ents There are three gas stations in the town, which benefit from tour buses 
purclias~ng gas The value of this busmess was not ascertainable 

Serv~ces The maln servlce ~ndustr~es benefit~ng from the Blach Rlver safari tours are restaurants that cater for tour 
packages and tour companies that provlde ground transportatlon to the attractions In the past guesthouses and hotels 
such as the Ashton Great House and the Invercauld Hotel benefited from tour companles sending v~sitors for lunch 
However, St El~zabetli Safar~ and I r ~ e  Safarl now operate their own restaurants to whlch vlsltors are channelled after 
the rlver tour The Br~dge House restaurant caters to approv~mately 180 visitors daily from the Black R~ver  Safar~, 
represent~ng about 75 percent of the restaurant's clientele At US $5 per person for lunch (euclusive of dr~nks), thls 
would br~ng In at least US $900 da~lv  A few vlsltors also patronise the Ju~ci  Beef patty and pastry shop, but the 
value of t h ~ s  business 1s minimal 

Other attract~ons rn the area also benefit from the presence of the rlver tours A Black k v e r  safarl tour would not 
provide a fill1 dav's a c t ~ v ~ t ~ e s ,  so most v~sltors to the river tour also vis~t  attractions such as the nearby YS Falls 

There are five major tour companles that conststently send vls~tors to the Blach R~ver  safar~ tours They are 
Tourwlse, Cartbic Vacat~ons, Hol~day Services, Trop~cal Tours and Jamaica Tours Ltd Three of the five tour 
companles were contacted and they confirmed that the Black RiverfYS Falls tour package was one of the more 
popular tours (especially w ~ t h  Europeans), accounting for 15 to 20 percent of all their tour business However we 
were unable to ascerta~n the level of benefit which these package operators were receiving 

In the last few years there has been an Increase In accommodat~ons available on the south coast, ~ncludlng Black 
R~ver The hotels use the river tours as part of their marketing strategy, and some hotels recelve a 10% commission if 
they make booklngs for the~r  guests to v ls~t  the attractions 

I11 additloll to the employment prov~ded by tour operators, labour IS needed on a regular basis to clear the river 
channels of water hyacinth The Irrlgatlon Board hires fishers to take loads of the plant out to sea Depending on the 
load transported a fisher can make between $2,000 to $5,000 per load It was estimated by a local fisher that about 
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10 to 14 loads are taken out to sea each month, making the value of t h ~ s  employment somewhe~e between $20,000 
and $70,000 per month 

Costs associated m t h  tourism 
There was no ev~dence or mention of rncreased economlc costs for resldents as a result of tourism In Black River 

SOCIAL AND CULTURAL INFORMATION 

Perceptions of the economlc benefits of tourlsm 
The rlver tours provide full-t~me employment for 30 local people as well as an Income for the proprietors A former 
fisherman employed to one tour company felt that fishlng prov~ded a greater earnlng opportunity than tourlsm, but h ~ s  
age prevented Ii~m from going to sea any more As mentioned, a few craft vendors have access to the vlsltors or sell 
their goods to the tour company However the literature reports that many resldents of the area feel excluded from 
the benefits of tourism on the Black River (ESL, 1997a) because of a lack of opportunity to interact wlth the tourlsts 
Dur~ng our site v~si t  we observed tourists from one bus walking through the town, but were told that thls 1s rare The 
propr~etor of one store 111 the town has approached a local river tour operator about the possib~lity of having tounsts 
vlslt his store but was told the vlsitors were on a tlght schedule and could not afford the tlme to do so Apart from 
the Issue of the lack of opportunity to shop, there is also the question of whether or not the shops have items that 
\ ls~tors would be wllltng to purchase 

Soclal and cultural ~mpacts of tourlsm 
It was evldent from ~ntervlews with the managers of attractions that there has been very little communlcatlon with 
commun~ty members dur~ng the plann~ng of these attractions When asked the reason for th~s ,  one operator suggested 
that the communrtv members were not ~nterested, whlle another stated that he hlmself was not Interested In 
commun~cat~~ig  wrth the resldents of the area T h ~ s  IS unfortunate, because there are many users of the wetlands 
resources who are at tlmes In conflict w ~ t h  each other for use of the resources, and thls s~tuatlon has been e~acerbated 
bv the Intenswe use of the rlver by the three larger tour operators Tradit~onal users of the rlver have to contend wlth 
the ~ncreased traffic fro111 the rlver tours, wh~ch makes navigation ml~ch harder Furthermore, there are conflicts 
between the 11~ensed operators and the lndlvidual fishers operating tours on the river The fishers feel that tour 
operators percelve them as a threat to thew business as they can offer wildl~fe vlewlng - and other less publlc~sed 
actlv~tles - 111 areas that are inaccessible to the larger pontoon boats 

There are very few commun~tv-based organlsat~ons (CBOs) in the parish, which makes ~t difficult for c~tizens to 
volce thelr collect~ve oplnlons on Important issues buch as compet~tion for the use of publlc resources (Massa and 
Haqnes-Sutton 1998) Perhaps the most dynamlc organlsation concerned with the development of the area 1s the 
South Coast Resort Board w ~ t h  a membersh~p comprised of tourlsm ~nterests, the St Elizabeth Parish Counc~l, the 
Pol~ce schools and other commun~ty members With project fundlng from TPDCo, t h ~ s  organisatlon has helped to 
Improve ~nfrastructure and signage along the south coast, and is Interested In protected area management (Massa and 
Haynes-Sutton 1998) 

Safety and securlty 
The three main boat tour operators have lnvested In the tra~nlng of baslc First Ald and CPR for the~r  tour guldes and 
boat captams w111ch are among the requ~rements for obtaining thelr tour l~cence The Independent operators who glve 
tours rn the~r  fishing boats are not llcensed and llkely have no safety equipment or tra~nmg m F~rs t  Ald should an 
emergency arlse To our hnowledge, the rlver tours have not exper~enced any securlty problems to date 
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ENVIRONMENTAL INFORMATION 

Natural resources 
The Black R~ver  Morass IS an Important region for Black River and ~ t s  surrounding communities, owlng to ~ t s  
ecolog~cal, hydrological and cultural significance Of the 20 specles of reptiles and amphib~ans found m the Black 
Rlver, ten are endemic and two are rare (Massa and Haynes-Sutton, 1998) Plants which are economically important 
to locals and come from the morass Include thatch palms and mangrove trees, which provide yam sticks, stlchs for 
fishpot frames and poles used in construction In addition, the mangroves provide fish nursery areas that are 
economically 11nportant for the many fishermen in the area The wetland also helps to protect the town of Black 
Rlver from floods and storm surges 

Site development impacts 
All three companies operat~ng on the river have based their operations in buildings that were previously used, and 
have therefore not altered the physical environment very much The Black R~ver  Safari and St Elizabeth Safarl 
operate from bulldings that were once sugar warehouses, wh~le  Irre Safari has bulk on an area that was previously 
reclaimed for the Black R~ver Marrna 

Operational impacts 
R~verbank erosion caused by wakes from the pontoon boats IS one of the most obvious environmental Impacts 
assoc~ated with the operations of the tours Damaging wakes often occur whlle boats are speeding, especially on the 
return port~on of the trip, where gu~des ~isually have little to say In some areas, the rlver has wldened up to 10 metres 
(ESL 1997a) Eros~on dlsrupts the nestlng areas of crocod~les and some birds as well as the hab~tat of specres living 
In and around the banks of the river 

It has been noted that birds are seen less often than previously in areas frequented by the tours This is most likely 
from noise and alr pollut~on from the boat englnes as well as the noise created by the passengers on the boats 

In order to ensure that crocodiles are seen on the tour guides frequently feed crocodiles w ~ t h  chicken This practice 
Interferes w ~ t h  the normal feeding habits of these animals, making them dependent on humans and no longer ~nclined 
to forage tor thelr ow11 food 

Measures used t o  mlnimise environmental Impacts Two of the three operators on the river were aware of the 
manv stud~es that have been carr~ed out on the natural resources of the rlver and were knowledgeable about the 
threats to the resource both from external sources and from impacts caused by their own operatlons None of the 
managers felt that the~r  own operations were having negatlve impacts that could not be alleviated with proper controls 
on the river 

A carrying capacity study for boat operators on the Black River Morass was done In 1997 by Env~ronmental 
Solutions L~mited (ESL) for the Tourism Product Development Company The study concluded that the maxlmum 
sustainable level of operatlons IS approv~mately 600 visitors per day (30 tours w ~ t h  20 visitors each), although at the 
t~lne  ESL est~~nated the dallv number of vlsitors to be 200 (It was unclear as to how the numbers of existing or 
projected visitors were determined from the carrying capacity study ) The vis~tor numbers obtained in the present 
study suggest that the current level of combined operations is at least 260 visitors per day I 4  

I4 The sum of the monthly figures for each operator dlv~ded by 28 days 
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ESL recommended that the evrstrng level of operatrons should not be rncreased unless certarn mlt~gatrve measures for 
boat tour operat~on were rntroduced, including the following 

Departures should be Iim~ted to between 9 am and 12 noon and 2 and 4 pm, wrth a ten-mmute lag tlme between 
each departure 
A rest day sho~rld be instituted 
An upper speed lrmit of 10 mph shoirld be adopted by all boat operators 
A warden svstem should be ~mplemented to monitor the proposed measures 
P~rblrc education and training should be carried out in the area 
A waterfowl pond should be developed to enhance the bird population of the area 

To date none of these measures have been rnstrtuted 

External env~ronmental threats 
The resources of the Black River are threatened by many activihes Apart from the envrronmental impacts caused bv 
the three major boat tour operators, the major threats to the rlver and its associated flora and fauna rnclude 
deforestatron, pollution, unsirstalnable fishing pract~ces, and the unregulated use of jet skis on the nver 

Deforestat~on Residents of commun~t~es surrounding the morass harvest a variety of tree specres, rncluding thatch 
palm, royal palms mangroves, logwood and mahoe The timber is used for making charcoal, furniture, firewood, 
st~chs to make fish pots vamstrchs, and crafts, to name some of its uses Resource explortation has been relatively 
uncheched and the current levels seem unsustarnable Mangrove channels are also cut by fishers to reach further into 
mangroves where more nursery areas for fish can be found If these practices continue, they could affect nestlng 
hab~tats for a var~ety of specres and change the brod~versrty of the area 

Pollution Nutrrent Input Into the rrver rn the form of dunder from waste processrng at the Appleton rum distrllery 
has caused a reduct~on in the amount of avarlable oxygen for aquatrc lrfe, thereby disruptrng the entrre food cham of 
the ecosystem Evrdence of nutrrent Increases can be seen from the abundance of water hyacrnth that accumulates rn 
the rlver If not cleaned out perrodrcally this Invasive plant can choke the rrver, making rt impassable Pollutants 
from other sources also find therr way into the rrver, lncludlng fertilrsers from agrrcultural runoff and effluent from an 
aquaculture enterprise at Elrrn In addrtron, erosron rn agrrcultural areas has In the past led to siltation of the rlver 

Overfishrng Some fishers In the area are resort~ng to unsustarnable fish~ng practices that could lead to a decrease In 
the long-term fecunditv of the fishery resource Morass fishers bum the sedges and mangroves to make rt easler to 
inanoeuvre througl~ mangroves to set thew fish, shr~mp and crab traps Bumrng destroys the plant life and habitat for 
w~ld l~fe  assoc~ated w ~ t h  these wetlands The rllegal huntrng of b~rds, crocodiles and other wildlrfe IS also st111 
practrsed 

Je t  slus Jet skis have rn recent trmes been used on the rrver by hotels on the South Coast This IS a safety hazard as 
many jet ski operators travel at hrgh speed wrth lrttle regard for other users of the resource cr  the informal traffic rules 
of the rlver Environmental impacts of the jet skis include evcesslve noise and toiic exhaust fumes 

Environmental educat~on and awareness 
Current EE methods While glving the tour the boat operator or guide prov~des ~nformation about the history of the 
river and identification of the wetland vegetation and its associated fauna, including birds and fishes All three boat 
operators beireve that they have provided valuable educat~onal opportunit~es to school ch~ldren from Black fiver and 
beyond by offerlng school trlps on the river Managers felt that these actlvrties will increase the awareness of the 
importance the resources and encourage local conservatron efforts 

Changes In behav~our  There was no major change reported In the behavrour of resource users towards the river and 
wetlands as a result of the educatron efforts of the tour operators However, managers feIt that res~dents, especrally 
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those directly benefiting from the attractions, have learned to appreciate the importance of crocodiles, and would be 
unlikely to harm any of the an~mals 

The role of t o u r ~ s m  In resource protect~on 
It IS obvious that tourism in ~ t s  current form IS not helping to conserve the resources of the river Managers of the 
boat tours expressed the oplnlon that tourism has led to increased attent~on from pol~tical leaders and conservat~onists 
and recognition of the need to conserve the morass in its natural state, but that this attention had led to very little 
posltive act~on For example, the area has been prom~sed a warden to police the traffic on the river, but this has not 
yet happened although a boat was purchased for this purpose by TPDCo and the South Coast Resort Board (Massa 
and Haynes-Sutton, 1998) 

One tour operator IS an honorarv game warden and has worked closely with the NRCA and other organisations 
towards conservat~on of the natural resources of the area He has assisted the IUCN" Crocodile Work~ng Group that 
IS developing an actton plan for the protectlon of crocod~les, including publ~c education, law enforcement and 
protect~on of ci ~ t ~ c a l  hab~tats 

Many proposals have been put forward for alternative uses of the Black River Morass, although none have turned out 
to be econom~cally v~able Examples Include the drainage of the morass for ag~cultural land and minlng of the peat 
for f ~ ~ e l  As a result of these interests the morass has been well studied The importance of conserving this valuable 
ecosystem has long been recognised and ~ncluded In plans for the area, but there has been little implemen~ation of 
these plans They include the Nat~onal Phys~cal Plan (1978-1998), produced by the Town and Country Planning 
Department (TCPD), the St Elizabeth Development Order of 1983, and the Plan for a System of Protected Areas m 
Jama~ca (JCDT 1992), f i l ~ ~ c h  recommended that the Black h v e r  area should be declared a protected area (Massa and 
Haynes-Sutton, 1998) 

At present, the only legal framework for conservation is through the Wildl~fe Protection Act, wh~ch des~gnates the 
area as a Game Sanctuary thereby prohib~ting hunting However, the Act is rarely enforced In February 1998, the 
Black River lower morass was declared a Wetland of Internat~onal Importance under the Rarnsar Convent~on on 
Wetlands of International Importance (Massa and Haynes-Sutton, 1998) It remalns to be seen what impact t h ~ s  
des~gnation w~l l  have on the conservat~on status of the area 

CONCLUSIONS AND RECOMMENDATIONS 

The safari tours on the Blach River show great promise to become successful ecotourism attractions, but the operator 
need to work ~ndivid~iallv and collectively to address certain env~ronmental problems inherent in thew operations, ac 
well as some soc~ai concerns 

Economlc and community benefits 
In terms of our crlteria for successfi~l ecotourism, these attractions are definitely prov~ding economic benefits to the 
area and espec~allv to the~r  owners Although it is clear that most residents of the area should not evpect to make 
I~ving from sp~n-offs provided by safari tours, we feel that more effort could be made to ensure a broader range o 
sp~n-offs to the coinmun~ty A greater level of involvement with the commun~ty m general would perhaps rnltngat 
some of the soc~al tensions resulting from tourism in its present form on the Black River, and help to give people 
more realistic evpectations of the spin-offs that can be derived from the river tours 

To allev~ate any resentment that locals may have against the boat and package tour operators, perhaps the tour 
should ~nclude a walk through the town of Black River so that v ~ s ~ t o r s  can ~nteract with the local people However 
much education must go into preparrng the residents for this If they are to provide goods and services to the tounsk 
they must first determine what the tourist would like and be interested in This could perhaps be ascertained b 

I> International Un~on for the Conservation of Nature and Natural Resources 
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market research conducted by the tour operators If locals prov~de goods and services that the tourlst does not wish to 
have, t h ~ s  w ~ l l  lead to more resentment, as the locals wlll cont~nue to feel excluded from the benefits of tourism 

Income generat~on There are few mechanisms to solicit income on these tours A few craft items and other 
souvenirs were on sale at the attractions themselves, but with the exception of wicker shr~mp traps, not much was 
available In the way of Items dist~nctlve to the area and representative of what a vlsitor may have seen whlle on the 
tour No I~terature on the ecology of mangroves, b~rds, or crocod~les was offered for sale 

Funding ~nit~atives that could help to protect natural resources should also be lnvest~gated One obv~ous need 1s for a 
legal framework that allows for the collect~on of user fees, but this will have to await the declarat~on of the Black 
Rlver Morass as a protected area The ESL Study suggests that the boat tours s o l ~ c ~ t  a contr~but~on from visitors that 
would go towards paying for warden services If the v~sitors have had the conservation needs of the area explained to 
them, tliev m~glit Ilkel\ be glad to prov~de a contr~but~on On a t jp~cal  tour no ment~on 1s made of the environmental 
problems and conservation needs of the area, thus an opportun~ty 1s mlssed to spark Interest in the vls~tor or solic~t 
contribut~ons 

As recommended In the prevlous case study of YS Falls, the questron of package tour prlces in relat~on to revenue 
derlved by the attractions themselves needs to be addressed Our v~sitor survey lnd~cates that most package tour 
clients thlnk the tour 1s too expensive, whlch makes them less l~kely to spend additional money In the area, thereby 
reducing the possib~l~tv of spin-off revenues for the community At the same time, the v ~ a b ~ l ~ t y  of the boat tour 
companies may be co~nprom~sed unless they are able to Increase thelr prices 

Resource protect~on In our oplnlon, not enough 1s belng done by the tour operators to minlmlse the~r  environmental 
~mpacts and coiitnbute to the protection of the wetlands resources While the lack of legal protection for the area 
h~nders effectlve regulat~on of the manv competing activities on the river, this should not prevent resource users from 
communicat~ng with each other and collaborating to conserve the resources that are so Important to them all In the 
absence of a formal management plan and enforced regulat~ons for the Black f iver  Morass, there should at least be 
some level of agreement on a set of informal rules for tour operators and other resource uses A starting po~nt for 
discuss~on could be tlie carrvlng capac~ty recommendations made by ESL In the~r  1997 study With carrying capac~ty 
in m~nd,  managers should develop long-term plans (whlch are currently lacking) for each attraction 

The matter of the unlicensed tour operators rs a d~fficult one, which we d ~ d  not have the time to lnvest~gate fully 
These operators add to the rlver traffic and other environmental impacts of tourism, as well as presenting a problem 
for the tourrsm l~censlng author~t~es At present, these fishers take tour~sts on journeys of up to several mlles along 
tlie coast and up the rner withot~t anv formal training in F~rst  Aid and usually w~thout adequate safety equipment on 
board the~r  small boats Somehow these operators must be regular~sed and brought up to par In terms of both 
operat~onal gu~delines and safety measures 

Env~ronmental  awareness Wh~le  the tours prov~de a unique opportun~ty for viewing wildl~fe and educating many 
vis~tors, we feel that the conservation message could be stronger, more dlverse, and directed more towards the local 
communltv The boat tour operators have tralned the~r  tour gu~des In the bas~c ecology of crocodiles, but they do not 
make the most of the opportunity to provide a learnlng experience for visitors and residents It was our lmpresslon 
that the tours concentrate too much on the crocod~les Much more could be s a ~ d  about the ecology of the wetlands, 
the h~story and l~festvle of the people in the town, the importance of the wetlands resources to the surrounding 
commuiiit~es and the env~ronmental threats to the area There was also room for ~mprovement in the dellvery of the 
information to the vlsitors 

By using evistllig bu~ld~ngs  for their bases of operations the tour companies have not damaged the physical 
environment However they have not made the best use of the space and h~storic connections of these buildmgs, 
whlch would be  deal as d~splay areas for e x h ~ b ~ t s  depicting the hlstory and naturaI history of the Black Rver area 
Black R~ver  Safari Tours and St Elizabeth Safan Tours both operate from build~ngs that were once sugar 
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warehouses, but no rnentlon 1s made ( ~ n  the building) of thls ~nteresting fact, nor of any other historicaI facts about 
Black Rlver itself 

Factors affect~ng ecotour~sm potentla1 
Environmental threats appear to be the main constraint to the continued success of these river tours The managers of 
the attractions have done a good job at marketing the tour and attracting visitors from the resort areas of Montego 
Bay, Negril and Ocho R ~ o s  The roads and other infrastructure are quite adequate and the people of Black h v e r  in 
general are fr~endly and welcoming towards tourists However, at all three attractions the collection of visitor 
statistics needs to be improved By focuslng almost exclusively on crocodiles, the tours may be missing other target 
markets such as visltors who may be interested in the historic architecture of the town of Black f iver  



CASE STUDY #3 Valley Hikes 29 

CASE STUDY # 3 VALLEY 

Valley H~kes  IS a non-profit organlsatlon founded In 1995 with the mission "to promote sustainable development of 
eco-cultural tourism In the Portland area thereby enr~chlng the visitor's experience and lmprovlng the quality of life 
for the residents" (unt~tled profile of Valley Hikes, 1998) The efforts of Valley H~kes  are Intended to enhance 
economlc v ~ a b ~ l ~ t y  for the area whlle preserving natural and cultural resources (Brochure, 1998) The company offers 
a w ~ d e  range of outdoor actlvltles whlch emphasise the natural and cultural heritage of Jamalca, including h~king, 
h~stor~cal  and cultural attractlons, camplng, cavlng and horseback riding w~thln the Rio Grande Valley In the parlsh of 
Portland Jamaica 

There are approximately 20 tra~ls used by Valley H~kes, each w ~ t h  d~stinctive attractlons such as caves, waterfalls, 
historical rnol~uments and scenrc vlstas Hlkes can last from two hours to as long as three days and can be customized 
to accommodate vls~tors' interests and fitness levels Table VH1 describes several of the trails and hlking tours 
offered All gu~des are from the Rio Grande Valley community and know the area well Some guides are spec~ally 
tralned in b~rd  identlficatlon, cavlng, horseback rldlng, herbal remed~es, insect identificat~on and plant identificatlon 
On average, one gu~de IS provlded for every two to three cl~ents, making the hikes hlghly personalised 

The tralls that are used have been in evlstence for many years and are st111 travelled by community members today 
In addltion the trails traverse private properties In several places, prov~dlng opportunit~es for visltors to see local 
farmlng practices and purchase snacks, fruit and drlnks from resldent vendors 

The RIO Grande Valley IS the river basln of one of Jamaica's largest rlvers, the RIO Grande, wh~ch flows northward 

through the parlsh of Portland from the slopes of the Blue Mountains The valley covers an area of 286 km2 - 
approvlmately one thlrd of the area of Portland - and borders the Blue and John Crow Mountains Nat~onal Park The 
terraln of this area IS mou~ita~nous, rugged and ideal for hlking 

The lnaln settlements 111 the Valley are M~llbanh, Comfort Castle, Glnger House, Alligator Church, Cornwall 
Barrachs, Moore Town Bellevue, Seaman's Valley, Wlndsor, Stanton, Harcourt Tom's Hope, Durham, Bourbon, 
Cooper's H ~ l l  Fellowship and Berrldale The majority of these villages are located along the banks of the RIO 
Grande with M~llbank and an area called Wh~te  River falling wlthin the boundaries of the park 
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Table VH 1 
EXAMPLES OF HIKING TOURS OFFERED BY VALLEY HIKES 

REPLACE WITH CURRENT TRAIL DESCRIPTlONS TO BE FAXED BY VERONICA 
Name of 
tour 
DARLEY 

SCATTE 
R 
WATER 
FALLS 

STANTO 
N 

MOORE 
TOWN 

PLANTA 
TION 
TRAILS 
WHITE 
RrVER 
TRAIL 

GUAVA 
RIVER 
TRAIL 
WATCH 
HILL 
TRAIL 

NANNY 
TOWN 
TRAIL 

Durat~on and prlce 
per person (foreigners) 
4-6 I~ours - US $25 

US $37 with visit to Scatter 
Water Falls 

US $12 for SWF 

Short (2 hours) - US $20 
Med (3 hours) - US $25 

Short (2 hours) - US $25 
Long (4 hours) - US $30 

Short ( 1  hour) - US $170 
Long (3 hours) - US $30 

Long (4 hours) - US $30 

Long (7 hours) - US $30 

5 hrs (pr~ce not l~sted) 

3-day tour - US $170 

Level of 
difficulty 
Moderately 
difficult 

Very easy 

Very easy 

Easy 

Easy 

Moderately 
difficult 

Difficult 

Moderately 
difficult 

Difficult 

Br~ef  descr~pt~on of trail and hike 

The hike starts at Berridaie Vis~tors cross the 
Rio Grande by raft, passing Scatter Water Falls 
along with two other waterfalls The hike 
continues to Darley, where an old ruin known as 
the "slave bullding" is visited The trail leads 
Bourbon and eventually bach to Scatter Water 
Falls where Foxes Caves may also be visited 
The hike begins m the town of Berridale with a 
short walk after which visitors are taken across 
the Rio Grande on a bamboo raft On the other 
slde there IS a 20-minute walk to the Falls, where 
refreshments are served A hike of 15 mlnutes 
up the hill w ~ l l  take the visitor to Foxes Cave 
The hike starts at the tramway in Stanton, golng 
through farm land to Tom's Hope and from there 
to ' land settlement" (once a large estate) and 
back to Stanton 
The tour starts at Moore Town where a visit is 
paid to the Colonel V~sitors then hike along a 
trail leading to Nanny Falls 
The hike starts at the banana boxing plant of 
Premier Bananas and passes through coffee 
fields 
The trail starts at M~llbank and leads to White 
River Here visltors may see the giant swallow 
tall butterflv The trail goes along a rlverbed 
where several waterfalls may be seen 
The trail begins and ends in Bellevue Most of 
the trail goes through the area of Guava River 
Several waterfalls can be seen 
The hike starts in Windsor The trail passes 
through banana plantat~ons in operation, and 
leads to the rums of an lgth century sugar 
plantation and works 
The tour starts in Windsor, with visitors crosslng 
the river by raft They are able to observe 
banana cultivat~on and other farming The trail 
passes through the deserted vlllage of John's 
Hall, and leads through the national park to a 
campsite 
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Community settlng 
In 1995 the populat~on of the Rio Grande Valley was est~mated at 17,640, or 24% of the par~sh of Portland (Douglas 
and Parchment 1995) The major source of Income and employment in the Rio Grande Valley is agriculture, with 
the main crops be~ng bananas, plantains, ground provisions such as yams, and coffee Employment IS usually 
seasonal Most of the restdents are educated only to the prlmary school level (Douglas and Parchment, 1995) 

KEY T O  LEVEL OF DIFFICULTY 

Access] bi l~ty 
The base of operations for Vallev H~kes IS In the town of Port Anton10 where booklngs are made Transportat~on IS 

usilally arranged from the office to take vls~tors from thelr hotel to the beginning of each h-a11 In the valley, as the 
roads lead~ng into the Valley are in very poor cond~tion In the case of loop tralls, vlsitors have the option of 
provtd~ng the~r  own transportat~on and parklng near the trail head Several of the tra~ls are located on private property 
and vlsitors must be escorted by guides In order to enter 

EasyNery easy 
Eas~lv accomplished by anyone 
of average phys~cal fitness 

Management structure 
Valley H~kes  IS a membership organlsation currently comprising 25 members, including all of the 18 trail guldes 
The companv has seven board directors Four organlsations are regarded as playing a plvotal role in the development 
and success of Valley Hikes, and mandatory seats on the board are reserved for thelr representatives These 
organlsat~ons are the Social Development Commission (SDC), the Jamalca Tour~st Board (JTB), the Portland 
Env~ronment Protection Assoclat~on (PEPA), and the Blue and John Crow Mounta~ns National Park (BJMNP) The 
remaining three d~rectors are chosen from the membershtp 

A Trall G u ~ d e  Assoclat~on has been set up and meets monthly to dlscuss Issues relat~ng to the role of trall gu~des A 
representatwe of the Tra~l  G u ~ d e  Assoc~ation currently s ~ t s  on the board of directors of Valley Hikes 

Moderately difficult 
H~ker  must be In good phystcal 
cond~tion 

Origln of Vallev Hikes In 1993, Veron~ca Thauter, the current manager of the organlsation, undertook some 
research to investigate the perceptions of community members of the valley towards tourism (Her family owns 
Scatter Waterfalls which was at that t ~ m e  the only operating attract~on in the Valley ) Ms Thavter found that the 
res~dents of the Valley knew l~ttle about tourism and ~ t s  benefits, and were unaware of how they could become 
~nvolved Ms Thauter then set out to change the perceptions of commun~ty members by educating them about the 
tour~sm potentla1 of the area 

D~fficult 
H~ker  must be expenenced and in very 
good phys~cal condition 

At the same t~me,  the Dutch government was lnvolved w ~ t h  the Soc~al Development Commission In an integrated 
rural development project in the Rio Grande Valley, whlch was ass~sting wlth apcultural development, the creation 
of cottage ~ndustr~es, Improved health care and environmentally sustainable commun~ty development m general 
(The box on page - provtdes details of the RIO Grande Valley Project) With fund~ng from the Netherlands Embassy, 
the Rio Grande Valley Project collaborated with Ms Thaxter on a project to promote the concept of ecotourism in the 
area New tralls were scouted and 20 local people were tra~ned as hiking guides (van den Berg, 1995) The 
curr~culum Included tourlsm awareness, the manageinent of trails, CPR and Flrst Aid The Project also funded a 
feasibil~ty studv to evamlne the potential for develop~ng and promoting ecotourlsm sltes and act~v~ties in the area 
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Arlsing from these initiatives an Eco-Tourism Action Group (ETAG) was set up in 1993 ir~volving the Dutch 
government, PEPA, JTB, the Jamaica Hotel and Tour~sm Association (JHTA) and other tounsm entitles to guide the 
development ot ecotourlsm in the valley In 1994, after several ETAG meetings, it was declded that a company m the 
form of a non-profit NGO should be established to coordinate ecotourism development and activities for the benefit 
of the cominuiiities of the Rio Grande Valley Valley Hikes was this new company, incorporated in May 1995 and 
officially launched on June 2 1, 1995 

According to a profile of the organisation provided to participants of Green Tourism Conference (1998), the goals of 
Valley Hikes Include 

Developmg natural and cultural heritage attractions in the k o  Grande Valley and guidelines for their sustainable 
use, 
Promoting ecotourlsln and marketing the entire area as a destination, 

0 Encouraging commun~ty participation In creating the total tourism product, while preserving the natural, social 
and cult~iral resources upon which tourism depends, . Generating Income and enhancing living standards for the people of the area, by ensuring direct benefits to trail 
guides, craft producers vendors, and providers of transportation and accommodation services, 
Educating local people through training and cultural exchange with visitors, 
Working with other organisations, particularly PEPA, towards environmental education and conservzition of 
resources 

ECONOMIC INFORMATION 

Entrance fees 
The cost per hihe depends on the trail and duration of the hike, and there may be additional charges for certalr 
attractions visited on the hikes For foreigners, tour packages range from US $20 to US $80, excluding transportatior 
costs Local rates are $250 per person per hike - much lower than fol foreigners - and consist mainly of the tou 
guide fee (typlcailv $500 per hike) For this reason Valley Hikes requires a minimum of two locals per hike Thes 
rates were designed to be comparable with existing rates for other attractions in Jamaica 

Transportation costs depend on the number of clients booking a hike, and the particular location, but the averagl 
transportation cost per person was reported as US $15, or about JA $500 Attraction fees, ~f any, are paid directly t 
the attraction, less a cominlssion of 15% for Valley Hikes For example, the entrance fee for Scatter Water Falls 1 

US $12, whlle a cultural show can be arranged for US $9 Lunch can also be provlded at Scatter Water Falls for U 
$12 

Vis~tor statistics 
The total number of hikers in1997 was 421, with 376 of them paying clients and the other 45 being guests of Valle 
Hikes There were 279 paying hikers In 1996, and 268 m 1995 When cl~ents make a booking for a hike some visitc 
statistics are collected, for example, the chosen trail, numbers of v~sitors, and where vlsitors heard about Valle 
Hlkes After each hihe, comments are solicited from each v~sitor Table VH2 shows the frequency of hikers on tl- 
various trails and activities for 1997 The most popular hike is to Scatter Water Falls, chosen by 56 percent of tf 
visitors The data were provided in a raw form (notes in the record book), and had not been tabulated or analysed k 
Vallev Hlkes It IS not clear how these figures will be used to help inform trail development or marketing plans 



CASE STUDY #3 Valley H~kes 33 

Table VH2 
FREQUENCY OF PAYING H . R S  ON VALLEY HIKES TRAILS (1997) 

I TRAILfACTMTY I NUMBER OF HIKERS ON I PERCENTAGE 

Scatter Water Falls (hlhe & 
attract~on) 
Thavter s to Buckley's Hill 
Moore Town 

I 1 All other shorter h~kes  comblned 1 7 
I 

1 1 9  

Bourbon 
Golden Vale 
Darley 
W111te Rlver 

TRAIL 
211 

42 
39 

No data were recorded on the countrv of origin of visltors, but m 1997 there were 249 paying foreigners and 127 
paytng locals According to the manager, the forelgn market appears to be made up of an equal number of Europeans 
and North Americans Most vlsltors are mlddle aged and come from various backgrounds It has been noted that 
more locals come during the summer than the w~nter, and they tend to come m large groups for events such as office 
parties and school calnplng outlngs V~sitat~on on the whole is lncreaslng, although ~t remalns much lower than 
deslred 

56 1 

11 2 
10 4 

33 
22 
10 
6 

Table VH 3 l~sts  the sources of referrals mentioned by the vis~.tors The data show that hotels and guesthouses In 
Portland are a s~gnificant source of referrals to Valley Hikes, responsrble for 38 5% of all referrals The Jama~ca 
Tour~st Board referred a surprisingly small proportion of visltors, only 2 8% These figures suggest that vlsltors 
alreadv staylng In Portland are the most l~kely source of cl~entele for Valley Hlkes Unfortunately, most walk-~n 
customers do not lndlcate where they heard about Valley Hikes Thts would be valuable information for the 
marheting strategy, as walk-~ns comprise the majorlty (almost 42%) of all customers 

8 8 
5 9 
2 7 
1 6  

Stanton 1 2  

0 5 
100 00 
10 4 
1 3  

Extended Hlkes 
, Total 

0 5 

2 
376 

/ Raftlng and h~king combinat~on 1 39 
1 Horseback r~dlng combination / 5 
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Table VH 3 
SOURCES OF VISITOR REFERRALS TO VALLEY HIKES (1997) 

SOURCE OF REFERRAL 

Walk-111 vlsitors 

6 1 
5 8 
4 1 
3 8 

I 1 Dragon Bav I 24 

1 JTB 
I 

1 Tr~dent 

NUMBER OF 
RESPONDENTS 
165 

I San San Vlllas 
Goblin Hi11 
Bonnie V ~ e w  

Jama~ca Crest 
NRC A 
Fern H11l 

Visitor sat~sfaction During the per~od of fieldwork for t h ~ s  study, July 21 to 24, 1998, only two customers went on 

PERCENT OF REFERRALS 

41 8 
Hotel Mock~ilgbird H ~ l l  / 58 

23 
16 
15 
11 
10 

' Other 1 35 
Total 1 395+ 

a h ~ k e  with Vallev Hikes When quest~oned, they described their ekperience as "wonderful" and the guldes as 
evtrelnelv knowledgeable and friendly The visltors commented that they had been on a tour the entlre day and it was 
refreshing to meet onlv community people and learn more about the culture of the Island In the~r  opmlon the fee was 
111gl1 compared to rates for other available activit~es, but they acknowledged that the h ~ k e  was indeed spec~al and 
worth the money pa~d  Thev were impressed by the fact that so many of the guldes were women (there are seven 
female guides out of a total of 18 gutdes) A deta~led analysls of vlsltors' comments in the guest books was not made 
111 the ava~lable t~ine  At a glance however, all comments were of a positlve nature 

14 7 

2 8 
2 5 

4 
4 
2 

8 9 
100 0 

As part of the fieldwork for this study one of the researchers arranged wlth Valley H~kes  to be taken on one of the 
shorter h~kes part of the Stanton Trail, where maintenance work was in progress by Valley Hlkes members 
Transportatioi~ was provided at a cost of $500 from the Valley Hikes office In Port Antonio to the trall head at Tom's 
Hope, ajourney of about 30 mlnutes along w ~ n d ~ n g ,  rugged roads The h ~ k e  lasted approximately 4 hours and would 
be considered moderatelv d~fficult as defined in the descr~ptlon of hikes above The tra~ls were well defined, 
although the terrain was rough and relatively steep in places 

PEPA 1 28 1 7 1  

1 0  
1 0  
0 5 

* Ozit of a totnl of 421 hlkers m 1997 

The h ~ k e  led tl~roiigl~ several banana plantations as well as settlements and areas of natural vegetation The tour gulde 
was able to identify different types of plants and their medlclnal uses, as well as a few blrds In the plantat~ons the 
lithers were able to observe norkers cutting and sorting bananas, and speak w ~ t h  them about the process of preparmg 
bananas for evport As the hlhers passed through settlements they had opportunities to purchase refreshments, meet 
local people and observe typ~cal activities In the vlllages Lunch was provided about halfway through the tour at a 
spot w~th  a panoramic vie\\ of the Rio Grande Valley, where other trall guides were engaged In trall maintenance 
The tra~l ended at a local farm where the proprietor rears rabb~ts, tilapia and bees for honey He gave a short tour of 
the property and explained aspects of his business Honey was available for purchase The group was picked uy 
from this po~nt by a taxi and taken back to the office 

The h ~ k e  was in our oplnion very enjoyable All persons we met were friendly and approachable, and conversatlonl 
with the local people were interesting and informative The tour guide was well informed about the concept of Valle: 
Hikes and its f ~ i t ~ ~ r e  endeavours He was good at ~dentlfying plants when asked, although not proactive In providmi 
ui~format~on (a matter that should perhaps be addressed at the next trainlng opportunity) 
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Revenue 
Valley Hlkes generates lncome from hiking tours, commissions from entrance fees to attract~ons along the tralls, the 
sale of merchandlse (such as Valley H~kes  T-shirts, bags and maps), and commtsslons on craft Items sold on behalf of 
community members Valley Hlkes assisted some local taxi drivers to obta~n their "PP" (public passenger) llcence 
plates and In return gets a 15% commlsslon on transportation costs for h~kers In add~t~on,  the organ~sat~on benefits 
from a tree sponsorsh~p programme for re-seed~ng and trall mamtenance, recelvlng contnbutlons of US $10 per tree 
Grant f~indlng totalling over one million dollars was rece~ved for spec~fic projects m 1997, but this income is 
managed separately from the buslness operations Tables VH 4 and 5 prov~de figures for Valley H~kes  income and 
expenses In 1997 

The sale of merchandlse accounted for a relatively small amount of revenue ($22,709, or 4 3% of total mcome) We 
learned that 58 Items were sold In 1997 (26 T-shirts, 26 maps, and 6 bags) Even ~f each Item has been sold to a 
different person, fewer than 8% of the 421 hikers (376 of them paylng cl~ents) would have purchased Valley H~kes 
~nerchand~se Although we do not have any comparable sales figures from other attract~ons, these figures seemed 
qulte low 

Another dlsappo~nt~nglv low figure was the lncome recorded from the tree sponsorshlp programme In 1997, whlch 
lndlcates that only two trees were sponsored In the entire year However, the manager reports that In I996 the 
programme " dtd very well and in 1998 sponsorshlp has already been recelved for 70 trees Valley H~kes also makes 
interest on the sponsorshlp money that IS held In the bank wh~le  maintenance fees for the planted trees are gradually 
patd out to staff who manage thls program over a per~od of years (Seedlings only cost $30 each, so ln~tial 
evpendlture IS low) 

Table VH 4 
INCOME FROM OPERATIONS O F  VALLEY HIKES (1997) 

SOURCE O F  
INCOME 
H~kes and other 
actlvltles 

373,668 

Port Antonio Dest~natlon 
Marketing Fund 

AMOUNT (JA 
S) 

(PADMF) 
Sale of merchandise 

EXPLANATION 

60,900 

Interest and other bank 
credits 
Gross lncome 
Operating expenses 
Net ~ncome/(loss) 

Amount allocated to pay adm~n~stra t~on costs such as 
forelgn bank drafts, prlntlng of lnvolces, 

22,709 
76,557 

533,834 
(7 12,332) 
(178,498) 

commun~cat~ons, etc 
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Table VH 5 
GRANTS AND NON-OPERATIONAL EXPENSES (1997) 

Operating costs 
The operating expenses of Vallev Hlkes in 1997, presented In Table VH 6, were $712,332 This represents more thar 
133% of their gross lncome from operations, result~ng tn a net loss of $178,498 Grant finding for project 
undertaken In 1997 helped to maintam staff and keep the organisatlon functioning 

We made a rough calculation of a break-even point in terms of numbers of htkers needed annually to cover operating 
costs as reported In 1997 16 Because fore~gn hikers bring In much more lncome per person than locals ($367 ne 
revenue per pet son as opposed to $7 1 for locals), we calculated the break-even point only in terms of the numbers o 
foreign tourlsts To generate an additional income of $178,498 (the net loss for 1997) Valley Hlkes would need tc 
attract at least 486 add~tlonal foreign hikers, for a total of 735 forelgners (almost three times as many as the 24( 
paylng forelgners In 1997) " This 1s a conservative estimate, partly b~cause grant hnding for projects 1s currentlj 
used to supplement the salar~es of adininlstrative staff, who are paid a relatively small amount from lncome generatec 
by operattons The manager s rough estimate of the break-even point was 100 hikers per month, or 1,200 per year 

ITEM 
Comblned income from grants 
Port Antonio Destination Marketing 
Fund (I~oteliers' contributions) 
Tree sponsorsh~p pro, oramme 
Memberships 
Accounting fees 
Equipment 
Receivables 
Payables 
Totals 

I G  Our assumpttons and calculations are iternised In a note at the end of this case study 
" Shortfall of $178,498 - $367 = 486 hikers 

INCOME 
794,946 

279,880 

EXPENSES 
687,664 

147,952 

+ Correspondzngjgtire on orzgznal Valley Hzkes spreadsheet u $132 816 ($1 0 01 1 less) althozigh all other figure, 
are the same 

700 
500 

1,700 
16,000 
1,093,726 

3,3 13 

34,040 
54,900 
23,000 

950,869 

NET INCOME/(EXPENSE) 
107,282 

131,928 

(2,6 13) 
5 00 
(34,040) 
(54,900) 
(21,300) 
16,000 
142,857" 
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, 
Marketrng ' 48,467 Printrng of brochures and flyers for local 

hotels, transportation to promotional 

Table VH 6 
OPERATING EXPENSES OF VALLEY RlKES (1997) 

ITEM 
Expenses for hihes and activities 

Salaries 

Transportation - office 
Rent 

Transportation - repalr & 

AMOUNT (JA $) 

254,380 

16 1,070 

69,000 
60,500 

maintenance 
Office expenses 
Utilities 
Merchandisrng costs 

EXPLANATION 
Fees for community attractions and 
actlv~ties such as horseback riding, 
camping, and rafting 
Office staff Salaries are supplemented 
by fees for project management, funded 
by grants 

45,427 

43,O 1 1 
13,040 
7,690 - 

Tra~l  Marntenance 
Port Antonio Destlnatron Marketing 
Fund - administration 

Constra~nts to revenue generatron The main constra~nt to revenue generation seems to be a lack of visitors to the 
area Most foreign v~sltors (who provide a much higher profit margrn than locals) are referred from hotels and 
g~resthouses where thev are alreadv stavlng in the area However ~mportant this market IS to Valley Hikes, it is st111 a 
verv llmrted marhet as fewer than 1% of all bedhights sold In the Island in 1997 were for Port Antonro 
accommodatrons (JTB 199818) 

events & meetlngs 

Equrpment repair & maintenance 
Tralning 
Total 

The low stopover vrsrtatron to Port Antonio can be attributed to a number of factors Among them are the relative 
~naccessibrlitj of the area, the lack of awareness of Portland as a destination for eco-cuItural tounsm, and the 
dominance of the Image of Jamaica In the rnternational market as a 'sun, sand and sea' destination served by all- 
inclusive resorts (untitled profile, 1998) 

5,164 
4 5 3  1 

On the other hand the well-known attraction of raft~ng on the RIO Grande 1s t$e second most v ~ s ~ t e d  attract~on m 
Jama~ca (JTB 1997) Therefore ~t would seem that more market~ng and promotion of Valley Hlkes should be done 
for the dav-tnp sector of the market One factor that m~ght  make this difficult 1s the poor cond~tlon of the roads from 
Port Antonro to the Vallev The roads along w ~ t h  thelr assoc~ated slgnage are madequate for tour buses or tour~sts 
travell~ng on thelr own Also, In order to attract day-tr~ppers Valley Hikes would have to successfully compete w ~ t h  
the popular rafting attraction, which 1s already a h I l  day's excursion from Ocho Rlos 

Amount spent on adm~n~stration costs 
such as forergn bank drafts, printing of 

0 
0 
712,332 

Another possible constraint to revenue generation IS the fact that Valley H~kes  IS not yet licensed as an attraction, 
whrch means that the company does not benefit from the natronal tourism marketing arrangements It is felt that 

lnvolces, communications, etc 

I g  Port Anton10 accounted for 49 8 17 (0 94%) of the 5,285,479 bed nights sold m Jamaica m 1997 
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some of the requirements, such as providing securrty guards on h~kes, are not only unaffordable but unrealist~c fo 
attractions such as Valley Hikes The management therefore sees a need for revlslon of the polrcles and guldelrne 
for ecotourism attractions 

Marke t~ng  and promotion 
From ~ t s  unception, Vallev H~kes has carrled out a relatively aggressive marketlng campalgn to promote the compan: 
and its product It has had help from inany journalists and industry officials, who have v~sited the area and wrltter 
art~cles rn all kinds of medla about thls rnnovatike ecotourism company W ~ t h  funding from the Envrronmenta 
Foundation of Jamarca Trafalgar Development Banb and the JTB, brochures were prepared for use m all promot~ona 
activ~tles and given to the JTB and area hotels for distrlbutron The sale of merchandise with the Valley Hlkes logo I 
another forin of advertising the company, which has produced Valley H~kes  T-shirts, bags and a decoratwe map o 
the area 

S~nce 1995 Valley H~kes  has been promoted by a US-based market~ng, promotion and reservations firm, Un~qu, 
Dest~nations In 1997 Valley H~kes, In partnership w ~ t h  a number of Port Anton10 hotels and vlllas, launched 
'Genertc Dest~natron Marketing Plan' to promote the entire area and all it offers through this same agent Trad, 
shows, marketing networks, and an Internet website are some of the methods be~ng used to market a variety of Por 
Antonio vacation packages whrch all include Valley Hlkes actrvit~es such as bird watchmg, hiking, horseback r~ding 
and workshops on herbal remedles The cost of t h ~ s  marketlng program is covered by the accommodations secto 
partners of Valley H~kes  

From Januarv to August 1998 Unlque Destinatrons referred an estimated 25 tourlsts and 35 joumal~sts to Valle 
H~kes, each of whom spent an average of US $25 per hike In addrtion, approvunately 3,500 brochures on Valle 
Hikes have been sent out to general travellers, travel agents, tour operators, journalists and wrlters between 1995 an, 
now 

Employment 
Vallev Hihes employs an Operat~ons Manager and Assistant, as well as 18 guides who work on contract for $500 pe 
daylliike In 1997 the total number of gulde-days worked was 15 1, providing employment income of $75,500 to th 
coinmun~ty Benefits ranged from $1,500 for 3 days of work to $9,000 for a maxlmum of 18 days worked, wrth 
mean Income of $4,194 (about US $120) for the year Individuals from the local communities are occas~onally hlre 
for trarl ma~ntenance and the pa~n t~ng  of srgns for the tree sponsorship program Srnce unemployment IS high In th 
RIO Grande Valley, this ~vork IS appreciated However unless visltat~on increases greatly, it is clear that thi 
occupation can only be v~ewed as a supplement to other forms of employment 

Ind~rect  economic benefits (sp~n-offs) 
Vallev Hlkes contributes to the economy of the Rio Grande Valley and surrounding commun~ties In the follow~n 
ways 

Goods Cl~ents of Valley Hrkes regularly purchase snacks and drlnks from local vendors and shopkeepers m th 
Valley, althougl~ the value of thls trade has not been calculated Local craftspeople have an outlet for the sale of the 
crafts through Vallev Hihes, which offers crafts for sale in the office rn Port Antonlo There are also craft market 
along some of the tra~ls used by Valley Hikes, and each tour guide signs a contract wlth local vendors agreelng t 
take visitors rnto these markets 

Servrces Valley Hikes has helped to diversify the tourlsm product of Portland and brrng v~srtors to remote attractlor 
that would otherwise see llttle busrness Valley H~kes  takes hrkers to varlous attractions in the Valley and pa5 
entrance fees set by the owners, less a 15% commrssron whlch the organlsatron retains Hotels that refer vlsitors f 
Valley Hikes receive a 10% commission on any business resulting from such referrals 
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Other community benefits 
There are also some economlc benefits from the actlvlties of Valley Hikes that can not be readlly computed These 
Include 

Tree  sponsorsh~p programme To combat some of the problems assoc~ated w ~ t h  deforestation Valley Hlkes has 
lnstltuted a tree sponsorsli~p programme Vlsltors may sponsor a tree for US$10 The tree 1s planted on the land of a 
partictpatlng landowner, who slgns an agreement to help take care of the tree untll ~t can survive on ~ t s  own 
(approxlmatelc three vears) and not to cut the tree for 20 vears Valley Hikes staff are also responsible for taking care 
of t l~e  seedlings The sponsor recelves a cert~ficate, and a sign IS posted w ~ t h  hls name on the tree Farmers In the 
RIO Grande benefit from the tree sponsorsh~p program of Valley Hlkes In a number of ways Valley Hlkes provides 
hardwood (t~mber) trees fruit trees, and trees that are effectlve at blndlng the so11 so as to reduce eroslon The tree IS 

therefore an Investment opportunltv as well as a so11 conservat~on tool for the farmer The Forest Industry 
Development Company (FIDCo ) estimates that after 20 years of growth a hardwood tree can provlde for its lumber a 
return of between $6,750 and $12,000, depending on the specles planted 

Trail rnalntenance The malntenance of the trails 1s an invaluable benefit for res~dents of the Valley, particularly the 
farmers who use the tralls to travel to other commun~ties and to take their produce to town 

Trainlng Vallev Hikes provtdes trainlng and advlce to craftspeople through workshops on buslness management, 
product qilalltv and other top~cs relevant to the craft tndustry Flrst ald train~ng is prov~ded to the tour gutdes, all of 
whom who reside In the Valley Slnce the nearest doctor IS many mlles away, thls expertise 1s an asset to the area 

, Donations from visitors Because of thelr tnteract~ons w ~ t h  the local people, vlsitors sometimes send contrlbutlons 
S L I C ~  as ch~ldren s clothing to be distributed by Valley H~kes  In the area 

SOCIAL AND CULTURAL INFORMATION 

Perceptions of the economlc benefits of tourism 
Restdents of the Valley are well aware of the many economlc llnkages to the actlv~t~es of Valley H~kes, such as the 
employment of local giltdes the work of trall malntenance, and the sales of snacks, drlnks, produce and craft Items to 
Valley HAes clients and to attract~ons tn the ValIey A number of communlty members have approached Valley 
H~kes  seeklng help to develop new attractions and tralls, whlch could be marketed In partnership w ~ t h  Valley Hikes 
For example, res~dents of Moore Town have asked for help and advice on the development of the Wh~te k v e r  Falls 
and assoc~ated trails, as well as the Maroon museum now belng Implemented In such cases, Valley H~kes  asslsts by 
suggesttng guidelines for development of the areas 

Despite the interest tn partlc~pattng In tourlsm actlvlties, most restdents of the Valley do not expect to be dependent 
on tour~sm as a full tlme job but merelv as a means of subsldlsing their present earnlngs from farming Thus, 
residents do not expect to see a major shlft from agriculture to tourism 

Soc~a i  and culturaI Impacts of tourlsm 
There appears to be a very posltive relat~onsh~p between Valley Hikes and communities In the RIO Grande Valley and 
there was no mention of confllct between the company and the comrnunlty or between the communlty and vlsltors 
Owners of land srgn an agreement w ~ t h  the company to allow vis~tors and gu~des to pass through thelr land 
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Valley H~kes  regularly collaborates wlth the Portland Env~ronment Protection Associatron (PEPA) and the Blue and 
John Crow Mountains Nat~onal Park (BJCMNP), both of which have representat~ves on the Board of Directors and 
are very support~ve of the work of Valley Hlkes The success of Valley H~kes  IS seen as a pivotal element in the 
conservat~on of the natural resources of the area Collaborat~on is through workshops and t r a ~ n ~ n g  sesslons on such 
top~cs as environmental management wildllfe ident~ficat~on, and first ald train~ng, and also In the area of advocacy 
In a jo~nt  letter to the Natural Resources Conservat~on Authority, Valley H~kes, PEPA and the JTB recently 
publ~cised the~r  outrage at the envlronmental damage caused by the land use practlces of a coffee farmer In the area 
HIS unauthor~sed road construct~on and clear~ng of a steep h~llslde had resulted in land slippage, extenslve damage to 
111krng tra~ls, and the siltation of a commun~ty water supply (The Dally Gleaner, August 31, 1998) 

The pre-feas~b~l~ty study for Vallev Hihes evam~ned the attitudes of community members to tour~sm Most 
respondents said thev were In favour of ~ncreased tour~sm a c t ~ v ~ t y  in the area, as it would provlde employment for 
res~dents (Douglas and Parchment, 1995) No one quest~oned felt that tour~sm would bring problems to the area The 
respondents bel~eved that the b p e  of tourists that would be attracted to the valley would be mainly ~nterested In the 
e u ~ s t ~ n g  natural and cultural attractions, and this type of tourlsm was expected to have a min~mal social Impact 

Safety and security 

The level of difficulty of each hike IS clearlv artrculated so that visitors can select the most appropriate type of h ~ k e  
for thew fitness level Gu~des are trained In first a ~ d  and trails are regularly maintained The area has a low crlme rate 
and IS generally considered safe for tourlsts 

ENVIRONMENTAL INFORMATION 

Natural resources 
The natural vegetat~on of the Rio Grande Valley is relat~vely undisturbed, and the area boasts hlgh animal and plant 
endem~cih Twenty-five endem~c specles of b~rds and five endemic species of frogs are found in the area Forty 
percent of the fern species here are not found outside of t h ~ s  valley The Valley IS home to the endangered giant 
swallowta~i butterfly (Pcrpzlro homerzis) the world's second largest butterfly The area is located In the area of h~ghest 
ramfall In Jama~ca and receives an average annual ralnfall of 635 cm per year (Douglas and Parchment, 1995) 

The RIO Grande Valley 1s a very ~mportant watershed for a large area of Portland The RIO Grande itself IS 34 km 
long w ~ t h  ~ t s  maln tributaries be~ng the Guava, Corn Husk, Negro, Back RIO Grande and Foxes Rivers These nvers 
orig~nate In the upper reaches of the surround~ng mountains and descend ~ n t o  the valley to form this large river 
(Douglas and Parchment, 1995) 

Site development impacts 
S ~ t e  development ~mpacts for Valley H~kes act~v~tles have been negl~gible All trails are well establ~shed and 
co~nmonly used by the commun~t~es of the area The attractions m the area such as Scatter Water Falls and Foxes 
Cakes have been carefully developed accord~ng to environmentally fr~endly principles and In keep~ng w ~ t h  the local 
culture and practlces of the area All structures at Scatter Water Falls are made from ~ndigenous or natural materials 
There is no central sewage system In the valley and the management of Scatter Water Falls has provlded 
environment-fr~endly dry to~lets for htkers who stop at the water falls 

Operational impacts 

The envlronmental Impacts assoc~ated w ~ t h  the operat~ons of Valley H~kes  are m~nlrnal due to the present low level 
of tra~l use as well as the measures taken to mlnlmise possible vis~tor Impacts, descnbed below Valley H ~ k e  



CASE STUDY #3 Valley Hikes 41 

operates all its facilities along 'green' guidelines The organlsatlon uses recycled paper from the F a y  Hill paper 
project and encourages concessions at attractions to offer natural julces from frults and vegetables grown In the area 
Floors are polished iislng teak leaves (Tectona gandrs) and tollets are cleaned wlth vinegar and the leaves of the 
gully bean (Solanzrm towztm), thereby avoiding the use of harsh commerc~al chemicals 19 

Measures used to control vlsltor Impacts Although no carrying capacity studies have been carrled out for the 
tralls, Valley H~kes  1s very wary of the consequences of the overuse of tralls and has establ~shed daily visltatlon 11mlts 
for trails and attractions These Include 

A dally l lm~t  of 30 persons on any trall 
A mavlmum of elght persons allowed Into caves at any one time 
Operations are closed on publlc holldays 

Gwen the current number of trall guldes (1 a), and the pollcy of providing at least one guide for every four hikers,20 
the mavlmum number of vlsitors that Valley Hlkes would be able to serve dally 1s 72 Thls is far below the estimated 
carrvtng capacity of 600 vlsltors daily (30 persons on each of the 20 trails), a figure we feel 1s too high and would 
probably be unsustainable 

The hlhers acttons 111 the vallev are klghlv regulated by the gutdes Vlsltors are requested to take all garbdge back 
with them and collect~ng of flora or fauna is strongly discouraged Valley Hikes commonly uses the motto, "take 
nothlng but pictures, leave nothing but footprints and hlll nothlng but time " 

External envlronmental threats 

The main environmental threats to the Valley are deforestation (for charcoal production or clearlng of land for 
farmlng) improper solid waste disposal, road constructlon, sand mining, and the overuse of pest~cldes and fertlllsers 
In agrtculture One particular problem associated wlth the cultlvatlon of bananas 1s the Inadequate dtsposal of 
pest~ctde-impregnated banana sleeves These tend to be left in unsightly piles on the ground and the toxic residues 
become a chemtcal hazard to rlvers and wlldllfe 

Env~ronmental  educat~on and awareness 

Valley H~kes  1s very vocal about the env~ronrnental threats In the area and uses ~ t s  contacts wlth res~dents, 
schoolch~ldren and hikers to sensltlse people In the community about these issues They also actlvely participate in 
solvtng some of the envlronmental problems though actlvitles such as the tree sponsorship programme and the banana 
sleeve programme, where guides collect any discarded banana sleeves encountered on hlkes 

19 Ironically thelr use of natural cleanlng agents Instead of synthetic dlslnfectants has been cnt~c~sed by the government 
Inspectors of tour~sm enterprises 
*' In practlce the average number of hdcers per guide IS 2 8 
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The role of tourism in resource protect~on 

Valley Hikes has definitely helped to promote the study of the natural resources of the Rlo Grande Valley by 
facll~tat~ng access to the area by university research groups Scientists have been vlsltlng the area in lncreaslng 
numbers to conduct ecological research, part~cularly on threatened species such as the glant swallowtall butterfly 
Certa~nly the market~ng and promotion efforts of Valley Hlkes have helped to increase awareness of the natural 
resources of Portland However, the management of Valley Hlkes 1s of the vlew that tourlsm has not yet provlded a 
means to justify legal protect~on of the areas used by Valley Hlkes, or even those used by the popular attraction, 
raftlng on the Rlo Grande, which has been operating there for many years 

While Valley Hikes has been promoting ecotourism In the RIO Grande Valley, PEPA has been work~ng towards the 
establ~shment of an evtenslve protected area under the Port Antonio Marine Park and Conservation Corrldor Project 
(PAMPCC) Ecotourisln is recognised as an important element of the management plan being developed for thiq 
area wli~cli stretches from the border of the Blue and John Crow Mountains Natlonal Park to the coastl~ne of Port 
Antonio Tlie GOJ has liidicated its willingness to co-manage a conservat~on area wlth P M C C / P E P A ,  but the 
process has not been final~sed Nevertheless, the increaslng collaboration between the GOJ and PEPA seems tc 
lnd~cate that polltical support for conservation 1s increaslng 

Changes in behaklour At the community level, accord~ng to Valley Hikes personnel, the attitudes of community 
members towards protection of natural resources have been slowly changlng The guldes have been the frst  
corn~nun~ty members to real~se the value of these resources and the Importance of the local knowledge that has been 
passed onto them such as the medicinal uses of certain plants More recently, Valley Hikes has been receiving 

reports from res~dents and visitors to Jamaica about questionable envlronmental practices in the Valley or in hotel 
elsewhere In Portland, whlch Indicates an increased awareness of conservat~on needs Valley H~kes  IS able to responc 
to these reports and recommend positive changes, often actlng through rts contacts and alliances with PEPA and the 
BJCMNP 

CONCLUSIONS AND RECOMMENDATIONS 

The activltles of Vallev Htkes have most of the necessary elements needed for a successful ecotourlsm venture 
altliougl~ at present the bus~ness depends on grant funding and other forms of donations to keep running The malr 
constraints to v~ability ~nciude the external environmental factors affecting the area In which the tours operate, anc 
the low vlsitatioil rates 
Econom~c and community benefits 

The whole concept of Valley H~kes as a business revolves around community partlc~patlon and opportunit~es for loca 
people to generate income from tourism To the extent that Valley hikes has Itself been successful, it 1s the member 
of the colnmunlty tlie~nselves who have benefited Whlle the actual Income from the hik~ng tours has not beer 
sufficient to maintain the business, those employed as guldes have recelved some economlc benefits and there have 
been spin-offs generated In the form of sales of goods and transportation servlces Attraction owners and hotels have 
benefited from commissions, and the presence of the tours IS an attractlve tool to help market the destlnatlon of Por 
Antonio and environs 

There are also a number of less quantifiable benefits associated w ~ t h  the actlvltles of Valley Hikes such as trai 
maintenance, the tree-plantlng program, increased envlronmental awareness and the opportunity for locals to lnterac 
with fore~gn vls~tors Tlie organisation has forged strong partnerships with others m the reglon, tncluding hotels, par) 
officials and local NGOs These links need to be carefully monitored and fostered 
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The concept of Vallev H~hes has been carefully thought out and researched in a pre-feaslbillty study In addlt~on, the 
company has operational plans with clearly defined goals and objectives that are updated freque~~tly In terms of 
mechan~sms for soliciting income, Valley Hikes has been able to find innovative ways to make money, such as their 
tree sponsorsh~p programme, the~r  links with craftsmen In the area and thew sale of this merchandlse as well as 
merchandlse and souvenirs wh~ch Vallev H~kes  itself produces It appears that the low levels of visitation have 
resulted In the limited success of the~r  merchandlse sales so far 

The marketing plan seems comprehensive and promotion of the attract~on has been vigorously pursued Although the 
number of Iiikers continues to Increase, the frults of these market~ng efforts have not yet been real~sed From t h ~ s  
brief studv we were unable to say why Valley Hikes has not been more successful One theory that we tend to 
support, however, IS that the v~abi l~ty  of Valley Hikes appears to be dependent upon the abllity of tour~sm interests In 
Portland to successfi~llv promote the entire area as an ecotourlsm destination Therefore the goal of the reg~on's 
dest~natlon marhetlng plan - to attract more stopover vlsitors who w11l take the time to experience the variety of 
attractions that Portland has to offer - seems critical to the success of Valley Hikes 

Resource protechon 
The env~ronmental guidelines for the operations of the company seem to be worklng well, as structures are In 
harmony wlth the natural and cultural environment and there is no evidence that visitor Impacts are damaging tra~ls 
However the ~mpacts need to be carefully monitored so that appropriate vtsitatlon levels can be established before 
any significant damage does occur 

The gu~des provlde ~nformation about the area and its resources, whlch contributes to environmental awareness of 
vls~tors We encourage Vallev H~kes  to inaintaln ~ t s  obv~ously hlgh qual~ty of tralning and continue to seek ways of 
educatrng the local people about the Importance of environmental conservation, which is recognlsed as one of the 
greatest challenges faced bv the organlsatlon Together wlth partner organisations such as PEPA and pr~vate sector 
tour~sm Interests Vallev Hikes must cont~nue to work towards the realisatlon of the Port Antonlo Mar~ne Park and 
Conservation Corridor Project 

Factors affect~ng ecotourlsm potentla1 
As w ~ t h  manv other ecotourism attractions, external envlronmental factors threaten the long-term v~abillty of the 
business Valleb Hlkes IS ~nvolved w ~ t h  other entitles in efforts to alleviate this problem, but until there 1s an effective 
legislat~ve framework and enforcement of environmental laws the degradation of the environment wlll remaln a threat 
to ecotour~sm In the Rio Grande Valley V~sltatlon rates remains well below the level requ~red for the financial 
susta~nabillty of Vallev H~hes Viabll~ty of this ecotourlsm enterprise will ultimately depend on the potential for the 
parish of Portland to attract a greater share of the natlonal tourlsm market 

Notes on the ns~umpt~ons and calcrrlntrons for the break-even pomt 

Costs 

Total number of guide-davs for 1997 was 15 1 Total amount of hlklng fees to guldes was 15 1 x $500 = $75,500 
Total number of hlkers was 42 1 Average number of h~kers per guide was 42 1 - 15 1 = 2 8 
Average hlkrng fee cost per hiker was 75,500 - 421 = $179 (whether or not the hlker paid for the hlke) 
Assilme all 'other" costs (attract~ons, etc ) are d~stnbuted amongst 376 paylng clients $254,380 - 75,500 (gulde 
salaries) = $1 78 880 total ' other" costs - 376 = $476 average "other" cost per hiker Therefore, total average 
cost per paying hiker was 179 -t 476 = $655 

Income 
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We were told that local h~kers are charged $250 Gross hiking fee lncome from 127 locals @ $250 = $3 1,750 
We were not told the average hiking fee for foreigners, but can work it out t h ~ s  way 

$373,668 Gross income 
less $31,750 Gross hlklng fee Income from 127 locals @ $250 each 
less $205 712 "Other" hlking costs @ 178,880 + 15% commission retained by VH 

= $136,206 Gross hlking fee income from 249 foreigners 

Average litklng fee for fore~gners was therefore 136,206 - 249 = $547 
Gross lncome per foreigner IS 547 + 476 = $1,022 

a Net lncome per foreigner is 1,022 - 655 (average cost per hlker) = $367 
a Gross income per local 1s 250 + 476 = $726 

Net lncome per local is 726 - 655 = $71 
To make up the 1997 sliortiall of $178,498 they would need $178,498 - $367 = 486 more foreign hlkers, for a 
total of 735 foreigners (486 + 249) 
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CASE STUDY # 4 COCKPIT COUNTRY ADVENTURE TOURS 

cockpl; Country Advent~lre Tours (CCAT) is an enterprtse inttlated by the Southern Trelawny Environmental 
Agency (STEA) based In Albert Town Jamaica This community-based non-governmental organlsatlon has 
as ~ t s  misston "to fac~l~tate the economic development of southern Trelawny through environmental 
protect~on and research eco-tour~sm, and the promotton of environmentally sound agricultural practices" 
(Agency Profile 1998) 

The company offers three mall1 walk~ng tours as well as custom tours upon request The maln attraction for 
vlsttors apart from the outdoor experience or adventure, 1s intended to be c'mmimum-impact recreation and 
nature study" (CCAT brochure) S w ~ m m ~ n g  in rivers, bird watching and cave exploration are some of the 
a c t ~ v ~ t ~ e s  featured on the tours Tours originate from the agency's offices in Albert Town, a farming 
community on the eastern edge of the Cockptt Country V~sltors can choose from a range of sites and 
euperlences, from a "le~surely walk" to physically challeng~ng "bush hikes" and cave tours, whlch tnvolve 
negotrating steep descents on ladders w ~ t h  rope handra~ls The advertised selection of tours is summarised as 
follows In Table CC 1 

Gu~des  for these tours are people from the local communlty who have been educated about the geography, 
natural history h~story and cultural heritage of the area, as well as tralned in leadership skills, public 
speaktng, first atd, camping sl\ills and cave exploration The etght available guldes are the graduates of a 
p~lot  ecotourlsrn gurde tratnlng program developed by STEA with funding from the Royal Netherlands 
Embassy Agenc~es such as the Jama~ca Red Cross, Jamaica Tourist Board, and Tourism Product 
Development Company Lim~ted collaborated w ~ t h  STEA to Implement the three-week program and certify 
the gutdes for the tour~sm licens~ng requ~rements 

I fauna, especially birds I I waterfall 
Duration 1 3 5 hours 1 4 hours 1 5 hours 

Table CC 1 
TOURS OFFEWD BY COCKPIT COUNTRY ADVENTURE TOURS 

Name of tour 

Type of tour 

Descr~ption 

Pr~ce p p for 
forergn 
tourists 
Local rates 
(JA % 
equivalent) 
Food & dr~nk 

Maximum 
group sue 

QUASHIE RIVER SINK 

Steep hlke and cave 
descent 
Hike up Congo Hill, 
descend Into Quashle Rlver 
slnk (cave) vla serles of 
steep ladders w ~ t h  rope 
handrails, and swtm under 

BURNT HILL ROAD 

Walk~ng tour 

A 'le~surely walk' 
along the Burnt H ~ l l  
Road to Barbecue 
Bottom mainly to 
observe flora and 

US $20 (3-4 people) 
US $17 (5 + people) 

US $14 
us $12 

Snack (two fruits) 

ROCK SPRING CAVE & 
RIVER 
Bush hike 

Explore the channels, 
chambers and underground 
rlvers of Rock Spnng Cave 
Swim in Mouth Rlver 

15 people 

US $35 (2-4 people) 
US $30 ( 5  + people) 

US $25 
us $22 

'Bush cook' lunch of roast 
yam, saltfish, steamed 

US $40 
- 

US $30 
- 

'Bush cook' lunch of 
tradlt~onal foods 

;egetables and natural juice 

8 people 6 people 



CASE STUDY #4 Cockp~t Country Adventure Tours 46 

Geograph~c setting 
The setting for these tours is the eastern edge of Jamaica's largest wilderness, an area of about 450 square 
h~lometres of largelv un~nhab~ted forest and rugged, karst topography known as the Cockpit Country The 
area offers a variety of attractions for the nature tourist a remarkable landscape of conical hills, limestone 
cliffs and steep-sided valleys, dense forests filled with interesting flswering plants, ferns, b~rds, butterfl~es 
and other wildl~fe, and caves to explore, some with underground rivers flowing through them 

The Cockpit Country also has an interesting cultural history as one of the two main strongholds of the 
Maroons, descendants of slaves who escaped or were freed by the Spanish in the 16 '~  Century From their 
htdeouts In the rugged terrain, they fought a guerrilla war against the Br~tish lasting for over 70 years 
Eventuallv 111 1739 a treaty was s~gned between the British and the Maroons, who were granted autonomy 
and 1 500 acres of land In the Cockpit Country In return for a cessation of hostil~ties The Maroons and thelr 
ma~nlv Afrlcan-based cultural traditions have rece~ved attent~on from tour~sts to the extent that the people of 
one Maroon commun~tv, Accompong tn southern Trelawny, have formed a company offering v~lla, oe tours 
The~r  annual celebration of the slgnlng of the treaty on January 6th has become qu~te  popular as a tourist 
attraction In recent years 

Apart froin its wild beautv and historic and cultural connections, the Cockplt Country is internat~onally 
recogn~sed for ~ t s  extraordinary biod~versitv Many of the species of flora and fauna found here are endem~c 
to Jama~ca and to the area itself Proctor (1986) found 101 species of plants endemic to the Cockpit Country, 
and Oberl~ reports a new iundescr~bed species of the cactus Mammrlarza sp that has been found only on one 
cliff face, mah~ng ~t one of the rarest plants in the world (Cockpit Country Workshop 1998) The Cockp~t 
Country IS one of onlv two places in Jamaica where the endangered Giant Swallowtail Butterfly Paprl~o 
hon~elzrs the largest butterfly in the western hemisphere, can be found Other endemic invertebrates found 
here are the bromel~ad crab Metapaulzz~s depressz~s, two species of Perpatub (considered the "missing link" 
between annelids and insects), a giant (18 cm) millipede, and several cave-dwell~ng specles of ~nsects with 
interesting adaptations to the dark (Garraway 1998) Two-thirds of the island's 26 endemic species of 
Iierpetofauna occur here, making tt the most important habitat for snakes and other rept~les in Jamaica (Vogel 
1998) According to Lack (1976), 91% of Jama~ca's endemic birds species can be found in the wet limestone 
forests of the Cockpit Country (cited by Davis 1998) 

The Cochp~t Coi~ntrv is ecologically  inp port ant for vet another reason it is the groundwater recharge area for 
at least four major hydroiog~cal basins In the western part of the island and is ultimatelv the principal source 
of water for the parishes of Trelawnv, St Elizabeth and St James (Smikle 1998) 

For these reasons, the Cockpit Country has been designated a high priority area for the establishment of a 
Nat~onal Park (GOJ 1995) and proposed as a World Heritage Site as defined by the World Her~tage 
Committee of UNESCO (Eyre 1995) A group of concerned members of the conservation community in 
Jamaica ~ncliid~ng STEA, met at a worhshop in March 1998 to share information about the Cockpit Country 
and discuss optlons for its conservation and management" Informally referred to as the Cockpit Country 
Stakeholders, the group under the ausplces of the Ecosystems Management Focus Group of the Nat~onal 
Environmental Socleties7 Trust (NEST), has applied for funding under the Global Env~ronrnent Facil~ty 
(GEF) of the World Bank to pursue this cause The role of ecotourism in the conservation of the Cockplt 
Country is one of the lssues under consideration 

Most of the land area of the Cockpit Country is government owned Forest Reserve Some lands are under the 
control of the Maroons, but there is an ongoing dispute over the boundar~es of Maroon territory and logglng 
right5 in the Cockp~t Country The areas used by CCAT are a mixture of government- and privately owned 
lands, the latter used by permission of the owners 

" W Lee attended the Cockplt Country Workshop 
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Community setting 
Centred rn Albert Town, STEA membersh~p IS drawn from communit~es wlthrn a rad~us of about 30 m~les, 
cvrtk the most active involvement being from the nearby d~st r~cts  of Freeman's Hall, Rock Spring and Spr~ng 
Garden The comb~ned populat~on of these satellite communities IS est~mated at about 1,000 res~dents, w ~ t h  
Albert Town itself hav~ng a populat~on of 100 (Dixon, personal communication) The prlnc~pal economlc 
actlvltv of southern Trelawny IS farming, particularly the cultlvat~on of yams for export This area produces 
approu~mately 70% of the yam exported from Jamalca (Agency Profile 1998) Coffee, bananas, plantain and 
other produce are also grown, but the local economy 1s s a ~ d  to be 90% dependent on yam farming (Diuon, 
personal commun~cat~oi~)  

Despite belng an agr~cultural community, Albert Town has no produce market and no supermarkets 
Res~dents travel half an hour to Clirist~ana (15 mlles away) or Mandeville (30 m~les  away) to purchase most 
of their groceries and l~ouseliold supplies, and they go even further afield to sell the~r  produce at markets in 
St James Westmoreland St Elizabeth and Manchester (Buckle 1998, personal commun~catton) Apart fiom 
a few small shops and bars, the town has a bakery, a gas stat~on, a wholesale beverage store, a feed and 
agricultural supplies store, a lumberyard, and two modest restaurants There are a number of roadside 
vendors selllng food and dr~nks on the streets of Albert Town 

There IS no doctor in town - one v ~ s ~ t s  twice per week from Ulster Spring - and the nearest hosp~tals are In 
Mandevllle and Falmouth However, there seems to be a thrlving transportat~on bus~ness based In the town, 
which is lnvar~ably thronged w ~ t h  taws The town recelved telephone service about a year ago, and STEA 
has a good communications system (phone, fax, and e-mall) Although this 1s not traditionallv a tourlsm 
area the local people have become used to seelng field researchers, b~rd  watchers and perhaps adventure 
seekers who enter the Cockp~t Country along the Burnt Hill Road near Albert Town 

Access1 b~llty 
The nearest resort centres are Falmouth about 30 mlles to the northwest, and Montego Bay, a further 20 
miles west from Falmoutli Ocho Rios is approx~mately 50 m~les  away Mandev~lle, whlch is gradually 
becoming a base for alternative tour~sm on the south coast of Jamalca, l ~ e s  about 30 mlles to the south 
Although the roads are acceptable bv Jama~can standards, they are narrow and wlnding and take longer to 
negotiate than evpected fiom reading the mileage figures on road maps 

None of the major tour companies take tours to the Cockp~t Country Unless the tourlst has pnvate 
connections wlt111n Jama~ca, the transportation options for getting to Albert Town are by rental car, tax1 or 
public transportatron Wlth car rental rates of up to US $90 per day, and the taxi fare from the nearest resort 
centre perhaps not mucli less, the cost of transportat~on might be proh~b~tive for the Independent tounst 
Publ~c transportat~on wli~le cheap, m~ght be somewhat daunting to the unlnltiated traveller 

Management structure 
STEA is a noii-profit NGO founded In 1996 and it currently has over 100 members Membership 1s open to 
mdividuals for JA $100 a year, students ($50), groups ($250) and corporations ($1,000) An e~ght-member 
board of voluntary d~rectors oversees the actlv~ties of the organlsation The ecotour~sm development project, 
CCAT, IS one of two commerc~al enterprises through whlch STEA 1s attempt~ng to generate funds for 
environmental conservatlon, socio-economic research and commun~ty development projects The other IS the 
operat~on of a buslness servlces centre in Albert Town, where customers can purchase coples, use telephone 
and fax servlces and have documents typed, formatted and prlnted Membership fees, donat~ons, fundra~sing 
events and project funding from donor agencies are additional sources of revenue for STEA 

STEA operates with a staff of four full-t~me employees and (currently) two Peace Corps Volunteers The four 
staff positions are assoc~ated with a one-year soil conservatlon project funded by the Environmental 
Foundation of Jama~ca (EFJ) The tour buslness, CCAT, 1s adm~ntstered mainly by the Peace Corps 
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Volunteers, with asslstance from the office staff and the gu~des themselves A rotatton system IS used to 
ensure the f a r  d ~ s t r ~ b u t ~ o ~ l  of work among the gu~des 

ECONOMIC INFORMATION 

Entrance fees 
Tour fees range from US $20 to $40 for overseas tourists, dependtng on the slte and durat~on of the tour 
Deta~ls are shown In the table above There IS a 30% d~scount for res~dents of Jamaica (quoted here m US 
dollars but payable In the Jama~can dollar equi~alent) The fee structure was dec~ded prtmarlly on the basts 
of the goal of paylng a realist~c wage to gu~des after covering costs The fees were also constdered to be m 
l ~ n e  w ~ t h  what other tours were charging 

Visitor statlstlcs 
Records are kept on the number and country of orlgln of all cl~ents for the tour business, and adult vts~tors are 
d~st~ngu~shed from students For the per~od January to July 1998, there have been 282 cllents Detatls are 
prov~ded In Table CC 2 

Table CC 2 
VISITOR STATISTICS FOR COCKPIT COUNTRY ADVENTURE TOURS 

(Januarv-Julv 1998) 

u I I I 

USA 1 10 1 2  1 12 

ADULTS S'TUDE'NTS TOTALS 
LOCALS 
FOREIGNERS 
Countries of o r I a n  

The majorlty of local cl~ents tak~ng the tours were Jama~can students who part~c~pated In an educatlonal 
program called Youth for the Environment' ~mplemented by STEA In the summer of 1998 T h ~ s  program 
was funded by a grant from the Canada Jama~ca Green Fund, wh~ch covered transportation costs, supplies, 
and labour (~nclud~ng a project manager for the durat~on of the program) to facil~tate educatlonal ecotours to 
over 200 students from 12 schools in the region Peace Corps Volunteers famtliar w ~ t h  the tours and the area 
referred most of the other v~s~ to rs  to CCAT Two fore~gners had seen the tours ment~oned In a gu~debook 

Netherlands 
Canada 
Unlted Klngdom 

TOTAL VISITORS 

Since the tours have only been ava~lable for a short time and marketing plans have not been Implemented (for 
reasons explained 111 the section on market~ng below), tt is not surprising that the tours have attracted so few 
foreign tour~sts What IS lnterestlng IS the relat~vely htgh number of locals who have taken these tours m the 
short t ~ m e  thev have been operat~ng Gwen the educatlonal value of these tours, ~t seems to be a very posttive 
beg~nn~ng for the buslness to be ~ntroducing the Jamaican youth to the~r  natural herttage 

4 5 
2 6 

V~sltor satisfaction Each cl~ent or group leader, in the case of student groups, IS asked to complete a falrly 
deta~led evaluat~on form after tak~ng a tour The evaluat~on sollclts both rat~ngs and remarks on the brochure 
and reservation servlces appeal and cond~t~on of the stte, duratton of the tour, performance of tour guides, 
~nclud~ng the~r  knowledge and leadership a b ~ l ~ t y ,  and food provtded The form also asks for input on 
transportatron (if provtded) and Bed and Breakfast accommodat~ons In the communtty 

8 
5 
3 
7 1 

209 
2 

254 
28 

211 

- - 

8 
5 
3 
2 82 
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We examined all of the evaluatlons rece~ved from cllents this year, and the results are discussed below But 
first, we present our own lmpresslons For thls study two of us were taken on the Burnt m11 Road Natural 
H~story Tour, an easy walk~ng tour along a narrow, wlndmg, Ilttle-used road through the mountains On the 
three-liour tour we met one vehlcle whose occupants were two Arner~can herpetologists dolng field research 
In our oplnlon our two gu~des were the hlghIight of the tour They were pleasant, professional, and 
enthus~astrc about the~r  work Thelr knowledge of the plants, blrds and other specles, as well as the folk uses 
of the plants, made the trlp educational, ~nteresting, and a good value 

The slte Itself offered b e a u t ~ f ~ ~ l  scenery and an abundance of wildlife, especially plants and b~rds  However, ~t 
was not ent~rely the prlstlne forest that one might have been led to expect from the descrlptlon on the 
brocliure of "dense wet l~mestone forest cr~ss-crossed wlth hiklng tralls " Although the general Impression 
was one of forested li~lls~des, the Impact of human activltles was evldent on all sldes, from the Illegal 
cult~vat~on of valns 011 deforested h~llstdes to the jarrlng sound of a chain saw in the near dlstance The four 
of us on the walk collected two shopplng bags full of I~tter, including more than two dozen spent shotgun 
cartridges, the res~due of illegal b~rd  shootlng from the road 

Tlie walklng condtt~ons along the road were very pleasant, wlth a constant cool breeze coming up from the 
vallevs to offset the heat of the sun We suggested that thls tour would be more accurately described as a 
walk than a lilke, whlch would appeal to a wlder group of potentla1 vlsltors, and keep expectations In line for 
those seeklng a more d~fficult hike " 
All of the evaluatlons of other v~s~tors,  w~thout euceptlon, were posit~ve regarding the qual~ty of the 
evperlence particularly the evpertlse of the tour guides There were almost no negatlve comments, but one 
overseas to i~ r~s t  evpressed surprise at the degradation of the forest, and suggested that three types of tours be 
offered, focus~ng on l3 

Tlie rural l ~ f e  of tlie area, settlement patterns, and crops, 
Env~ronmental Impacts on the env~ronment, uslng areas where the forest IS tnterspersed wlth cultlvat~on, 
and 
Natural lilstory of the prlmary forest 

Comments from the student groups lncluded suggest~ons for slide shows on the natural hlstory of the area, 
labelling of the flora on the tra~ls more pr~nted mater~als to be provided, such as gulde booklets, and more 
~nformat~on on the l i ~ s t o r ~  of tlie area to be presented Some partlclpants also expressed the demand for the 
tours to go deeper into the bush" 

Revenue 
In the first seven months of 1998 revenue from CCAT tour sales totalled JA $40,3 11 (approx~mately US 
$1 150) T h ~ s  figure does not include lncome from the Youth for the Envuonrnent grant, whlch was worth 
$1 13 000 Total revenue for CCAT was therefore $153,3 1 1 After subtracting expenses of $140,089, the net 
lncome to CCAT for Januarv to July 1998 was $13,222 (see Table CC 3) 

111 I ~ S  first few months of operation, CCAT managed to make a small profit ($13,222) while fUlfilling ~ t s  main 
goal of provldlng a new env~ronment-frlendly source of income for residents of southern Trelawny While 
this achle\ement was made posslble by grant fund~ng, we considered this a valid form of income generation 
for the servlces provlded by the Youth for the Environment project 

" The brochure has stnce been rev~sed to Incorporate th~s  and other suggestions made m our evaluations 
" These have been summarised from the vlsltor's lengthy comments 
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Source STEAJnanclal stuten~ents for 01/01/98 to 07/31/98 (rounded to nearest dollar) 

Table CC 3 
INCOME OF COCKPIT COUNTRY ADVENTURE TOURS 

(January-July 1 998) 

Operating costs 
Labour costs are by far the most significant operating costs of CCAT, representing 62 1% of the total 
expenses for the period January to July 1998 In contrast, site development costs for the same period were 
minimal at 3 1% of expenses, as were some costs related to follow-up guide tra~ning (1%) Transportation 
costs at 17 1% and supplles at 16 7% accounted for the majority of the remaining expenses Operating costs 
are summarised in Table CC 4 

SOURCE OF INCOME 

Tour sales 
Canada-Jamaica Green Fund grant ior 
'Youth for the Environment' project 
Gross lncome 
Expenses 
Net lncome 

Constra~nts to revenue generat~on One of the constraints to revenue generation at this stage of the 
busmess is the fact that the tours are not yet l~censed by the Tourism Product Development Company Llrnlted 
(TPDCo ) This IS the main reason that marketing plans have not yet been put Into effect Although STEA 
has been worh~ng towards acquiring a tourism licence, there are certain requirements that are proving 
difficult to comply with for financial reasons, one of these being the need to provlde approved securlty 
services for tours Another hurdle is the fact that under the new NRCA Permit and Licensing Regulations, all 
ecotourism projects now require a permit from the NRCA There is a permit application fee of $1,000, and 
the company could be asked to submit an environmental impact assessment, whlch would be costly 
Furthermore, approved projects are required to pay a licence fee of $20,000 every five years (NRCA 
brochure on the Environmental Permit and Licences System, 1998) 

AMOUNT (JA $) 

40,3 1 1 00 
1 13,000 00 

153,311 00 
- 140,089 00 
13,222 00 

Table CC 4 
EXPENSES OF COCKPIT COUNTRY ADVENTURE TOURS 

(January-July 1998) 

Because this enterprise has not been properly tested in the "real" tourist market, there 1s some uncerta~nty 
about whether or not the tour prices are appropriate Although in the end we agreed that the Burnt Hill Tour 
was worth the fee, the price seemed rather hlgh to us before the tour, and the same might apply to potential 

PERCENT OF 
TOTAL 
26 3 
73 7 

100 0 
91 4 
8 6 

ITEM 
Labour 
Transportation 
Suppl~es 
Guide training 
Site development 
Bank charges 
Total 

Sotlrce STE.lfinancznl statements for 01/01/98 to 07/31/98 (rounded to nearest dollar) 

AMOUNT (JA $) 
87,055 00 
23,960 00 
23,330 00 
1,400 00 
4,327 00 
17 00 
140,089 00 

PERCENT OF TOTAL 
62 1 
17 1 
16 7 
1 0  
3 1 
- 
100 0 
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vlsitors who would also have to pay dearlv for transportat~on to get to the slte We suggested that untll 
vrsltat~on had reached the desirable level, a lower fee (and perhaps a shorter walk) might attract more 
customers We also recommended that CCAT make a point of Informing customers how their fees are used 
for conservat~on by lncludlng such information on the brochure 

Degradation of the sites IS one very real threat to revenue generation, and the fact that the tours operate 
rnostlv on publ~c lands raises the problem of resource protection Although STEA IS seeking permlsslon 
from the both the government and prlvate landowners to develop and manage tralls for the~r  tours, the Issue 
of stewardship of tralls and sites has not been resolved Thus, STEA presently has no control over the 
evternal threats to the srtes they use, and no guzrantee that any Investment m trall or s ~ t e  development can be 
protected 

Marke t~ng  and promot~on 
To date very little market research has been carr~ed out specifically for the purposes of CCAT One of the 
Issues that needs ~nvestigatlon IS the willingness to pay for these tours on the part of tour~sts Although a 
detailed rnarketlng plan has not yet been produced, some target groups have been identified and a prel~minary 
marketing strategy outlrned CCAT plans to target Independent travellers staying at hotels or villas, research 
organlsations and educat~onal lnst~tutlons both In Jamalca and abroad, and locpl and forelgn specla1 interest 
groups such as coriservat1on organlsatlons 

In a d d ~ t ~ o n  to the natural Illstory tours CCATISTEA can arrange facllit~es and accommodations for field 
research and trarnlng programs, meetings, conferences and other events The setting is particularly 
appropriate for env~ronmental events and traln~ng programs STEA has already begun to tap Into thls market 
by developing the Youtl~ for the Environment project, hostlng a meeting of the Cockplt Country Stakeholders 
group and providing a one-week community orlentation program as part of the tralning for Peace Corps 
recruits Once they begln to market these klnds of servlces overseas, CCAT could see an Increase in 
educat~onal and research tourism 

CC4T publ~c~ses ~ t s  servlces in a brochure, on a webs~te (under development), and by networking malnly 
w~thln the NGO communrtv 111 Jama~ca The annual TrelawnyYam Festlval that STEA organlses IS another 
means of rnarhet~ng: the Cockp~t Countrv as an ecotourlsm destination and publlcislng the tour servlces 
offered by CCAT The Youth for the Environment project can be regarded as a creatlve means of marketing 
the destrnation ~tself as well as the servlces of the tour busmess Depending on the availability of fundlng for 
env~ronmental education 111 Jamaica, projects such as thls might become a regular source of business for 
CCAT 

Employment 
The maln beneficiaries of CCAT are Intended to be the tralned tour gu~des, although there is also 
admlnistratlve work and casual labour for trail development Nine guides were tralned, but elght are 
presently ava~lable for work The gu~de pos~tions created have been part-time m the short period since the 
ecotour~sm program was started Unemployment 1s h ~ g h  among the youth of southern Trelawny, and even 
part-tlme work is welcomed 

Tour gu~des are pard JA $800'?0 $1000 per day depending on the duration of the tour they lead The cooks 
who accompany the longer li~kes are pa~d  $500 to $800 per day, depending on group slze One guide 1s 
prov~ded for every four vlsltors taklng the tour, whlle there IS a cook for every eight people TIPS from 
cl~ents help to supplement the salar~es 

Income d ~ s t r ~ b u t r o n  Information about the programs and projects offered by STEA, lncludlng job 
opportunitres, 1s crrculated to members of STEA and made ava~lable on request to Interested residents 

'"his IS the same amount as the weekly mlnlmum wage under Jarnalcan law 
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Part~c~pants for the CCAT gu~de-training program were selected by an objective process whereby the train~ng 
opportunrty was publ~c~sed throughout the region, and applicants who met the stated criteria were accepted 
~n to  the program The requirement that candidates be literate was identified as a constraint to the partrclpation 
of some ~nterested ~ndrvtduals, but lt was included to ensure that guides had at least a bas~c level of education 
and could themselves be effect~ve educators 

Indlrect economic benefits (sp~n-offs) 
STEA IS actively seeking economic linkages between its ecotounsm enterprise, CCAT, and local bus~nesses 
Evist~ng sp~n-offs named by locals In the ~nterv~ews for t h ~ s  study include 

Craft sales 
Sales of farm produce 
Sales of specialty foods 
Hardware sales 
Restaurant trade 
Roadside food vend~ng 
Acco~nmodat~ons 
Transportatron services 

Goods The percept~on of locals intervrewed was that although there has been no sustained Increase in 
business due to tourrsm, the demand for craft Items and farm produce would Improve as tour~sm increased in 
the area The annual Yam Festival, which attracts thousands of people to Albert Town, prov~des an 
opport~~il~ty for the sale of farm produce and other goods to vlsltors (mamly Jamaicans) One producer of 
liomemade jams preserves, chutney, baked goods and pasta was optlrnlst~c that there might be a v~able 
cottage ~ndustrv In spec~alty foods for the tourlst market (Buckle, personal commun~cat~on) She also 
confirmed that locally grown coffee was very much in demand by the v~sitors she had encountered 

Hardware was ~iicluded In the list in connection with the renovation of the STEA office, and In anticipation of 
trail decelopment needs Locally harvested mater~als such as bamboo are to be used for planned trail 
improvement and shelters 

Goods purchased by STEA outslde the local area include equipment such as lamps and helmets used for cave 
tours cominunrcat~ons and office equipment, and office supplies, none of which were available locally 

Servlces There has been sporadlc business from tourlsts for the two restaurants in town and for the roads~de 
food vendors The Yarn Festival IS a lucrative event for food vendors While the restaurants welcome the 
occas~onal tourrst and may benefit from STEA-organ~sed events, business was nevertheless described as 
"slow" by restaurant staff interwewed 

In terms of accoinmodatrons, STEA has entered Into a partnership agreement with 17 householders ~n the 
area to offer 'bed and breakfast' (B & B) lodglng, and receives a 20% commission on any busmess booked 
through their office An approx~mate breakdown of revenue for groups booked tllrough STEA was descnbed 
as follows the B & B partners took In 60% of gross revenue, the guides made 2096, and STEA 20% The 
proprietor of one B & B said that although busmess was slow (only about nine guests slnce the start of the 
program), rt was expected to Improve Two of these guests were exchange students, who stayed for three 
months wh~le  three others were Peace Corps trainees who stayed for three weeks These extended visits 
helped to compensate for the low number of clients 

STEA 1s workrng with its B & B partners to develop realistic gu~delines, appropriate standards and acceptable 
rates for the accommodat~ons, tah~ng ~nto  conslderatlon the anticipated needs of the typ~cal ecotourist seeking 
a rural experience Once agaln, the issue of licensing arises, as some of the offic~al bed and breakfast 
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gutdellnes and standards advocated by TPDCo are perceived as inappropr~ate or unrealist~c for t h ~ s  kind of 
setting 

It IS d~fficult to estimate the benefits to the local transportation sector, as tour~sts normally charter 
transportat~on services in the resort centres to take them to Albert Town STEA does offer to arrange 
transportat~on servlces for tour~sts ~f necessary, and perhaps more of an effort could be made in this regard, 
tlierebv lncreaslng benefits to the local transportat~on sector A formal partnersh~p agreement w ~ t h  local taxi 
operators, as 111 the case of the bed and breakfast prov~ders, m~ght also be an effect~ve way of making sure 
that tourists don't get "ripped off '  by unscrupulous taw operators from outslde the area 

Other community benefits 
Infrastructure ~mprovement The context In which CCAT operates IS part of a broader approach to 
community development belng pursued by STEA, and t h ~ s  approach has resulted m significant, tangible 
benefits to several communities In southern Trelawny Through the mechan~sm of publlc meetlngs attended 
bv residents of more than 30 commun~ties, STEA ident~fied three major areas of community development 
needs water supply ~rnprovements, road repavs, and employment The need for watershed protection was 
recogn~sed as a crit~cal concern for the region where the majority of the residents practtce hillside farming on 
steep slopes prone to eroslon In response to these concerns, STEA ra~sed funds to facilitate repalrs to water 
supply systems In three commun~ttes, one of wh~ch had been without a water supply for four years STEA 
has spearheaded other Infrastructure ~mprovement projects such as the construction of a public san~tary 
faclllty for Albert Town the palnting of welcome sips for several commun~t~es, renovations to community 
centres, and the development of play~ng fields and sports fac~l~ties 

So11 consewatron project In the area of watershed protection, STEA secured a grant to Implement a so11 
conservat~on project targeting 300 farmers In southern Trelawny To date, 130 farmers have been trained In 
vegetative so11 conservation methods and prov~ded with Calllandra seedl~ngs for cultivat~on as yam sticks, 
he1 wood and aids to so11 conservat~on The results are encouraging, as 90 of the farmers trained (almost 
70%) have employed the techniques A key factor behind the success of the program 1s educat~on concerning 
the economlc benefits of so11 conservat~on 

Recreatronal opportunlhes STEA also organlses recreational actlvitles that highlight local culture and 
tradlt~ons, for evainple the Trelawny Yam Festival wh~ch  also helps to stimulate business for the local 
econolnv and rase funds for STEA Itself Several youth clubs and c~ t~zens '  associat~ons in southern 
Trelawny have benefited from ~nst~hltional strengthening and skllls trainlng programs offered by STEA 

Costs assoclated wlth tourism 

There IS at present no evidence that tourism, which 1s m an embryon~c stage In the reglon, has created 
~nf l  ation or other economic problems for res~dents 

SOCIAL AND CULTURAL INFORMATION 

Percept~ons of the economrc benefits of t o u r ~ s m  

The people we lnterv~ewed demonstrated a generally high level of awareness of the variety of economic 
llnkages w ~ t h  tour~sm, however modest the benefits may be at the present hme The beneficrar~es of Income 
from CCAT seem fully aware of the llm~ts to the economlc potential of ecotourism, and they do not expect lt 
to solve all of the~r  employment problems The office staff and guides assoclated CCAT vlew ecotourlsm as 
just one of the avenues of economic development available in the region and not the maln provider of 
benefits, which will contlnue to be farm~ng 
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The B & B proprietor who was Interviewed had a very conservative attrtude towards the economlc benefits 
from provid~ng accomlnodat~ons Thls business was clearly going to be secondary to her other economlc 
actlvit~es She was reluctant to state the dally rates of her accommodations, because she sets the rates based 
on an estrmate of the customer s abllrtv to pay, and also because the rate gurdellnes are yet to be agreed upon 
by the B & B/STEA partnershrp group 

Soc~al and cultural impacts of tour~sm 
Travel advlce found 111 tlie Lonely Planet 'travel survrval krt' for Jamalca (Baker, 1996, p 370) illustrates the 
pitfalls of one Maroon comrnun~ty's excessive economic dependence on tourlsm 

"Accompong evists on the largesse of tourists, and you may be hit up for money for the 
smallest evcuse Local youth mav accost you immediately to tout themselves as guides, and 
you may eve11 be told that there's an entrance fee to the village, whlch 1s false " 

The operators of CCAT are optlmistlc that these k~nds  of negative ~nteractlons between vls~tors and res~dents, 
coinmonly called tourist harassment In Jamaica, can be avo~ded in Albert Town For one thlng, the res~dents 
of Albert Town do not evpect that ecotourlsm wrll solve all thelr economic problems Secondly, ecotourrsm 
has been introduced 111 the context of a holistic approach to community development undertaken by STEA 
Tlie organrsat~ori seeks the partlcipat~on of community residents, who are welcomed as stakeholders In 
projects undertahen bv STEA and kept Informed of opportunities such as the tour gurde training program 
Tlie education of residents about of the requ~rements of ecotourism, including the social and cultural 
setting, 1s coiisrdered essent~al for creatlng a hospitable cl~mate for tourism and avoiding conflicts between 
vis~tors and res~dents For the record we encountered no harassment or "hustling" in Albert Town 

Safety and security 
Issues of safety arid secur~ty for toiir~sts are among the most important concerns of the tourlsm licensing and 
regulatory bodles CCAT provrdes safety equipment such as helmets, lamps and ropes for cave tours and has 
liistalled ladders with rope halidrails for steep descents Gu~des are trained and certified in first ald and 
card~opulmonary resuscrtation (CPR) Safety wlll be a considerat~on In all planned t ra~l  development 

Regarding securitv, the Albert Town area has a very low crrme rate and STEA personnel have a good 
relatiolish~p with the local polrce CCAT operates on the princtple that good commun~ty relat~ons will help to 
ensure the securrty of v~s~tors  So far, there have been no threats to the securlty of clients tak~ng the tours At 
tlils stage rn the busrness tlie costs of formal securlty arrangements are considered prohibitive for CCAT, and 
t k ~ s  has been one of the factors preventing CCAT from fulfillrng the requirements for licens~ng 

ENVIRONMENTAL INFORMATION 
The approach taken by CCAT in developing tours in the Cockpit Country IS one of respect for the 
env~ronmeiit and sensltlvlty to the fragrl~ty of this unique ecosystem If this approach is consistently applied 
to future trail development and tours, the environmental impacts of tourism are likely to be minlmal 
Unfortunately, the area used for the tours IS significantly threatened by factors other than tourism, as 
descr~bed below If ecotour~sm is to be developed and sustarned In southern Trelawny, a long-term 
conservation strategy involving residents of the area must be Implemented 

Resource ~nventories 
Because of its extremely hlgh biodrversrty the Cockp~t Country has been the destination for numerous field 
research expeditions, from as early as the 1 7 ' ~  Century (Eyre 1995) The geography, geology and hydrology 
of the region are well documented (Fincham 1977, Sweetrng 1958, Zans et a1 1962, and others) Although 
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some biological lnventorles have been attempted (Asprey and Robblns 1953, Proctor 1986 and 1972, Lynn 
1940 and 1949) and local and foreign sclentlsts2' are currently conducting field research in the Cockplt 
Country much remains unknown about the flora and fauna of the area There are thought to be hundreds of 
und~scovered species in the Cockpit Country, all considered threatened simply because thls unlque ecosystem 
is the only place in the world that they occur 

Slte development Impacts 
Verv little trail development has been done by CCAT, as tours are conducted on existlng trails or the Burnt 
Hill Road and no major interventions are planned for the sites Routine trall maintenance wlll be carned out, 
such as bushing to keep tra~ls clear and perhaps terracing the steeper paths w ~ t h  bamboo As melitloned 
earlier, ladders and safe5 llnes have been installed as a safety feature to asslst In cave descents, these are 
bolted to the substrate a relat~vely minor Impact Rustlc shelters made of local materials are planned for the 
sltes where vlsrtors are provlded wlth lunch Barbecue pits will also be constructed at these sites so as to 
prevent damage from cooking fires The lmpacts of site development on the physical envlronrnent and 
wildllfe are therefore est~mated to be minlmal 

Operational xmpacts 
Vlsltor ~mpacts  Since the enterpr~se consists entlrely of gulded walk~ng tours, the operational impacts of 
the tours are considered no d~fferent irom visitor impacts Apart from our own tour euperlence, we #ere not 
able to observe any other tours w~thin the tlme ava~lable for the study, partly because of the low rate of 
vlsitat~on However the carrylng capacity pollcy combined w ~ t h  the measures used to control vlsltor 
Impacts described below should prevent any s~gnificant environmental Impacts of the tours offered by 
CCAT 

Measures used to control visitor Impacts The motto of CCAT reflects the environmental policy of the 
company ' Tahe nothing but pictures, leave noth~ng but footprints, kill noth~ng but tlme7' (CCAT brochure 
1998) Str~ct supervlslon by the guides is the way that thls motto is put Into practlce According to the 
guldes the training program taught them to be extremely conscious of the need to minimise vlsltor impacts, 
and they do not permit anv lltter~ng or collecting of any klnd, such as pichlng of flowers The tours do not 
generate non-biodegradable garbage, as reusable plastlc tumblers and plates are used on the tours All waste 
1s packed out and In fact, the tour gu~des helped to Improve the slte by p~cking up l~tter along the road left by 
residents 

External env~ronmental threats 
Deforestatlon Deforestation 1s the angle most serious threat to the Cockpit Country and surrounding areas 
Even though most of the Cockpit Country IS Forest Reserve, illegal logglng 1s a common practice and there 
has been progresswe clearlng of land from the edges Inward The maln agents of deforestation are the 
clearing of land for agriculture, the cuttlng of sapllngs for yam sticks, and logglng Deforestatlon also results 
from the recreational use of certaln sites In the area by local people, malnly youths, who prefer thelr 
surround~ngs to be free from ' bush " Although the actual rate of deforestat~on 1s a matter of much debate 
among env~ronmental~sts and government agencles respons~ble for forest management and watershed 
protection, all agree that lt is unacceptably h ~ g h  

Yam production on the edges of the Cockpit Country Increased fiom 170,000 tons In 1995 to 253 000 tons In 
1996, creatlng a demand for an estimated nlne m~lllon yam sticks per year (Dlxon 1998, Cockplt Country 
Workshop) These are mainly purchased from middlemen who cut them fiom ail over the island as well as 
from the fr~nges of the Cockp~t Country Although the Forestry Department does Issue permits for lumber 
evtractlon from forest reserves, includ~ng those In the Cockp~t Country, ~t 1s bel~eved that most of the logg~ng 
being done here 1s Illegal 

''3 Local researchers Include Erlc Garraway entomologist Peter Vogel, herpetologist, Susan Koenig and Herlltz Davls, 
ornlthologlsts Andreas Oberll, botanlst 



CASE STUDY #4 Cockp~t Country Adventure Tours 56 

Pollution There IS an obvious lack of proper solid waste management in the area Although garbage bins 
provtded by TPDCo are placed at various locations throughout Albert Town, the streets and sidewalks are 
l~ttered w ~ t h  garbage, mostly plast~c bottles and bags and styrofoam food containers Unsightly piles of 
garbage were observed on the verges and in the gullies bordering the road Part of the problem, according to 
one person ~nterv~ewed, IS the illegal dump~ng of municipal waste bv haulage contractors employed to 
Western Parks and Markets (WPM), the agency respons~ble for garbage collect~on in the region The issue of 
waste management IS something that STEA Intends to tackle as part of ~ t s  sustainable community 
development agenda In the meantme, thev have been lobbying WPM to improve its performance and 
control its coiltractors 

What is not so obvious as the garbage problem is the pollution of rivers and water supplies by agricultural 
cllemicals wl11c11 IS a major concern for residents (D~xon, personal communication) This is a more complex 
problem due to the heavv dependence on agriculture in the area, and probably the low literacy levels The 
maln approach to preventing t h ~ s  klnd of pollution will have to be education - bas~c education in literacy as 
well as ~nformal educat~on about environmental health 

Other threats Other external threats to the environment named by members of the community were illegal 
bud sl~oot~ng and the use of kerosene bottle torches in the caves by unoffic~al guides who sometimes escort 
tourlsts around the area Noise pollution from sound systems in the towns at night was mentioned as a 
poss~ble threat to tour~sln 

Env~ronmental education and awareness 
Current EE methods Informat~on provided by the guides is the main method of environmental education 
employed From our observations and the comments from visitors, the guide training program was an 
evcellent one Not only are the guides knowledgeable, they are enthus~astic about their knowledge and 
~nterested in commiunlcat~ng to their audience The gu~des are able to tdentify most b~rds and insects 
commonlv observed 111 the area, as well as several roadside plants and trees, for which they provide 
ethnobotanical ~nformat~on Thev d~scuss conservatlon Issues such as the causes and impacts of 
deforestation, and provtde ~nformation about cultural and histor~c traditions m the Cockpit Country 

In a broader conteut, the Youth for the Environment project is an innovative wav to provide a field 
evpenence for young Jamaicans who might othenv~se never have an opportunity to learn first-hand abour the 
flora fauna geography and history of the Cockpit Country Based on the evaluations we reviewed, this 
experience has dramat~callv ~mproved the environmental awareness and att~tudes of many Jamaican students 
and the~r teachers These tours could be very useful in fostering a greater sense of appreciation for Jamaica's 
unique natural heritage If more Jamaicans could somehow be attracted to these tours, there might be 
increased publ~c support for protecting forests, wildlife and other natural resources The same principle 
applies to fore~gn tourists, who might be persuaded to donate to local or foreign conservatlon organisabons 
working to protect this  inp port ant ecosystem 

Changes ln behav~our  Although the ecotourism enterprise was ma~nly initiated to provide add~tional 
employment for local people, it has turned out to be a valuable tool for env~ronmental education among some 
target groups It has certainly helped to change the attitudes and behaviour of the CCAT staff, and made a 
pos~ t~ve  change 111 the behaviour of local youths who act as informal guides for v~sitors to the area" Prior to 
the education efforts, these youths would invariably clear all the vegetation from around scenlc sites m 
preparation for taking visitors on tours, and would use kerosene bottle lamps, which blackened cave walls 
and disturbed the resident bats Now they have stopped "bushing out" the sites and uslng bottle lamps 
because they have been conv~nced that tourists prefer to see the natural vegetation and don't wish the bats to 
be dtsturbed 

26 These are ma~nly youths who d ~ d  not meet the literacy requirement for the trainmg program 
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Regarding waste management, the gu~de tralnrng program has definitely helped to instil m the ggrdes the 
concept of waste reduction and proper dlsposal of trash However, thls IS not a lesson that the general 
populat~on of the Albert Town area has learned 

This study could not deterlnlne whether or not STEA7s educatlon efforts are fostering a sense of apprec~at~on 
in the wlder community for the forests and w~ldlife of the Cockp~t Country and their Importance for tourism 
And unfortunately, Increased awareness mlght not translate Into approprrate behaviour ~f alternat~ves to 
resource evplo~tatlon are not available Thls is one of the reasons why STEA, apart from educating people 
about the environmental requirements for ecotourism, has taken a hol~stic approach to environmental 
educatlon In the reglon STEA malntalns that the only way to change the attitudes and behaviour of the wlder 
commun~ty IS by a sustained, Integrated effort targeting farmers, loggers, and other resource users STEA7s 
so11 conservatlon project 1s a good example of a long-term program to educate farmers about pract~cal 
conservation techniques coupled wlth the provlslon of resources (seedlings) with whlch to apply the 
hnowledge learned The success of thls program, described earher, demonstrates the value of STEA's 
hollst~c env~roninental education efforts outslde of the speclfic area of ecotourrsm 

The role of tourlsm In resource protectlon 
One of the goals of CCAT is to Inst11 in the people of southern Trelawny a sense of appreclatlon for forests 
and wlldllfe not only as part of tlielr natural her~tage but for thelr value In terms of belng a source of long- 
term earnlngs from ecotour~sm We can say that thls goal has been achieved for the gu~des and other 
residents directly ~nvolved In CCAT and to some extent the broader membershrp of STEA, four of whom 
have recently become Honorary Game Wardens Wlth the evceptron of persuading informal gu~des not to 
destroy ecotour~sm sites, there 1s little other tangible ev~dence that CCAT has helped to Increase 
env~ronmental protectlon In the wider commun~ty For most residents, the realrty of the economlc situation 1s 
that more and more land is needed for cult~vation, farmers need yam sticks, and people are seekmg any 
ava~lable opportunities to make monev Where there 1s no enforcement of forest conservatlon laws, ~llegal 
logg~ng will occilr 

One of the constraints to resource protection - as well as revenue generat~on - is that without an institutronal 
frameworh for conservatlon of the area, there 1s no practical mechanism to use h n d s  generated by tourlsm to 
protect the resources Bv publlc~sing the potentlal role of ecotourlsm as an economlc alternative, STEA 
hopes to attract pol~tlcal support for the protection of the area as a national park, and encourage the 
enforcement of conservation laws At a recent pol~tical meeting In Albert Town, the Prime Mlnrster of 
Jamaica used ecotour~sm as an example of an economlc opportunity for the youth of the area  ellbo born", 
personal communication) Perhaps the Increased activity of both local and foreign sc~entists and NGOs 
towards conserving the Cockp~t Country will also help to persuade the government to make a tangible 
commitment to protect t h ~ s  valuable ecosystem 

CONCLUSIONS AND RECOMMENDATIONS 

In conclus~on the goals and approach of CCAT to developing a vlable ecotourism enterprise in southern 
Trelawnv are sound and the enterprise fulfils many of the requirements for successful ecotounsm 
Degradation of the natural resource base is the most serlous threat to sustainable ecotounsm In the Cockplt 
Countrq and CCAT IS lnvolved in efforts to deal wlth thls problem Solving the licensing dilemma and 
puttlng the marketing plan ~ n t o  operation should generate the buslness needed to improve the chances of 
v~ablllty for t h ~ s  young company 

Economlc and community benefits 

" Rebecca Wellborn, Peace Corps Volunteer assigned to STEA 
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The d~rectors of CCAT have demonstrated an understanding of the nature and requirements of a quality 
ecotourlsm product, and are worklng to ensure that the people of the area are educated and prov ded with 
opportunit~es to participate in thls venture It IS clear from our vls~ts that an atmosphere of hosp~tallty IS 

belng cult~vated In the area rather than one of evplo~tat~on of the tourist While economlc benefits from 
tourism are soinewl~at l~in~ted liere, the fact that the local people have a realistic perspective on the economic 
potentla1 of ecotourism >liould help to avoid the pitfall of harassment problems assoc~ated with tounsm 

Income generat~on Apart from the tour fees and our meals, there were few opportunit~es at the site for 
contribut~ng to the economy The sale of printed materials and other souvenlr merchand~se should be 
consrdered for income generation, along with the development of a range of local cottage crafts More 
emphasis is needed oil Informing prospective vls~tors that some of the proceeds of the tours go towards 
protect~ng the resources of the Cockp~t Country 

Resource protection 
The setting for the tours IS evceptlonally interesting and diverse, rich in both natural and cultural resources, 
and potent~ally very attractwe for ecotourism The infrastructure and operation of the tours are envlronment- 
fr~endly, to some evtent the bus~ness has contr~buted to protection of the sltes used for the tours A great deal 
of effort has been put into the educatron and tralnlng of gutdes, and this has definitely been a worthwhile 
investment that w ~ l l  enhance the viability of the business 

STEA operates w1tl11n a framework of strong partnersh~ps with local groups, the national ENGO community 
and government agenc~es," which ~t must use to mobilise stakeholder support to deal w ~ t h  external 
env~ronmental threats and lobby for protected area status for the Cockp~t Country Demands for the 
enforcement of env~roiime~~tal laws must be made to the appropriate authorities The problem of waste 
management whlch is one of national priority, must also be addressed By building on thetr success with the 
so11 conservation project, STEA could apply a holistic, participatory approach to changing the attitudes and 
llab~ts of the residents regarding waste management 

Factors affecting ecotourlsm potential 
There are four maln areas of concern that must be resolved if CCAT is to real~se its potentlal and become a 
v~able ecotourlsm ent~ty These are 

The external env~ronmental threats 
w The d~leinma of the licensing requirements 

The need for an effectlve marhetlng strategy 
The need for more ineclian~snis to solic~t Income 

External envlronmental threats Deforestation is the slngle most serious threat to Cockp~t Country and 
surround~ng areas, wh~le  madequate waste management IS evident in the commun~ties adjacent to the area 
The 'bottom I~iie' 1s that if ecotourlsm IS to become a viable Industry In thls area, the major envlronrnental 
threats must be controlled 

Licensing requlrements The d~fficult~es that CCAT and other nature tour operators are facing In fulfilling 
all of the requlrements for a tourrsm licence polnt to the inadequacy of the exlsting tourlsm pollcy to 
accommodate ecotourism in Jamalca, part~cularly tours visltlng remote, publ~cly-owned sltes Until a 
specific pol~cv on ecotourlsm IS In place and a strategy developed for deallng with Issues such as security on 
tours perhaps an ~nterim solut~on would be for TPDCo to take a more flexible approach to licensing 
riinovatlve projects such as CCAT, even on a prov~s~onal basis 

I8 These lnclude c~tlzens assoc~ations and youth groups, ENGOs such as the Natural History Society of Jamaica and 
BirdLife Jamaica (formerlv the Gosse Blrd Club), government and quasi-government agencles such as the Forestry 
Department, the Natural Resources Conservation Authority, the Rural Agricultural Development Authority, the Social 
Development Comm~ssron the Jamaica Cultural Development Comrnns~on, and the Coffee Industry Board 
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Marketlug A tourlsrn hence for CCAT would mean ~t could proceed w~th developing a comprehens~ve 
market~ng and promot~on strategy for the tours The pre11mlnar-y marketing strategy as outllned appears 
sound Effective marhet~ng, lnclud~ng market research, will be a key factor m realls~ng the potentla1 of the 
tour business 
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Case study # 5 CRANBROOK FLOWER FOREST 

Descnpbon of attractlon 
Cranbrook Flower Forest is a nature attractlon near Laughlands on the north coast of Jamaica It consists of 
landscaped gardens includ~ng large ponds stocked with African perch TrIapza sp for fishmg, and a one-mile 
l i ~ k ~ n g  tra~l wh~ch climbs through woodland along the banks of a small, picturesque rlver The t ra~l  culminates 
at a sprlng from wli~ch the river begins cascading down ~ t s  narrow gorge, forming waterfalls and pools along ~ t s  
course A range of coastal h~lls  forms a scenlc backdrop for the gardens 

The grounds of tlie attract~on, wk~cli cover about 30 acres of the 150-acre property, have been planted with a 
w ~ d e  variety of trop~cal flora, exot~c as well as natlve specles Prominent among the latter are many d~fferent 
k~nds  of palin trees, which are part~cularly Impressive A large (one-acre) greenhouse shelters a collection of 
~ndigenous and evotlc orchids and several specles of anthur~ums (a plant natlve to Central America) Extensive 
lawns prov~de areas for recreational a c t ~ v ~ t ~ e s  such as volley ball and lawn croquet, wh~le  swimming and wading 
are perm~tted in natural pools in the river 

Many specles of birds can be seen in the gardens including waterfowl that have been attracted to the ponds and 
river There IS a section of tlie garden espec~ally designed to attract hummingbirds, w ~ t h  water sprinLiers and 
ilat~ve flowering plants such as Rtasella equlsetlformzs (known locally as hummingb~rd bush) The riverside 
tra~l  1s also a good slte for b~rd  watch~ng A small flock of peacocks has been ~ntroduced to the property and the 
birds can be seen wander~ng around the gardens 

There are restrooms, a snack shop picnic areas and a large gazebo surtable for hostlng events such as weddings 
and part~es There are plans to open a gift shop, wh~ch will be housed in a picturesque 18 '~  century cut-stone 
bu~ld~ng  that has been recently renovated 

Geograph~c settlng 
The north coast of Jamaica is the island's most popular resort area, w ~ t h  its coral reefs, white sand beaches, lush 
vegetat~on, and a var~ety of popular tour~st attract~ons, including the two most famous natural attractrons In 
Jaina~ca Dunn's River Falls and Fern Gully The par~sh of St Ann, where Cranbrook rs located, is nch In 
arcliaeological as well as historic sites Discoverv Bay, where Columbus first came shore on the island in 1494, 
and Sevilla la Nueva (now Sev~lle), s ~ t e  of the first Spanish settlement In Jama~ca, established In 1509, are both 
w~thln ten in~les of Cranbrook, whlcli IS ~tself an archaeolog~cal s ~ t e  Pre-Columbian artefacts found here 
confirin that tlie area was the site of a Taino settlement 

St Ann s Bay five miles east of Cranbrook, 1s a bustling market town and the parish cap~tal It IS also noted for 
be~ng the birthplace of Nat~onal Hero the Rt Hon Marcus Garvey The major resort town of Ocho R~os,  7 miles 
further east, has the li~ghest concentrat~on of hotel rooms anywhere in Jamaica (JTB 1998) 

The coast road between Runaway Bay and St Ann s Bay runs along a fairly narrow coastal plain, passing 
through fields of coconuts and sugar cane, and pastures dotted with trees The land rises gently to meet a low 
range of h~lls, wh~ch are a patchwork of forest, pasture, crops and settlements Although most of the coastal 
plaln has been under agr~cultural cult~vation of one k ~ n d  or another for the past 400 years, beachfront hotels and 
other resort developments have claimed the shoreline for tourism Further south m the interior of St Ann, 
bauv~te minlng competes w ~ t h  agriculture for the ~ncreasingly scarce land resources 
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Community settlng 
The nearest communities to Cranbrook are the small farmlng dlstrlcts of Spicy Grove, Laughlsnds, Lewls, 
Mines Chester, and Mount Zion, all located within a few mlles of the attract~on Tourism does prov~de work for 
some lnhabttants of tliese villages, but at the same trme ~t attracts thousands of outsiders (mamly to the Ocho 
Rios area) and competition for tourlsm jobs is fierce Thus, farming remalns the maln occupation of the area 

Cranbrook has long been an agricultural property, producing at varlous t~rnes in ~ t s  hlstory sugar cane, pimento 
(allspice) coconuts citrus, and other traditional crops Cattle and other livestock have been reared here, and 
more recentlv flowers have been grown here for export and for the owner's landscaping buslness The 
co~nmunities siirrounding the attraction have traditionally provided the agr~cultural labour for Cranbrook 
property and continue to do so for the attraction The adjoining property to the west of Cranbrook 1s part of a 
large dairy farm, which also employs people from the area 

Access] billty 
Cranbrook Flower Forest 1s easlly accessible from the major resort areas of the north coast It is located one 
mile inland from the main road along the north coast of Jamalca, about five miles east of Runaway Bay and 12 
miles west of tlie major resort town of Ocho Rios Conspicuous slgns for the attractton dlrect travellers to an 
access road that is narrow but newly paved, and there 1s adequate parking at the site 

Management structure 
Cranbrook Flower Forest is privately owned and managed by the owner himself, who is a landscape contractor 
by profession The attraction was developed by the owner in collaboration with a group of investors, however, 
the owner has recently purchased the interests of the other backers and assumed full control of the attraction 
Cranbrook Flower Forest is l~censed as an attraction by the Jamaica Tour~st Board 

ECONOMIC INFORMATION 

Entrance fees 
The entrance fees for the attraction are US $5 50 or JA $200 for foreigners and JA $100 for residents of Jamalca 
If v~s~ to rs  engage In fish~ng In the artlficrally stocked ponds, there IS a charge of JA $100 to $175 per fish caught 
(tlie v ~ s ~ t o r  gets to keep the fish) The entire site can be booked for an event such as a weddlng or corporate 'fun 
day The charge for t h ~ s  service 1s between JA $20,000 and $35,000 The fee structure was designed to be 
comparable to the fees charged by other attractions In the area (for example, Dunn's River Falls, whlch charges 
US $6 per person) Ad\ lce on the rates was also sought from local hotel managers 

Reduced entrance fees are offered to some groups, particularly church groups, schools, and some hotels that 
brlng guests to the attract~on on a regular, scheduled basis The manager is conslderlng establishing a weekly 
rate, as the s ~ t e  is popular with blrd watchers staving In the area who vls~t  early In the mornlng but do not wlsh to 
spend more than one or two hours at the attraction 

Vlsitor statistlcs 
Although the number of visltors IS recorded each day, v~sltor statistics have not yet been collated and analysed 
on a regular bas~s  The manager offered to collate and prov~de two months' worth of vlsltatlon data for thls 
study but the data were not recelved prlor to subm~sslon of thls draft The countnes of orlgln of the vlsltors are 
presently not recorded, but t h ~ s  IS something that the management hopes to do in future The manager 
ment~oned that a guest book was provided for visltors' comments, but t h ~ s  was not observed on any of the vlslts 

According to the manager, the majority of vrsitors, about 75%, are residents of Jama~ca, whlle foreigners make 
up 25% There are at present no scheduled groups from any of the major tour companies, but a s  expIalned 
below, thls is expected to change An all-inclusive farnlly resort in the area brings a group of about 40 v~sltors 
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once a week as part of thew regular schedule of actrvrties The hotel has negotrated a speclal group rate for these 
vrsrts 

Compared w~th  the numbers of visitors that the attractron IS designed to accommodate, vlsitatlon is low at 
Cranbrook Flower Forest However, the attractron was opened to the public in March 1998, and had only been 
operating for just over SIX months at the tlme of this study Visrtation has increased steadlly over this perrod and 
thls trend is expected to contlnue as marketing and promotion efforts bear fruit 

Vlsitors spend an average of three to four hours at the ate, wrth locals tending to stay longer than foreigners 
Jamaicans comlng from outsrde the area wrll often plan a day trip that rncludes other attractions such as the 
Green Grotto Caves near Runaway Bay, horseback ridrng at Chukka Cove, or a v~srt  to the archaeologrcal site 
and ~nuseum at Sev~lle 

Vls~tor satisfaction The results of the vis~tor surveys at Cranbrook are presented in Table C 1 Note that 
visitors # 7-21 were part of a group that came from an all-inclustve family resort and paid US $6 00 total for the 
outing Half of thrs fee went for transportation and half (approximately JA $100) went to Cranbrook Visltors in 
thls group were asked to comment on the appropr~ateness of the current entrance fee of US $5 50, not their 
special package rate 

The sample was too small to determrne dtfferences rn preferences based on country of origin, as there were only 
two Jarna~caiis among the groups rntervlewed (As shown above, Jamarcans in fact comprise the major~ty of 
v ~ s ~ t o r s  ) However, tlie results are interesting and show some clear trends, especially regarding visitors' 
appreciation of tlie experience and their w~llingness to pay for it 

Seventeen of tlie v~sltors (81%) made posltive comments about the euperlence, ranging from "OK" to 
' wonderfi~l" Three (14%) complarned that the fishrng was a ' rrp-off' because thev were charged US $5 per 
fish caught They felt that thev had not been properly rnformed about t h ~ s  actrvrtv, and wanted only to catch and 
release the fish not keep them One visitor compla~ned that the restrooms were too far from the recreational 
area Althougli no clitldren were included in the rntervrew sample, ail of the vrsltors In the group from the 
famlly resort were accornpanred by children It was quite obvious from observing t h ~ s  group that the attraction IS 

an enjoyable place for clirldren 

The entrance fee was cons~dered reasonable by 19 out of 21 vrsitors intervrewed (90% of respondents) Two 
v~sitors from Ecuador were the onlv people who felt that the entrance fee was too hrgh, In fact they compla~ned 
that tlie entlre package ($6) was too expensive but thev did not say what they would have been willrng to pay 
~nstead Eleven of the 19 (representing 53% of the total visitor sample) said that they would pay more, whrle 
seven (33% of the total) s a ~ d  that tlie current rate ot US $5 50 was approprrate The average of all the figures 
proposed as entrance fees by thrs group of 19 is US $8 40 or about JA $300 
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Table C 1 
VISITOR SURVEY RESULTS FOR CRANBROOK FLOWER FOREST 

'"irds, butterflies and plants found at the site 
a0 They were charged US $5 per fish caught, but had just wanted to catch and release fish, not keep them 
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CANADA 
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US $10 
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US $6 50 
US $5 50 
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C L  

CC 
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Jamaican 
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plant names 
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CC 

CC 

Lb 

" 
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CC 

" 
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CC 

C L  

LL 

CL 

Cb 

CC 

C G  

CC 

CC 

CL 

CL 

Comments 

Gravel on river 
bottom was a 
nuisance, 
swimming pool 
needed 
Otherwise great 
Enjoyed ~t very 
much 

Wonderful Great 
way to spend an 
entire day *$250 
for half day, $500 
for full 
Enjoyable 

*Would pay more 
per person as slze 
of gr OUP 
increased 
Agreed with 
above 
Lc 

Enjoyable 
C C 

The fishing was a 
LLrip-off' 30 
Otherwise 
everything OK 
Enjoyable 
CC 

CC 

OK 
Fishing was a 
"rip-off' (see 
above) 
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Regarding the demand for additional goods and services, four respondents (19%) would have liked "Jamaican 
food" Another 19% wanted more ~nformation, whether in the form of identification slgns for plants, specles 
checkl~sts or books One person (5%) would have been Interested in souvenirs The rest (62%) could not think 
of any products that they would have llked to purchase Only one person named a mlsslng servlce, and that was 
'mus~c' 

Revenue 
The manager has calculated that the break-even polnt for normal operatlng costs wlth optlmum staff levels 
wo~lld be a v~sitatlon level of 85 adults per day, seven days per week, paylng JA $200 each Thls would realise 
approximately JA $6 2 inillion per year However, according to the manager, the attraction 1s currently 
operatlng at a loss of approximately JA $150,000 per month, or $1 8 mlllion per year 

# 

16 
17 
18 
19 

20 

21 

V~s~tation IS  currently below the level required for the attractlon to be vlable, and well below that desired by the 
manager Apart from the fact that vls~tat~on IS low, the owner IS also faced with the high cost of servlclng the 10- 
year mortgage approximately JA $1 mllllon per year (He mortgaged the property in order to purchase the 
Interests of the other investors and repay their contributions towards the cost of developing the attraction ) 

Trans 
portal 

ton 
Costs 

' 

L 

' 

Country of 
Or~gun 

USA 
USA 
USA 
USA 

ECUADOR 

ECUADOR 

Constraints to revenue generation The newness of the attractlon and the fact that the market~ng plans have 
not been fully iinplemented are thought to be the two maln constraints to revenue generation at present Also, 
the summer perlod 1s tradlt~onally very slow for tour~sm m Jamalca When approached wlth lnformat~on about 
Cranbrook Flower Forest the major tour companles informed the management that thelr tour schedules are 
decided at least one year In advance, so that even for those companles interested In lncludlng Cranbrook there 
would be a year's delay In actual buslness 

Cranbrook faces stlff competlt~on from many other well known attractions and actlvltles In the area Apart from 
the famous sites mentioned, there are at least four plantation tours3' and two other botanical gardens3* In the 
reglon, as well as a small private nature area 33 When they are not shopping, tourlsts can go rlver rafting or 
tublng, r ~ d e  horses or watch polo at either of two equestrian centres They can sally snorkel, scuba dlve, play 
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Fees 

i 

' 

" Prospect Sun Valley L~llyfield and Clrcle B Farm 
" Shaw Park Gardens and Coyaba Rlver Garden 
" Sleepy Hollow Park 
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LC 

" 

LC 
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Comments 

LC 

Nlce 
Very enjoyable 
Wonderful variety 
Llked river best 
Transportation 
cost too hlgh 
Restrooms too far 
from act~vlt~es 
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golf or go for a hellcopter rlde They can explore caves or visit Bob Marley's tomb Or - perhaps the most 
popular pastlme - vacatroners can Ile on a beach and do noth~ng all day 

One problem rnentloned by the manager IS the relativelv h ~ g h  cost of transportat~on, which he says rndependent 
travellers frequently complarn about In add~tlon to the rates that they charge the tourists, taxi operators often 
demand a "head charge" from the attractlon They have become used to handouts from Ocho R~os  merchants 
who reward taw drrvers for b r~ng~ng  customers to thelr shops Taxi drlvers who br~ng v ~ s ~ t o r s  to Cranbrooh are 
not actuallv helping to market the attractron, as they have been chartered by people who already know where 
the) want to go The management of Cranbrook does not rntend to comply with the demands for head charges, 
which mrght cause some resentment among some people in the transportation business 

Marketing and promot~on 
T h ~ s  attraction was originallv planned as one of a serles of botanical and h~storlcal theme parks to be established 
along the north coast 111 the early ninetles the owner and a group of potential Investors commissioned a 
feaslblllty shidv that examlned (among other things) trends in tourism, ~nclud~ng the growth of ecotour~sm, and 
the market~ng optlons for these proposed parks34 In the end, only one s ~ t e  was developed - Cranbrook Flower 
Forest - and tt combmed most3' of the elements that had been planned for the ent~re series botan~cal gardens, 
greenhouse dtsplays of anthurlums and orch~ds, recreat~onal areas, and a h ~ k ~ n g  trail 

To some evteilt the development marhetrng and promotron plans for t h ~ s  attraction have been gu~ded by the 
recommendatlons of the feasibtl~ty studv but the owner has also followed his own vislon and ~deas  for the 
property The target clrentele has been expanded from the o r ~ g ~ n a l  emphasls on overseas tourists to ~nclude an 
equal if not greater share of local visltors There IS also a stated ~nterest m attract~ng families and church groups, 
both local and foreign-based The owner IS aware that preferences can vary greatly between the forelgn and local 
target groups and also wlthln these groups according to age and other factors In recognltlon of thls fact, 
different areas of the slte were developed to prov~de a var~ety of experiences, from recreat~onal games played on 
spacrous lawns to qulet nature studv along a forested tra11 

The managemelit 1s seehrng to have the attractlon marketed through the following channels 
Local and overseas travel agents 
Hotels on the north coast 
The Jamarca Tour~st Board (part~cularly the Cruise Sh~pping Division) 
The Jarnalca Hotel and Tourist Association (JHTA) 
The Jamarca Assocratlon of V~llas and Apartments (JAVA) 
Tour companies (as many as possible) 

Representatwes of several of these ent~ties have been brought to the slte on promot~onal vls~ts and their 
comments on the experience have been ovenvhelmlngly posltive Tangible results m the form of book~ngs and 
referrals are therefore evpected for the wlnter tourist season of 1998-99 

The management recognlses the potentlal for developing market~ng partnersh~ps and jolnt tours wlth other 
attractions In the  area, such as Green Grotto Caves, Chukka Cove (horseback ndlng tours), and the Sevllle 
archaeological site and museum A partnership arrangement wlth the JTB to organlse a garden tour package for 
the area has also been suggested BlrdLife Jamaica (formerly the Gosse B ~ r d  Club) has brought b ~ r d  watch~ng 
groups on field trlps to Cranbrook and both the organ~satlon and ~ t s  members regularly recommend the site to 
vlsitors who ash about good brrdlng sites on the north coast 

>4 Portlons of thls report were made available to the researchers, but the fust section contammg the title, author's name and 
date were not In the possession of the manager 
>J The or~g~nal plans also included the construction of a repllca of an Arawak v~llage 
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Cranbrook Flower Forest IS currently advert~sed w ~ t h  a one-page flyer d~strlbuted to hotels and other tourism 
en t~ t~es  In the area An advert~sement was also placed In The North Coast Tzmes, a weekly nempaper A 
brochure IS be~ng developed that w ~ l l  feature the work of one of Jamalca's foremost photographers, Ray Chen 
It w~l l  be d~stt~buted ma~nly by the JTB Cranbrook is described In the JTB publ~catlon Focus on Jamazca, as 
well as 111 a newly publ~shed gu~debook, "Jamalca's Practical Pocket Guide " The attractlon is also ment~oned 
on an Internet h e b  page llsting attractions in the Ocho Rios area 

Operat~ng costs 
The current operating costs are approvlmately JA $4 mlll~on per year Due to the low vlsltation and large debt, 
the s ~ t e  has been forced to put staff on a shift s j  stem and ~ntroduce four-day weeks to reduce costs 111 addit~on, 
the payroll figures provided do not include a manager's salary, as the owner has not been claiming a salary from 
the attractlon (altkougll t h ~ s  may soon change, for accounting purposes) As ment~oned above, a more realistic 
figure for the operat~ng costs would be an amount In the reglon of JA $6 million per year 

Labour 1s bv far the greatest operating cost, as the s ~ t e  maintenance 1s extremely labour-mtens~ve Payroll 
expenses account for about $1 9 mrll~on of the total, whlle $1 mllllon goes towards the interest on the mortgage 
The remaln~ng expenses l~lclude the cost of purchasing plants and agricultural supplles (fertll~sers and pest~c~des 
for the greenhouse plants), ~nfrastructure maintenance and inc~dental expenses 

Employment 
There are 20 full tlme permanent emplovees of the attractlon (Some of these people were prevlo~sly employed 
In the owner's landscape bus~ness, so tourism has not actually created all 20 positions ) The average monthly 
payroll for the attract~on 1s JA $160,000 Most of the salaries as described by the mana, oer are commensurate 
w~tli typ~cal agr~cultural wages of the area, although there are a few supervisory posit~ons that pay more 
Assumlng that payroll taws account for about 21% of the the net value of employment to the local 
co~nmunltles IS III the reglon of $127,000 per month, or just over $1 5 mlll~on annually 

The work ~nvolved In the operat~on of the attraction requlres the follow~ng posltlons apart from that of the 
manager 

T~cket office attendants 
Greenhouse attendants 
Grounds supervisors 

Lawn mower operators 
Strrng cutter ("weed eater") operators 
Manual weeders 
Plumbers (to ~ n a ~ n t a ~ n  ~ m g a t ~ o n  system) 
Jan~tors 
Guldes 
Securrty guards 

The secur~tv guards are not employees of the attractlon Itself but of the company contracted to provide secunty 
s e n  lces The manager s w ~ f e  presently contributes the part-t~me work required in bookkeeping and accounting 
Some of the grounds staff have carpentry, masonry and plumblng skills, whlch are requlred from tune to tlme 

Addltlonal benefits to staff In the manager's oplnlon, one of the maln indlrect benefits provided for staff 1s 
tralnlng The owner of the attract~on makes a polnt of providing on-the-job trainlng for local people, and has 
contributed to the cost of educat~on for several young people from the surrounding communltles 

--- 

36 Calculated usmg the same proportion of taxes to payroll total given for YS payroll figures 
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Income distr~butron The attractlon ma~nly employs workers from the communit~es surrounding Cranbrook 
Although some of the emplovees interv~ewed had originally come from outside of the area, they had been 
residents of the area for a number of years 

Indlrect economlc benefits (sp~n-offs) 
Goods It 1s expected that locally produced crafts as well as other items w ~ l l  be purchased for sale In the gift 
shop that is planned The or~ginal feasibility study suggested that a range of merchandise wtth botan~cal themes 
be developed includ~ng jewellery, T-sh~rts and novelties So far, the attract~on IS featured on a promot~onal T- 
sh~rt, but nelther t h ~ s  nor any other souvenirs are ava~lable yet 

Servlces The concessions and planned concessions for the attract~on are expected to be the main spin-offs In 
the servlce sector A snack shop 1s already in operation, although bus~ness has been slow so far due to the low 
numbers of vlsltors An elegant restaurant is be~ng cons~dered for the upper storey of the renovated cut-stone 
build~ng Tills would probablv attract bus~ness from the res~dents of towns west of Ocho k o s ,  where they now 
have to go to seek fine dmng  in an elegant setting 

The transportation sector w~l l  also benefit from the operation of the attraction, espec~ally when the tour 
companies have added Cranbrook to the~r  schedules as ind~cated The attract~on 1s not expected to Increase 
demand for accommodat~ons, as this sector is already well developed on the north coast and there is no shortage 
of hotel rooms 

Other commun~tv benefits The ownerloperator of the attraction has had a long and agreeable associat~on with 
the surround~ng communities Residents of the nearby villages are permitted access to the nver to catch fish and 
shr~mp and tahe water for the~r  domest~c use Some farmers from the closest commun~ty, Sp~cy  Grove, have 
even been allowed to cult~vate portions of the Cranbrook property free of charge And, as menttoned prev~ously, 
the owner of Cranbrook contr~butes to the educat~on (parttcularly h~gher educat~on) of young people fiom the 
area 

F ~ v e  acres of the propert\ have been leased at peppercorn rates (JA $1 per year) to a non-denom~natlonal 
Christian ~011th group which uses the land as a campsite for spir~tual and educational retreats The group's 
members and campers have free access to the attractron while occupying the campslte Manv other church, 
school and corninunity groups have been offered reduced rates to v ~ s ~ t  the attract~on, a deliberate effort on the 
part of the owner to provide educat~onal and recreat~onal opportun~ties for the people of Jama~ca 

Costs associated w ~ t h  tour~sm 

There is no ~ndication that the attraction will have any adverse effects on the local economy Its presence IS not 
likely to lead to cominerciallsat~on of the area or cause rnflatlon for res~dents 

SOCIAL AND CULTURAL INFORMATION 

Perceptions of the economlc benefits of tourlsm 
The five employees of Cranbrooh Flower Forest who were ~nterv~ewed for thls study (apart from the manager) 
had posltlve views on the value of the employment opportunity, but did not name any other dtrect benefits of the 
attract~on There was one employee who perceived a wlde range of economic linkages, including the sales of 
plants and fish to stock the attraction and re-sell to vls~tors, and the hardware and suppl~es for the bulld~ngs, 
plcnlc benches and other ~nfrastructure The others named relattvely few ~ndirect benefits or none at all The 
results of ~nterviews wlth employees of the attract~on are presented in Table C 2 
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Soc~ai  and cultural impacts of tourism 
The attractlon has had a few inc~dents of local people crossing the river into the attractlon and offenng their 
services to guests as unauthorised guides However, t h ~ s  has not developed into a harassment problem, because 
the staff in charge of the park monltor the river and discourage t h ~ s  practice The manager reported no other 
social or cultural confl~cts, and the staff of the attraction Interact very well with the visitors 

Table C 2 
PERCEPTIONS OF DEMAND FOR TOURISM-RELATED GOODS AND SERVICES 

(Responses of employees of Cranbrook Flower Forest) 

Safety and secur~ty 
So far there have been no accidents, and no Incidents that have jeopardised the security of vlsitors at Cranbrook 
(The only secur~ty problem has been the theft of plants by the visltors themselvesl) However, we had some 
safety concerns regarding the traffic on the well-travelled parochial road that runs through the property Some 
vehicles passed through the recept~on area of CranbrooL at what seemed an evcesslve speed The management 
has considered plac~ng speed bumps in this area, but because ~t IS a publlc road such lnterventlons would 
probably not be perm~tted by the Parish Council 

STAFF POSITION 

Gardener 

Gardener 
Grounds supervisor 

Ticket office attendantJ' 

Secur~ty  guard 

Regard~ng security, the attract~on compl~es w ~ t h  JTB l~censing requirements by prov~ding an approved security 
guard during the hours of operation The nearest Police Station IS at Runaway Bay, five miles away, and the 
attraction has cellular telephone service 

ENVIRONMENTAL INFORMATION 

DIRECT 
BENEFITS 
Employment 

( 6  

6 

( 6  

6  

Slte development Impacts 
During the 17 years that the property has been In the hands of the present owner, he has been worklng to replant 
trees and other vegetation on the site, especially along the river, as the land had long ago been cleared for 
agriculture Iinmediately prior to the development of the attraction, the site consisted malnly of sparsely wooded 
pastures, w~th  larger trees and fa~rly dense vegetation along the banks of the river Although the development of 

INDIRECT BENEFITS 
(Demand for other goods and services) 
Couidn't thlnk of any benefits except employment for 
staff 

Transportation sector benefits 
Sales of plants to stock the attractlon, and plant sales by 
the attraction 
Flsh to stock the ponds, and sell to tounsts 
Hardware and supplles for benches and buildings 
Demand for skills in masonry, carpentry and electrical 
work 
Snacks and Jamaican foods 
Brochures 
Books on flora and fauna 

0 Maintenance suppl~es 
Transportation sector benefits 

37 Answers are based on actual visltors' requests 
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the attract~on has altered the slte considerably, ~t has not lnvolved the destruction of pr~mary forest or removal of 
the original natural vegetation 

Landscape The development of the slte as an attract~on has Involved replacing sparsely wooded pastures on 
the banks of the rlver w ~ t h  lawns, flowering plants, trees, and ferns (~ncludlng tree ferns) Shrubs have been 
planted In neatly bordered flowerbeds as well as In broader, less defined areas, glvlng a more natural prospect 
Some areas have been eucavated to form ponds, whlch have been stocked with fingerlings of Tdapla for 
recreat~onal fishing as well as decoratwe species such as kor for viewlng 

B u ~ l d ~ n g s  The entrance complex consists of 3 small, unobtrus~ve concrete t~cket  office near the park~ng area 
and, across the narrow road, another concrete block bullding that houses the spaclous restrooms Adjacent to 
this is the old cut-stone bullding that 1s to be used as the g ~ f t  shop and poss~bly a restaurant A round, wooden, 
sh~ngle-roofed gazebo has been constructed about 100 yards ~nsldt  the gardens, near the entrance Although it is 
qulte picturesque, the gazebo does not match the square style of the 1 8th century cut-stone bu~ldlng 

There are two greenhouses on the slte, a relatively small mesh-roofed enclosure across from the park~ng area 
(where plants are for sale In connection w ~ t h  the landscape busmess), and the other a large (one-acre), shingle- 
roofed display area for orchids, anthurlurns and other showy plants A rust~c old shed is located along the path 
leading to the display greenhouse 

Trails and Paths Gravelled paths lead visitors through the gardens, and In some areas wooden boardwalks 
have been constructed There IS a small wooden brldge over a channel connect~ng two ponds An ev~sting path 
alongs~de the rlver has been w~dened and modified for safety reasons and also to prevent eroslon Gravel has 
been added to some places and cut logs used to form terraces and steps In general, the tralls and paths are 
visually appeal~ng and do not detract from the natural setting 

Signs and Fixtures Consp~cuous slgns for the attraction are located on the maln coast road facing both east 
and west The parking lot 1s clearly signposted with 'in' and 'out' slgns There 1s a small but clearly pa~nted sign 
~ n d ~ c a t ~ n g  the restrooms s~tuated near the t~cket office Signs to gu~de the vis~tors to d~fferent sections of the 
grounds are planned but not yet Installed The manager recognlses the need to provide ~nformation about the 
plants and other features of the attraction, but has not yet dec~ded on the type of s~gnage to be used 

There is an irrigation system wh~ch channels water from the rlver through the grounds The rlver 1s not the 
source of the p~ped water system for the bu~ldings, whlch is derived from a separate spnng wlth a sealed 
entombment Therefore, swlmming in the rlver and ~ t s  source sprlng does not affect the water for human 
consumption 

Impacts on Wildlife Impacts on the wildl~fe can only be estimated, as no lnventorles or environmental impact 
assessments were made p-rior to the development AS ment~oned, the site had been rad~cally altered from ~ t s  
original natural state by centur~es of agricultural use Although some natural vegetation was destroyed In order 
to create lawns and gardens the net effect has been an increase in both the denslty and varlety of plant specles 
In  fact the establishment of the site as an arboretum for natlve specles of flora was one of the manager s goals in 
develop~ng the attraction However many exotlc specles have also been Introduced to the site, which are of 
hort~cultural interest but not part of the lndlgenous flora that would constitute a truly ' natural" attraction Unless 
any of these evotic plants are specles regarded as potent~ally invaslve pests (which to our knowledge they are 
not), they should not pose a threat to the ~ndigenous flora 

The ~ntroduction of exotic species of animals, on the other hand, may pose a d~sease threat to the wild fauna of 
the area Peacocks have been introduced to the s~te ,  and the ponds have been stocked w ~ t h  non-native specles of 
fish The manager plans to bring Imported domesticated ducks and geese to the attraction as well Populat~ons 
of domesticated b~rds pose the threat of transmitting airborne avian diseases to w ~ l d  birds, similarly, farm-rased 
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fish can transm~t waterborne d~seases to w ~ l d  fish There IS no practical way for the management to prevent or 
detect such transmlsslon, because there can be long incubation periods for the d~sease vectors, dunng whlch no 
symptoms are v ~ s ~ b l e  The best way to avotd the possibil~ty of introducing diseases to wlld blrd and fish 
populat~ons would be to keep the grounds free of introduced species 

Operat~onal impacts 
Ma~ntenance of the site Routlne maintenance of the site consists ma~nly of manual cultivat~on methods, as no 
agr~cultural cliem~cals are used on the grounds New plants are continually being added to the site, so the variety 
of vegetatlon IS lncreasiiig We were somewhat concerned about the fact that fertllisers and pestlctdes are used 
for the anthur~ums In the greenhouses Although they are not used outside of these areas, and there IS a 
dellberate pol~cy to use tlie least t o w  products, there IS the possib~lity that these chemicals mlght be leachlng 
rnto the ground and reacli~ng the rlver, and eventually the sea The manager said that it was mainly the 
anthur~ums that requlred the chem~cals, and he was th~nking of discontinu~ng their cultivat~on because of the 
h~gh  cost of ~nputs 

Waste management All of the organic waste such as cl~ppings and leaves raked up from the lawns are put on 
compost heaps and used as natural fertiliser for the grounds Leaves that fall onto the paths are simply raked 
underneath the slirubberv alongside the path On the river trail, leaves are al low~d to remain where they fall 

One s~gnificant problem that the management needs to address is the accumulation of non-biodegradable waste 
at the s ~ t e  Vls~tors are allowed to brlng plcnics but then the management 1s stuck w ~ t h  the garbzge they leave 
behind Plast~c drunk bottles make up the majority of waste generated by visitors Since these bottles are 
I ecyclable tlie manager has been separat~ng and stor~ng them, but has not been able to arrange for their collection 
by tlie company supposedly committed to recycl~ng them 

We advised the manager to proh~btt the sale of drinks in plastic contalners by the snack shop concessionaire, as 
1s done at YS Falls (with evcellent results) V~sitors could also be asked to take away their own garbage, but that 
might lead to the problem of illegal dumping on the roads~de The opening of the proposed restaurant would be 
the best wav to reduce the waste generated by plcnics and other events, ds long as the restaurant were not to use 
d~sposable contalners for food and drinks 

Regarding sewage d~sposal the restrooms are s~ted as far away from the river as poss~ble, and there are sealed 
septlc tanks to contain the waste 

Impacts on wildl~fe Some maintenance of the site is accomplished w ~ t h  equtpment such as lawn mowers and 
string cutters, wli~cli generate nolse that might affect wlldlife temporarily On the other hand, an effort has been 
made to attract w~ld l~fe  to the s ~ t e  by plaiit~ng specles attractwe to birds, for example, the hummingbird garden 
as descr~bed above Other than these, tlie operational impacts of the site on wlldlife consist pnmarily of vls~tor 
~mpacts, described below 

Visitor impacts Apart from the generat~on of waste, descr~bed above, the most sign~ficant visitor impact so far 
has been tlie theft of plants Because the grounds are so extenswe, it is not possible for the securlty personnel to 
monitor all v~s~ to rs  at all tlmes Several valuable orchids have been stolen, and other plants dug out of the 
flowerbeds Often, people simply break off a piece of a plant as a cuttlng to propagate at home They do not 
seem to cons~der thls as stealing, nor do they realise the collect~ve ~mpact of this practice by many vis~tors 

A small amount of l~tter was observed on the paths However, there were no garbage bins In place on the paths 
or tra~ls As a first step 111 preventing littering, garbage btns should be installed and signs posted asking v~sitors 
not to l~tter Some other poss~ble vis~tor Impacts such as trarnpllng of vegetatlon and trail eroslon may not 
become sign~ficant until v~s~tation increases 
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Measores used to control v ls~tor  Impacts Apart from the removal of vegetat~on, the v~sitor impacts descr~bed 
above are not slgn~ficant at the present level of v~sitatlon These ~mpacts can be reduced by the provision of 
garbage b~ns, slgns statlng the rules of the ate,  and Increased surve~llance by the staff There are two people 
employed as gu~des to provtde lnformat~on for v~sltors and help w ~ t h  monitoring their behaviour 

If the attractlon were to become extremely popular, a carrylng capaclty policy would have to be Implemented in 
order to prevent serlous vlsltor Impacts from tramplmg, theft, littering, and possibly disturbance of wlldl~fe 
There would also be a need for Increased vrsltor monltorrng by guides, securlty personnel and s ~ t e  attendants 

In our O ~ I I I I O I I  the grounds are large enough to accommodate 100 people in the gardens and up to 30 on the 
rlver trall at anv given tlme wlthoi~t seemlng crowded If visitors spend an average of three to four hours at 
Cranbrook as estimated bv the manager, the attractlon could probably admit 200 vlsitors dally wlthout 
evceed~ng the soc~al carrylng capaclty requlred for those seeking quiet enjoyment of nature If those 200 vis~tors 
were to arrlve and leave throughout the dav In small groups, there would be an average of 25 per hour passlng 
through Visltat~on durlng peak hours would have to be monitored and perhaps llm~ted to 100 people lf the 
grounds, greenhouses or rlvers~de trall seemed too busy 

External environmental threats 
Deforestahon The s u e  of the surrounding property (150 acres In all) helps to buffer the attract~on from 
external envlronmental threats, but does not eliminate them The wooded hlllside on the western s ~ d e  of the 
rlver part of a da~ry  tarm, 15 now belng cleared at a rap~d rate for reasons unknown to the manager of 
Cranbrooh T h ~ s  IS evpected to lead to eroslon of the hlllside and Increased tu rb~d~ty  of the river during ralny 
perlods Further up In the h11Is above Cranbrook, trees are belng harvested for lumber and land cleared for 
cult~vat~on Eroslon caused by deforestat~on has contributed to the turbtdity of the river The long-term effects 
of deforestatlon lncl~tde loss of b~odlverslty and reduced stream flow 

Pollution Although the stream emerges from the base of a cllff on the property, it IS actually the continuation 
of a rlver whose orlgln IS much further south The water IS not polluted at present, but the potential eusts for 
pollutants from external sources further upstream to affect the water quallty One pollut~on problem that we 
actuallv observed on the slte was the washlng of clothes In the rlver by people with access to the river from ~ t s  
western bank Not only were they uslng detergent, but they had bottles of bleach at hand as well These 
poll~~tants are harmfi~l to aquat~c l ~ f e  as well as affecting the quality of the water for swrmming 

Environmental education and awareness 
Current  EE methods Educat~on and information servlces, which would greatly enhance the v~sitor's 
experience, have not yet been developed at this attraction However, the need for these servlces IS recognised 
and a v~sitor lnformatlon centre planned as part of the g ~ f t  shop There is currently a one-page flyer describing 
the attractlon and ~ t s  locat~on, and there are ~dentificat~on tags on some of the plants In the greenhouses We 
were not able to assess the qual~ty of information offered by the gu~des, as ne~ther was on duty when we visited 
the s ~ t e  

Changes In behavlour Whlle the attractlon itself IS not yet providing EE servlces, an excellent example of 
sound envlronmental management IS being demonstrated elsewhere on the site by the group that operates the 
campsite Happv H~lls  The directors of t h ~ s  youth group, New Generation did not want thelr use of the s ~ t e  to 
degrade the env~ronment In any way, espec~ally as the site 1s adjacent to the rlver The group has installed (w~th 
env~ronmental donor funding and other contr~butions) a state-of-the-art compostlng tollet In conjunction w ~ t h  a 
b~ogas d~gester T h ~ s  ~mpress~ve u n ~ t  IS the first of its klnd in Jamaica and the camps~te has already become a 
demonstrat1011 s ~ t e  for pract~cal, environment-friendly technologies for alternative waste d~sposal and energy 
conservation 
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Future EE plans The manager acknowledges the need for a variety of information and education components 
to be added to the attraction, such as slgnage to identify the flora and fauna, and printed materials to be made 
available in the planned gift shop He plans to seek the assistance of BirdLife Jamaica and other NGOs in 
developing educational materials and activities at the site 

The role of tourlsm in resource protection 
The owner s vlslon in developing this property for tourism is to preserve the land in a more or less natural state 
whlle generating an income Tourism was seen as the only practical way to achieve this goal Agriculture has 
become less and less profitable over the years, and the owner does not w ~ s h  to convert this beautiful rural area 
into a houslng development (although this would probably be a lucrative way to utilise the land) 

The owner s vision of conservation goes even further he would lihe to reforest the remaining 100 acres as a 
watershed- and wildl~fe protection area, which would ideally be managed by a non-profit environmental 
organisation and used as a field site for environmental education He is presently investigating mechanisms for 
fi~nding such a project and seek~ng collaboration with interested NGOs 

CONCLUSIONS AND RECOMMENDATIONS 

Attempting to assess Cranbrook Flower Forest as an ecotourism attract~on was a difficult task Clearly, the 
objectives of the enterprise include uslng tourism to protect natural resources, but only a small part of the site 
fits the expected model for an ecotourism site - a relatively intact natural ecosystem For the most part, the 
development of the attraction has involved the creation of an entirely new landscape in an area that had been 
stgnificantly degraded by human activity This new landscape, although visually beautiful and full of variety, is 
nevertheless an artificially created hybrid of indigenous and exotic flora and fauna 

Hav~ng said that, we st111 have to conclude that Cranbrook Flower Forest has great potential for attracting 
business from people who would cons~der themselves ecotourists, d such people were specifically targeted m 
marketing efforts (which is not happening at present) 

The manager commented that many visitors are content to just sit and enjoy the gardens, and never explore 
beyond the first pond However, the trad along the river wlth its beautiful old trees and bird life would probably 
be enough to attract a sign~ficant number of birders and other nature lovers As one of the visitors commented, 
the place has "something for everyone " 

Economlc and community benefits 

Although not yet establ~shed as a profitable entity, the attraction is provtding income foi residents of several 
nearbv communities and hopefully w ~ l l  provide more jobs as business picks up Employment at the site will 
contlnue to be the main benefit for local people, as few are likely to be providers of the kinds of goods and 
services that the employees named as potential spin-offs (for example, maintenance supplies and transportation) 

Cranbrook Flower Forest has the advantage of being a large, privately owned and managed area located in a 
rural setting This serves to reduce social conflicts such as harassment, which are more evident in urban resort 
areas and government-operated attractions The management's good relationshlp with the people of the 
surrounding cominun~ties also helps to ensure an atmosphere conducive to ecotourism 

One problem we observed is that Cranbrook at the present time lacks sufficient mechanisms to solicit income 
Allow~ng tourists to fish for their dinner is one, but evidently there are problems with the concept and 
management of this aspect of the enterprise If tounsts go away feeling "ripped off' because they had to pay for 
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someth~ng they didn't want and didn't know they were getting, the bad impression will cost a lot more m the end 
than the revenue from the activity 

Cranbrook Flower Forest has fulfilled all of the tourlsm licens~ng requ~rements and recelved a h e n c e  T h ~ s  In 
Itself is a significant battle won, as many nature attractions are struggl~ng w ~ t h  policy and standards Issues and 
findlng ~t very difficult to get a licence to operate The expense of hiring security guards is a major problem 
faced by all aspirlng ecotourism attractions, and not all of them w ~ l l  be able to afford ~t 
Resource protection For the most part the attract~on is operated in an env~ronment-frrendly manner, although 
there are some concerns that need to be addressed The srte rs unden~ably attractwe, desp~te being an obviously 
manipulated environment Its function as an arboretum for rare Indigenous species adds to the site's credentials 
as an ecotourlsm destination, and thls is something that should be communicated to v~sitors The vision of 
establlshlng a larger protected area for watershed management and w~ldlife conservation will, if ach~eved, help 
to reduce threats from external env~ronmental forces as well as improving the tounsm product of the ex~sting 
attraction If this vision 1s to be achieved, lt needs to become a pIan then a process 

Environment-fr~endly ~nfrastructure There are a number of ways that the attract~on can reduce the 
envlronmental Impacts associated with its presence and actlvitles, and become more "green" Mechan~sms must 
be sought to reduce or eliminate non-biodegradable waste and control visitor ~mpacts such as littering and 
stealing plants In this regard, environmental educat~on would be a valuable tool The use of chem~cals in the 
greenhouses is another concern, but this may soon be resolved by the elim~natron of anthur~ums as a greenhouse 
plant If Cranbrook 1s to specifically target ecotourists the decorative but exotic birds and fish mlght be regarded 
as out of place 

Environmental education The lack of visitor informat~on and environmental education mater~als and/or 
displays 1s d~sappolnting but hopefully this situation is temporary and due to the recent start-up The attraction 
can not be said to be Increasing environmental awareness until ~t addresses this need 

A vls~tor ~nformation centre with displays and prlnted materials would oe a definite asset to the attraction, and 
would provide an opportunltv for income generat~on Tourists are ~nterested in learning about the flora and 
fauna of the area and would appreciate guides trained to prov~de such ~nformation Many would be w~lling to 
purchase printed materials such as specles checkl~sts or books on wildlife 

This slte could be evtremelv valuable for the environmental education of Jamaicans It provides many of the 
features popular with locals, such as recreat~onal areas and games, and can accommodate fairly large groups 
Thus, lt could attract a large clientele who could then be exposed to EE mater~als and displays 

Factors affecbng ecotourism potentla1 The main constraints to the viability of this attraction are the current 
low visitation rates and the hlgh cost of serv~cing the debts for the development and operat~on of the slte The 
degradation of adjacent lands may possibly affect the attract~on, but is apparently not an immediate threat We 
offer some suggest~ons below for marhet~ng and improving mechanisms for soliciting Income 

Marketing strategy In order to realise its ecotourism potentlal the attraction must prov~de high quality 
env~ronmental informat~on about the slte and get the message out to the appropnate sector of the tourism market 
As a start the manager could enl~st  the help of BirdL~fe Jarna~ca to compile a checklist of b ~ r d  specles found at 
the site, and Include thls in promotional materials sent to nature tour operators both In Jama~ca and abroad The 
extenslve plant and tree collection deserves a sim~lar effort 

Cranbrook's biggest marketing opportunity IS also its blggest challenge the large number of tourists that are 
already comlng to thls area, whether as stopover visitors or cruise ship passengers In 1997, Ocho h o s  had the 
hlgliest number of bedlnights sold (1,872,667) of any resort area in Jamaica, and received more than 70% of the 
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share of crulse passengers to the Island (JTB, 1998) The fact that they are here IS a good opportunity - after all, 
they're only 12 miles away Instead of 1,200 It 1s the reason they are here that 1s the challenge tourlsts come to 
Ocho Rlos for sun, sand, sea, and a host of other attractlons, and none of these (so far) IS Cranbrook Flower 
Forest Unless t l i~s attract1011 can successfully compete with the established attractlons such as Dunn's k v e r  for 
the mass market tourists, ~t wlll have to make more of an effort to seek alternative target groups By 
emphas~sing the attributes of the s ~ t e  that would appeal to ecotourlsts, Cranbrook may attract a slgnlficant 
number of vlsitors who want to avold the crowds at Dunn's Rlver or the challenges on the streets of Ocho k o s  

Mechanisms to sollcst income A well-stocked gift shop and a place to enjoy a good meal at a reasonable cost 
would definitely enhance the attractlon and ~rovlde  additional income Merchandise such as booklets and 
checkl~sts on the flora and fauna of the s ~ t e  Itself could provlde Income and help to promote the attractlon In the 
meantime, however, Cranbrook needs to find more ways to increase income In the short term More information 
should be sought on the approprlateness of the entrance fee before changes are made, but the vis~tor survey 
conducted for t l ~ s  study suggests that an entrance fee of US $7 50 or JA $250 would not be out of line with 
tour~sts' expectations 

Furthermore, lf tourists were informed about Cranbrook's role m resource protection they mlght be persuaded to 
contribute to specific fundlng needs (for example, helping to reforest the remaining 100 acres of the site, or 
contr~but~ng to a collection mechanism for recyclable plastlc bottles) Rlght now they are not even being asked 

Finally, the manager should examine wavs to cut costs He should carefully evaluate his Investment in products 
or servlces that might not enhance the attractlon, and reduce or ellmlnate them as needed 
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CASE STUDY # 6 ROARLNG RIVER PARK 

The main reason for including Roarlng R~ver Park m our list of s~tes  to study was the fact that the slte has 
been developed, operated and marketed as an ecotour~sm attractlon by the Government of Jamaica 
However from an early stage in our rnvestlgatlons, even before we amved at the slte, we became aware that 
the attraction was euperlenclng serlous problems wlth tourist harassment and was therefore not llkely to be an 
[deal candrdate for this study whlch sought to investlgate examples of successful ecotourism The case study 
is presented rn an abbreviated form (lacking detailed economlc mformatlon) malnly in order to document the 
social confl~cts assoctated tv~th t h ~ s  attraction 

Descr~ptlon of the attractlon 

The brochure for Roaring River Park describes ~t as a 'heritage and nature attraction' and traces the 
ownership of the property from the late 1 7 ' ~  century to the 1940s The property conslsts of elght acres of land 
straddling the Roarlng R~ver  whlch wells up from the ground as a shallow pond In a field of tall grass, before 
flowlng no~srly through a narrow channel and over a serles of rocks and falls The access road parallels the 
river and contrnues through the adjacent settlement of Roarlng River On the opposlte s ~ d e  of the road from 
the river there 1s a landscaped compound with a bar and restaurant, a few small bulldlngs that house the office 
and g ~ f t  shops and a play area for chlldren w ~ t h  a wading pool that IS no longer in use A stage IS belng 
constructed to facilitate events for commun~tv entertainment A small footbridge takes vlsltors over the river 
to a concrete path and steps leading up to a cave Vlsltors are taken Into the cave by the offic~al gu~des  for 
the attraction Unauthorrsed access to the cave is prevented by an iron grill door that IS kept locked except 
when a group 1s 111s1de 

Although the brochure mentions varlous cultural offerings such as craft makmg, storytelling traditional 
dance and muslc, none of these were available durlng our v is~t  It was ~nteresting to learn that although a few 
of tlie traditional skllls were indigenous to the community, most of the performers had been tralned by 
TPDCo wh~cli operates the attractlon 

Apart from the ominous chaln-l~nk fence around the compound, the setting of the park ~tself is qulte pleasant 
The small b u ~ l d ~ ~ i g s  are deslgned In tlie style of tradltlonal rural cottages and tall trees border the compound 
The rner and talls are pretty, though not at all spectacular In comparison with the YS Falls and nver 
Unfortunately the walls of the cave are defaced wlth graffiti and all the formations wlthin easy reach have 
been broken off or damaged durlng tlie vears of unauthorised visitation prior to the current operation Thls 
damage is a svmptom of one of the most strlhlng features of thls attraction the large number of youths that 
converge on the slte aggress~vely offerlng their servrces as guldes and presenting a rather lntun~dating bamer 
to the unprepared tourlst 

Geographic and community settlng 

The attractlon IS located near the village of Petersfield in Westmoreland and 1s reached by rough d ~ r t  roads 
through cane fields on the Frome sugar estate (For visltors expecting an unspo~led natural attractron, the 
approach to Roar~ng River is qulte a shock Dusty encounters with tractors and other farm vehlcles are 
common, and we saw unsightly p~les of garbage by the roadside ) The nearest resort areas are Montego Bay 
and Negnl, both about 25 m~les away The fish~ng port and market town of Savanna-la-mar 1s 6 miles to the 
southwest 

The communrtv of Roarrng Rlver is a small settlement stretch~ng north from the attractron for about a mrle, 
beglnn~ng wrth a serles of vendors' stalls l~ning the road in the vlclnlty of the attraction There 1s another 
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privately owned and less formally managed attractlon further up the road - the Blue Hole and Ital Gardens - 
wlth whlch the Roar~ng Park is often confused Although we did not conduct interviews with ccmmunity 
residents other than the staff of the park, it is obvlous that farmlng and work on the surrounding sugar estate 
are the maln economic alternatives to tourism in the area 

Management structure 

Roaring R~ver Park IS leased to the Government of Jamaica and operated by the Tourism Product 
Development Coinpanv Limited (TPDCo ) In ~ t s  current role as supervisor of the propert~es of Jarna~ca 
Attractions Development Company (JADCo ) The administrative staff conslsts of a manager, secretary, 
accountant, restaurant manager, and cashier 

ECONOMIC INFORMATION 

Entrance fees 

Entrance fees are US $10 for fore~gners and JA $300 for local res~dents The fees include a gu~ded tour of 
the cave Spec~al rates are often glven for school groups and local events 

No figures were available on vis~tation, but there was a guest book with numerous entries by tour~sts from all 
over the world as well as Jaina~ca 

Vls~tor satlsfact~on The lnajorltv of the comments In the guest book are positive, part~cularly w ~ t h  regard to 
the servlces of the official guldes We found the guide to be fi~endly and polite, but not part~cularly 
hi~owledgeable He expressed an Interest In learning more about the flora and fauna of Jamaica, and sald he 
IS frequently asked questlolls that he is unable to answer 

In our oplnloii the park is not an ideal en~lronment for an ecotourism attractlon, as the area has been almost 
completely altered from ~ t s  natural state by human acttvity Even the hillside where the cave is located has 
been partiallv denuded of vegetat~on by 'bushing' organ~sed by the management itself, and non-native 
flowering plants have been planted In the flower beds of the compound The poor access roads, the 
unfortunate condlt~on of the cave and the numerous touts lo~terlng outs~de the cham-link fence are among the 
negatlve factors affecting this attractlon Nevertheless, the park ~tself is a pleasant setting for outdoor 
recreat~on and commun~ty events, and IS likely to be in local demand for such activities 

Revenue and operating costs 

Deta~led financial informat~on was not obtained for this attractlon, which had been operating in ~ t s  present 
form for just over a year However, the manager expressed the view that if the harassment problem could be 
eliininated the attractlon would definitely become a viable buslness 

Marketing and promotion 

The attraction IS inarheted to both locals and foreign tourists Local target groups include schools, churches 
and other community organlsatlons, malnly In Westmoreland, St James and Manchester Brochures are 
distributed In resort areas through the Jamaica Tourist Board and TPDCo 
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Employment 

In addlt~on to the five administrative staff members l~sted above, Roaring Rver  Park employs 25 other 
people 

Cave tour gu~des (12) 
Hostess ( 1) 
Superv~sors for the grounds and cave (4) 
Gardeners (2) 
Office attendantslcleaners (2) 
Chef for the restaurant (1) 
Scullion ( I )  
Wartresses (2) 

There are typ~cally three security guards on duty, contracted from a securlty company Two pol~ce officers 
were also present on the day we visited the site 

Income distribution W~th  the evception of the admlnlstrative staff and securlty guards, none of whom are 
from the area, the emplovees of the attraction are residents of the nearby communit~es The management of 
the attractlon morks closely with the local c~tlzens' assoc~ation, through which all the official guides were 
selected for training and employment by the attractlon 

Ind~rect economic benefits (spln-offs) 

Goods The craft shops were not open when we visited the attraction, but we learned that they are run by 
concesslonalres who pay a monthly fee of $250 for use of the facil~ties No information was obtalned on the 
souvenlr trade conducted bv local vendors outs~de the property Most of the meat and provlslons used In the 
restaurant are purchased from the local commun~ty or grown in the attraction's own vegetable garden, 
although other suppl~es are obtalned from outside sources 

Services Apart froin local labour and sptn-offs to the transportation sector, there are few services that can be 
directlv related to tourism at the attractlon The attractlon ~tself offers refreshments at reasonable rates, and 
there 1s ample lodging In the two major resort centres and other coastal towns nearby A number of local 
youths apparently der~ve an Income from gu~ding tourists through the village and ~t 1s suspected that some are 
~nvolved in selling ~llegal drugs to vrsitors 

Other commun~ty benefits 

The manager and superb lsors of the attractlon meet monthly with the citizens' association and are Involved In 
plannlng and host~ng events at the park to ralse funds for community development projects These events, 
such as the Roar~ng River Craft Cultural Fair, are offered at special rates and attract large numbers of people 
from the reglon, providing opportunit~es for residents to show and sell the~r  goods T r a ~ n ~ n g  opportunities 
assoc~ated w ~ t h  the attraction have benefited ma~nly the young people of the area The attractlon also 
partic~pates In the neighbourhood watch program of the d~strict 
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SOCIAL AND CULTURAL INFORMATION 

Perceptions of the economic benefits of tourism 

We d ~ d  not follow up our initial visit to this site with community Interviews, but based on our discussions 
w ~ t h  the manager hostess and gu~de at the park we can say that these people have a real~stic vlew of the 
economlc benefits of tourism They realise that there are lim~ts to the employment opportun~ties associated 
with the attraction and also recognise the threat to the attraction's image posed by tounst harassment 
Obv~ously the people d o ~ n g  the harassment, as described below, have unrealistically high expectations of 
tour~sm - at least for the long term - although to some extent thelr demands are being met or else they would 
not continue to behave 11.1 such a manner 

Social and cultural impacts of tour~sm 

Of all the sltes visited durlng the course of thls study, Roarlng River was the only one where signs of social 
and cultural confl~ct were obv~ous We heard from the operators of restaurants, guesthouses and other 
attractions In the area that the tour~st harassment at Roar~ng River was extremely bad Their guests had told 
of being Intercepted as tliev approached the attraction by touts on motorcycles ~ n s ~ s t ~ n g  that they pay money 
to proceed to the attractloll, where they would have to be accompan~ed by these men as guldes (for another 
fee of up to US $50) It was also reported that motorcycle riders stop tourists driving along the main south 
coast road whom thev think mlght be heading for other attractlons such as YS Falls and Black fiver, tell~ng 
the tour~sts that the roads to these attractlons are Impassable The riders then lead them to Roaring Rlver (the 
v~llage, not the Park), where the riders lnslst on be~ng hired as guldes 

In  some cases visitors who refuse to purchase the informal guide servlces are surrounded by youths 
threatening them and delnand~ng money In order to be allowed to d r~ve  away from the area These men 
sometimes block the road with the~r  motorcycles until they are p a ~ d  off to let the frightened vlsitors depart 
One visitor to YS Falls said that he had paid a young man US $50 to guard h ~ s  car while it was parked in the 
v~llage of Roar~ng River but had returned to find no guard - and no ba~tery in his car Having been warned 
about t h ~ s  s~tuat~on,  we made sure to park ins~de the fenced compound of the TPDCo attraction, ignoring the 
gestures and orders of the men gathered outside to park along the roadway 

111 d~scuss~ng tlie harassmeilt problem w~th  the manager of Roaring River Park, we learned that TPDCo has 
made several attempts to assist these youths by offering tra~ning and help w ~ t h  the format~on of an assoc~ation 
of village gu~des complete w ~ t h  unlforms and clearly defined rates for tours Although the youths attended 
some of tlie community meetings to wh~ch thev were ~nv~ted ,  lt became clear that they have no desire to have 
tlie~r gu~de servlces be regulated in any way They obv~ously prefer the lucrative short-term gains from 
'npping off' iiaive tour~sts to the legitimate long-term benefits for the entire commun~ty of a successful, 
popular attraction 

Safety and security 

Regarding safety the supervisors, the security guards and several of the tour guldes have been tralned m CPR 
and Flrst Aid, and the attract~on has fulfilled all the standard safety requirements for licens~ng 

While the compound of the Roaring R~ver Park is effect~vely guarded and policed, the presence of the 
unofficial guides described above poses a defin~te risk for the safety and security of visitors who venture out 
on their own into the v~llage of Roaring River This IS a major concern for TPDCo, which has been in 
discirssion w~tli senlor members of the Tourlsm Liaison Office of the Police force on the matter of strategies 
to deal with the harassment problem Having faded to persuade the youths to adopt a more sustainable form 
of gu~d~ng ,  TPDCo is now look~ng to protect ~ t s  significant Investment m the Roaring f iver  Park by 
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Increased enforcement of the recently Introduced antr-harassment laws of Jamaica The nearest pol~ce statron 
IS at Whrthorn, about two mlles away, and the attraction has cellular phone servrce 

ENVIRONMENTAL INFORMATION 

Natural resources 

The manager was not aware of any inventor~es of the flora and fauna of the attract~on, although she 
rnentroned that there were plans for an archaeologrcal assessment by the Unrvers~ty of the West Indies The 
rrver, spring, falls and cave are the main natural resources that compnse the natural attract~ons at the s ~ t e  As 
noted above, there are some large, handsome old trees on the property, but very lrttle remains of the 
~ndrgenous vegetat~on at the slte, both on the compound and on the h~llsrde where the cave 1s located 

Site development impacts 

Development of the attract~on has lnvolved landscap~ng a site that was already much altered from ~ t s  natural 
state The bu~ldings are relatively small appropriate for the settmg, and incorporate local materrals and 
styles Electric I~ghting has been rnstalled In the cave to elim~nate the use of kerosene torches, whrch was 
common up tint11 about a year ago The lmposrng fence and the gr~ll  across the mouth of the cave must be 
regarded as necessary evlls 

Operational impacts and measures used to rnln~rnlse them 

Apart from the waste generated by the restaurant, there are few environmental rmpacts assocrated wrth thrs 
attraction Although there IS no pollcy on avo~drng drsposable packagrng and contarners, organlc waste 1s put 
on a compost heap that provrdes fertrlrser for the attraction's own vegetable garden The rest of the garbage 
from the slte is removed to the mun~crpal dump by an Independent contractor hrred by TPDCo Sewage goes 
Into sealed plts whlch are empt~ed regularly and the contents d~sposed of at a sewage treatment plant at 
Llandilo five m~les  away 

In terms of carrylng capacity no more than ten persons at a time are taken rnto the cave (although thrs 1s 
provision IS ma~nly to ensirre the comfort of the guests in that confined space) Monitoring by the guides 
ensures that there are no addltlons to the graffiti on the walls of the cave Kerosene torches are no longer 
allowed In the cave, and the local musrc~ans' who used to serenade v~srtors by bangrng on the few remarnlng 
stalact~tes have been persuaded to cease thls practrce 

External env~ronrnental threats 

The main threat to the attract~on IS probably pollutron of the water from surrounding households and 
agricultural activltles, although these rmpacts were not lnvestrgated It was reported that a few years ago the 
Government constructed several dry (compost~ng) torlets to replace p ~ t  latrines formerly used by res~dents of 
the vlllage above the source of the rrver Thrs was in response to an outbreak of typhord fever in the region, 
wh~ch IS sert ed by water from this rrver (a treatment plant is located a few hundred metres downstream from 
the attraction) 
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Environmental educatlon and awareness 

Except for the brochure no printed information was provlded about the resources of the attractlon, and as 
mentioned, the guide was not famlliar with the flora or fauna of the area It appears that very llttle IS offered 
in the way of environmental education here, although this may be as a result of the newness of the attract~on 
Time did not permlt a d~scussion of environmental educatlon plans 

The role of tourlsm in resource protect~on 

Although the natural resources of the area are far from pristme, the management of the site by TPDCo IS 

helping to protect the cave from further degradation The presence of the attraction 1s also likely to ensure 
that the government continues to pay attention to protecting the water quality of the rlver The area 
surrounding the attractlon IS relatively free of lltter, probably as a result of the influence and efforts of 
TPDCo , although the attraction could do more to reduce the amount of ~norganlc solid waste generated by ~ t s  
own restaurant 

CONCLUSIONS AND RECOMMENDATIONS 

For most of ~ t s  vls~tors a tour of the Roaring k v e r  Park and cave is an enjoyable and worthwh~le euperlence, 
but for others thelr trip turns into an unpleasant and frightening confrontation with aggressive, demanding 
youths There are a number of suggestions we could make for improving the natural and cultural features of 
this attraction along the same lines as we have done for the other case studles However, lt is clear to us and 
to the operators of the attractlon that its viability wlll ultimately depend on the success or fallure of the efforts 
to address the problem of tour~st harassment by members of the local community Only when this untenable 
situation 1s elliniiiated will it be worthwhile for add~tional resources to be put Into developing thls site as an 
~nteresting herltage and nature attractlon 
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CASE STUDY # 7 BLUEFIELDS AND ENVIRONS 

Bluefieids Bay In Westmoreiand IS a picturesque fishlng vlllage located between Black River and Savanna-la- 
Mar on the southwest coast of Jama~ca Although lt has a popular beach and pleasant scenery, Bluefields does 
not offer any speclfic t o ~ ~ r ~ s t  attractlons that are currently being marketed as ecotour~sm attractions The main 
reason for lncludlng Bluefields in thls study 1s that thls area 1s at the centre of plans for a model ecotourlsm 
development project lnltlated by a communlty organlsatlon based here, the Bluefields People's Community 
Assoclatlon (BPCA) Although the ecotourlsm project 1s In the early stages of ~mplementat~on, the remarkable 
vlslon and comprehensive approach taken by BPCA merlt this report 

M~sslon and activ~tles of the BPCA 

The mlsslon of the BPCA IS "to provlde a range of communlty development servlces toward advancement of 
the soclal, econolnlc and cultural upliftrnent of the people of Bluefields and ~ t s  environs, In harmony wlth the 
env~ronment" (Morgan 1995) Since its ~nceptlon In 1989, the organlsatlon has helped to establish a 
communlty resource centre (~ncludlng an office, I~brary, and conference room/lecture hall), a plant nursery, a 
women s craft coliectlve and a communlty radlo station 

The BPCA's sphere of Influence stretches along the coastline from Paradise to Whitehouse, and Includes a few 
interlor vlllages as well The organlsatlon has lnvolved residents of the area In education programs In 
permaculture, coral reef conservat~on, and other envlronmental subjects, as well as baslc schoolteacher 
training, adult l~teracy and numeracy, and forelgn languages In the summer of 1998 the organlsatlon 
conducted a 2-week envlronmental summer camp for 45 chlldren aged e~gh t  to twelve 

The Twelve Gurd~ng Prlnc~ples of the 
Bluefields People's Commun~ty Assoc~ation 

*GO to the people * Live among the people * Learn from the people *plan with the people 
*Start with what the people know *~ui ld  on what the people have 

*Teach by showlng * ~ e a m  by do~ng 
*Not a showcase but a pattern *Not odds and ends but a system 

* ~ o t  p~ecemeal but an Integrated approach 
* ~ o t  relief but release 

Exlshng ecotourlsm lnlhatlves of BPCA 

In terms of its ~nvolvement in ecotourlsm development to date, the BPCA has establ~shed a one-mile nature 
trall along a narrow strip of prrvate beachfront land whose owner has agreed to ~ t s  use for thls purpose The 
land has been cleared of all allen species of plants, and interpretwe signs wlll be added In the future BPCA 
has also constructed a wooden boardwalk (wltl~ Interpretwe exh~blts) lead~ng vls~tors on a loop through a 
mangrove forest adjacent to its headquarters These facllitles are nelther advertised nor marketed as tour~st 
attractlons, but are available at no charge to residents and visltors a l~ke  The organ~sat~on provldes an lnformal 
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reference servlce for local fishermen willing to prov~de boat rldes and fishing tr~ps, by helping to put vls~tors 
in touch with them 

In response to requests from tourlsts staying at resort villas in Bluefields and ~ t s  environs, the education co- 
ord~nator of the BPCA has hosted periodic actlvity camps for ch~ldren The actrvit~es include nature walks to 
learn about Jamaica's wildlife, storytelling, songs and games reflecting Jamaica's cultural history and folklore, 
and craft making The two-week camps are held for a mlnunum of five chlldren per group, for three hours per 
dav, five davs per week, for a fee of US $5 00 per hour per child '' There appears to be a continuing seasonal 
demand for these camps, which prov~de income for BPCA as well as an educat~onal and enjoyable experience 
for tourists, particularly children The lesson plans developed for these activity camps can also be used in 
other educat~onal contexts 

The Bluefields Community Ecotour~sm Development Project 

The Government's thrust towards developing the southwest coast of Jamaica for tourism was hrther 
accelerated by the preparat~on of the South West Coast Development Plan (UDC, 1993) In response to 
perce~ved external pressures for development, the BPCA declded to put together a development plan 
indigenous to the area a plan that would reflect the needs and concerns of the residents themselves, and allow 
them to have a stake in tourlsm development in the area At a planning workshop In June 1995 the idea of a 
hospital~ty industry as a 'kev buslness idea' was articulated by members of the BPCA (Morgan, 1995), and the 
proposal for a Bluefields Communitv Ecotourism Development Project was subsequently drafted (IIT, 1996a) 

The dec~sion to "develop implement and promote a community-based concept of tourism (hospitality) unique 
to Bli~efields" was based on an assessment of the phys~cal, ecolog~cal, historical, cultural and social resources 
of the area (Morgan 1995) The Bluefields Community Ecotour~sm Development Project is being developed 
in the context of a comprehens~ve business plan for the community, as well as a clear understandmg of the 
meaning of ecotourism (see BPCA's definition of ecotour~sm in the box below) 

The busmess plan Under the business plan for the community, a hold~ng company called the Bluefields 
Area Sustainable Industries Corporation (BASIC) was established In March 1998 with four maln dlvis~ons 

BPCA'S Definltlon of Ecotourlsm 

Ecotourlsm a the use of tourism as a tool to obtaln funds needed to finance the 
conservat~on and protection of nature, local natural resources and the environment 

Ecotourisrn should allow dlrect participation of local communltles whlle facilitating 
the education and awareness of both locals and visitors about the importance of nature 

Susta~nability must be a fundamental goal of ecotourism 
~f natural resources are to serve future generations 

J 
a~ribus~ness,  sales and consumer dlvis~on, horticulture, and tourlsm marketing An Important feature of this 
company is that it allows for ownership of shares by its employees under the recently passed ESOP Law 
(employee share ownership plan) of Jamaica (1995) 

In the busmess plan's first phase, a number of subs~diary companies will be set up with~n BASIC to produce 
and market goods and servlces under the Bluefields brand name, whlch is expected to gain recognlt~on as a 
symbol of high quality, environment-fr~endly products associated wlth the community's sustainable 
development ~nitiatives The second phase of the business plan includes the establ~shrnent of a venture capital 
company to prov~de loans for env~ronmentally sustainable enterprises, and the th~rd phase will see the 
founding of a land trust to facilitate conservation and susta~nable development of the landscape of Bluefields 

W~th a mlnlmum attendance of five children a two-week camp would bring m revenue of US $750 00 



CASE STUDY #7 Bluefields and Env~rons 83 

The Bluefields Area Product Development and Marketing Company will be the first subs~diary of BASIC and 
wlll focus on develop~ng and marketing nature tourism programs and specialty apcultural and horticultural 
products It will also operate as a Iicenslng body - granting the Bluefields 'seal of approval' to local products 
that meet ~ t s  cr~terla This wlll be buslness arm of the BPCA7s ecotourism development project One of the 
goals of the project is to 'use flowering plants, shrubs and trees to enhance the Community proper and to 
create a distinctive ecotourism lmage of Bluefields as a destination wlthin Jamaica" (IIT, 1996a, p 2) 

Phases of the Bluefields Commun~tv Ecotour~sm Development Project Without replicating the plan itself, 
we wanted to provtde an outllne of ~ t s  main elements as a model for community-based ecotourism planning 
The project 1s belng developed In five phases, listed below wlth examples3g of thelr main objectives 

1 Stratenlc plan 
Assessment of resources (natural, cultural, historic, and social) 
Assessineilt of infrastructure 
Analysls and selection of markets 
Ident~ficatioii of buslness opportunities 
Definltlon of pollcies and operational requirements 
Development of master plan 

2 Product development 
Assessment and plannlng for fac~llties such as attractions, restaurants, and accornmodat~ons 
Human resources needs assessment 
Education and interpretation requirements 
Refinement of master plan 

3 Promotlonal and sales plans 
Image development - Public relations plan 
Cost analysis and priclng 

8 Promotlonal and coininun~ty events 

4 Definitlon of operat~onal svstems and procedures 
Definitlon of product standards and quality of servlce 
Ident~ficatlon of carrylng capacities for attractions 
Establ~shment of operat~onal conditions and guidellnes for sltes and tours 

5 Monltorillg of ~mplementatlon 
Observat~on of ecotourism enterprises to ensure proper Interpretation and application of the pollcles, 
plans, standards and guidellnes established by the prevlous four phases 

Implementat~on of the Project As part of the strategic plannlng phase, the BPCA obtained the ass~stance of 
the Interamer~can Institute of Tourism (IIT) to conduct a preliminary assessment of the ecotounsm potential of 
Bluefields and its environs, which was done in December 1995 The team concluded that there was good 
potentla1 for ecotour~sm In the Bluefields area, which could be viewed as a combination of four main spatla1 
'attraction elements' the bay, the beach (including the wetlands), the community, and the hills The 
consultants einphasised the need for a comprehensive and detailed master pIan for ecotourism development to 
gu~de  the maim changes that would be requlred for the project The main recommendations were for 
addltlonal research on the resources of the area, continued commun~cation and collaboration between all 

j9 Condensed and paraphrased from IIT (1996a) 
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parties lnvolved In the project, and the strengthening of envlronmental education and conservation efforts m 
the commun~ty 

Progress towards the ~mplementation of the Bluefields Community Ecotourlsm Development Project has been 
slow but steady, as the BPCA works towards their broader vlslon of sustalnable development through the 
BASIC group of enterprises and their other community programs Much effort has been put Into the 
agrlbuslness division of BASIC, which has leased some property, allocated plots to farmers, and started 
cultlvat~on of peppers cullnarv herbs and other crops A commun~ty radlo stat~on has also been launched, and 
this 1s evpected to become an Important lnformatlon and market~ng tool for local tounsm-related businesses 

CONCLUSIONS AND RECOMMENDATIONS 

The Bluefields Commun~ty Ecotourism Development Project 1s another example of an NGO-driven, hol~stic 
concept of tourism, but one with a vlslon and plans for community development that go far beyond those of 
any other organlsatlon encountered durlng thls study The comprehenslve, phased business approach to 
ecotourlsm as a means of generating lncome for the community is belng taken with a clear comm~tment to use 
some of that revenue to finance resource conservation for sustalnable development 

BPCA shares with Valley Htkes and its business partners an awareness of the importance of the Image of an 
area for market~ng ~t as an ecotourlsm dest~nation The BPCA approach to developing a wide range of nature- 
based products associated Bluefields and its env~ronment-friendly lmage 1s similar to the "Jampark" concept 
of ine rchand~s~~~g  that has emerged from NGO-drlven efforts to Identify financing mechanisms for protected 
areas In Jamalca " The emphasis on local investment and tourism benefits for residents should help to ensure 
a genulne atmosphere of hospital~ty In the area, rather than an aggressive contest to capture vrsltors' money 
Desp~te the BPCA's ~nnovatlve product ideas and deslre for authenticity, the Importance of market research 
prior to product development can not be understated 

As IS tvplcal for most of the other sltes ~nvestlgated, envlronmental problems are among the main threats to the 
ecotourrsln potential of Bluefields However, because of the euc~ptionally high level of community 
~nvolvement and the admirable success rate of their chosen projects, the BPCA should be an Ideal vehicle for 
st~~nulatlng the ~~nprovernents In envlronmental management and infrastructure that are needed to make 
Bluefields a safe des~rable ecotourlsm destination 

- -- -- 

40 A number of env~ronmental and social threats to tourism were identified by th~s team as well as BPCA dynamite- and 
spear fish~ng madequate sol~d waste management, water pollution, noise, and crlme (particularly the drug trade) 
41 The "Jampark" concept IS art~culated In the companion document to this study (Boo and Lee, 1998) 
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CASE STUDY # 8 WINDSOR AND ENVIRONS 

Introducbon 

The small cominunlty of Windsor In Trelawny 1s one of the main access polnts to the Cochpit 
Country and its evceptional flora, fauna and landforms 42 Windsor is also the site of the principal 
entrance to one of Jamaica's largest and most interesting caves, the Windsor Cave, which extends 
underground for seven mtles to another opening at Bamboo Bottom With increased attention 
belng paid to the proposed establishment of the Cockpit Country Natlonal Park (or whatever form 
legal protectlo11 mlght take), the poss~biltty of Wlndsor becomlng a centre for ecotourism 
development has been ratsed This report presents some of the issues concerning the ecotourism 
potei~t~al of Wtndsor and its envlrons 

Geographic and community settlng 

Windsor IS located In a narrow, steep-sided valley on the northern edge of the Cockplt Country, 
about 12 lniles south of the coastal town of Falmouth The settlement of Windsor has only about 
30 restdents although the nearby vtllage of Shenvood Content has a much larger population 
(probably several hundred, according to one res~dent) Subsrstence farmlng IS the main 
occupatton of the lnhabltants, who culttvate a variety of food crops such as bananas, yam and 
other ground provrslons Cash crops of coffee and sugar cane are also grown Due to the lack of 
alternattve economic opportuntties in thts rural area, most of the young people (espectally glrls) 
move out of the area after leaving school 

Apart from the natural attractions of the wildllfe and the landforms of the Cockplt Country, the 
region south of Falmouth has some managed tourist attractions rafting on the Martha Brae h v e r ,  
the hlstor~c Good Hope Great House, operated as a hotel and restaurant, and the Long Pond sugar 
estate whtch offers guided tours of tts refinery The town of Falmouth, which IS gainlng 
promtnence as a her~tage tourism destination, is renowned for ~ t s  Georgian architecture and 
hlstorlcal tlnportance as a thrlvlng port for commerce in sugar, rum and slaves during the heyday 
of the sugar plantations Montego Bay (35  mtles away) and Ocho h o s  ( 5 5  miles away) are the 
nearest resort centres 

Evistlng tour~sm ~ n ~ t l a b v e s  at Wlndsor 

For manj years Wlndsor has enjoyed what could be called 'research tourism', as scientists 
carrvlng out malnlv biolog~cal research In the Cockpit Country and Wlndsor Cave usually make 
Wlndsor their temporary base of operations whlle In the field There are three exlsting faciltties 
that cater to research groups, offering rooms and campsites 

1 The Wlndsor Great house 
2 The Last Resort 
3 The Wlndsor Sanctuary 

Researchers typically employ local people to asstst w ~ t h  fieldwork and act as gu~des to the forest 
and the cave The dense forest IS cr~ss-crossed by a network of l~ttle known, overgrown tracks 
and one larger t ra~l  that connects Wlndsor w ~ t h  the communtty of Troy, about ten miles to the 
south These tralls were histortcally used by the Maroons and are posslbly of Talno orlgin In 

42 The natural and cultural resources of the Cockp~t Country are descr~bed m Case Study # 4 Cockpit 
Country Adventure Tours 
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recent years the Windsor area has been recommended In guidebooks to Jamalca as a good place 
for hik~ng and bird watching (for example, the Cockplt Country IS one of only a few localit~es 
where both species of endemic Jamaican parrots, Arnazona agrlzs and A collmra, can be seen) 
The popular~ty of the area as a research slte and nature tourtsm destination 1s lncreasmg, and a 
select few of the local guides have become well known and derive part of their income from 
tourlsm Durlng the wlnter season vtsttors come to the cave at a rate of about one to three cars 
daily, although not all of the occupants enter the cave 43 

Stakeholders In the ecotourlsm potential of Wlndsor 

Perspectives on the ecotour~sm potential of Windsor revolve around two pnmary concerns the 
need to conserve the b~olog~cal divers~ty of the Wlndsor Cave and Cockplt Country, and the need 
for addlt~onal economlc opportun~ties for the people of the area" The mam players ~nterested m 
the ecotour~sln potential of the area generally fail Into the follow~ng categor~es 

Operators of ev~sting facllitles for accommodating visitors 
Potentla1 operators/employees of tourism facilities in the area 
Local guldes 
Local politlc~ans 
Other res~dents of Windsor and Slienvood Content 
Scientists (local and foreign) w ~ t h  research and conservation Interests m the area 
The Forestry Department 
The Nahiral Resources Conservatton Authority (NRCA) 
The Tourism Product Development Company Limited (TPDCo ) 
The Jalna~ca Conservation and Development Trust (JCDT) 
Other Jama~caii ENGOs 

While the lilterest and participation of the individuals listed above are self-explanatory, the 
iiivolveinent ot the various organlsations requtres clarification 

The Forestry Department is the government agency responsible for managing lands designated 
as Forest Reserves Most of the Cockpit Country is so destgnated Permlts for the extraction of 
any forest resources on Forest Reserves must be obtained from thls agency, whlch IS also charged 
with enforcing the Forest Act 

The NRCA 1s offic~ally responsible for protecting the natural resources and wlldlife of Jamalca 
Regarding their involvement at Windsor, the NRCA IS part~cularly concerned with the five 
spectes of bats that Inhabit the W~ndsor Cave At least one of these specles IS endemtc to Jamalca 
and found only In two caves, the Windsor Cave and the St Clair Cave in St Catherlne 
Perin~sslon must be obtained from NRCA for any research to be conducted on the bats In the 
cave, and collect~ng of wtldl~fe specimens requires a special NRCA permit No permlts have 
been issued In the last year or so because the population status of the bats is under investigation 

JJ Reported by a local gutde at a community meetlng in March 1998 
44 Our field work at the site was limited to an interview with the owner of the Wlndsor Great House, 
Mtchael Schwartz who shared his personal vlsion of the ecotourlsm potentlal of the Wlndsor area but also 
made an effort to inform us of other contrasting vlews on the matter We also had access to the mmutes of 
a public meetlng convened by the Jamalca Conservatton and Development Trust (JCDT) at Wlndsor m 
March 1998 to discuss the protection of the W~ndsor Cave and the Cockpit Country 
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TPDCo 1s the government agency responsible for overseeing tourism product development, 
standards and licens~ng TPDCo has an Interest in promoting the development of nature- and 
heritage-based attractions, of which the W~ndsor Cave is a potential example, and ensuring that 
attractions meet standards for vlsitor safety and other speclfic criterla 

The JCDT IS part of the scenario because the Windsor Cave and several acres of land 
surroundtng the entrance have been donated to the Worldwide Fund for Nature (WWF) by Dame 
Miriam Rothschild and the WWF has In turn delegated responsibility for the management of this 
property to the JCDT 

Other J a m a ~ c a n  ENGOs such as the Natural History Society of Jamalca and BudLlfe Jarnalca 
are particularly concerned about the need to conserve the brological diversrty of the Cockplt 
Country, Jama~ca s largest and most diverse wilderness area, which has been recommended for 
des~gnat~on as a World Heritage SlteJS Many members of these ENGOs are also scientists wlth 
research Interests In the area 

Resource conservat~on issues and perspect~ves 

The indlv~duals and agencies primarily concerned wlth resource conservation hold the vlew that 
because the area s unique and rare ecosystems and wildlife may be disturbed or threatened by 
Increased human actlv~ty, visitation to t h ~ s  site should be Ilmlted In order to mln1rnls.e adverse 
Impacts The use of the cave for large-scale tour~sm 1s not considered appropriate for two main 
reasons (1 )  the fragil~ty and sensitivity of the cave ecosystem, especially the resident bat 
populations, and (2) the known presence In the cave of the microbes that cause histoplasmosis, a 
serloils resplratory dlsease Tourism also poses threats to the forest ecosystem, such as trampling 
and removal of vegetation and d~sturbance of the nest sites of endangered Jamaican parrots 

The NRCA 1s concerned that any activity in the cave would dlsturb the bats, and that l~ghts would 
be part~cularly detr~mental 46 This posit~on 1s generally supported by biologists, who also warn of 
possible harmfi~l Impacts on the bats of ~ncreased carbon dioxide levels and humid~ty Some 
restdents of the community share t h ~ s  vlew, and feel that access to the caves should be restr~cted 
to "specla1 Interest tourists who appreciate the natural environment " " 

The responstb~lltv of managing the Windsor Cave has been granted to JCDT wlth a proviso from 
the WWF that the cave must not be physically altered In any way The area may be used for 
sc~ent~fic and educational purposes but v~s~tatlon will have to be l~mited and str~ctly monitored 
The JCDT has proposed the following management measures for the cave A member of the local 
community wlll be contracted to provlde gu~dlng servlces to vlsltors Hand held electrlc l~ghts 
are to be provlded as an alternat~ve to kerosene bottle lamps, whlch will not be allowed In the 
cave No permanent l~ghting w~l l  be installed No decision has yet been made about establishing 
v~sltation Ilm~ts, but thls matter w ~ l l  have to be addressed Regarding environmental education, a 
notlce board wlll provide educat~onal information on the cave system and the need to conserve it 
The JCDT hopes to use v ~ s ~ t o r  fees and research charges to finance management costs, whlch are 
presently be~ng est~mated Part of the fund~ng requlred w ~ l l  come from the WWF 

" ENGO involvement m conservation efforts for the Cockp~t Country 1s descnbed m Case Study # 4 
j6 The NRCA 1s also concerned about env~ronmental threats not specifically related to tounsm, such as the 
use of pest~cides that pollute the water and k~ll flymg Insects that are an Important food source for some bat 
specles 
47 All quotat~ons are from the Mlnutes of the Public Meetmg, March 23, 1998, unless othenvlse c~ted 
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Economic issues and perspectives 

There IS a defnlte polarisation of stakeholders' views regarding the economic potential of 
tourism 111 the Wlndsor area Disregarding what they feel as unwelcome intervention by 
environmentalists, some of the residents are eager for the Windsor Cave to be 'developed' as a 
tour~st attraction There are many different views on how this could or should be done, and the 
various tvpes of tourists who would constitute the target groups for such an attraction 

If the cave ecosystem is ma~ntained in its or~ginal natural state, as proposed by the 
conservat~on~sts, the cave with its "ticks, mosquitoes and histoplasmosis" might not attract 
anyone other than 'hard core' nature tourists or scientists On the other hand, there are local 
evpectatlons that ~f the cave were made safe, comfortable and accessible to tourists, it could 
prov~de "an economlc base for the region" According to TPDCo , the safety standards for 
operating the cave as an attraction would requlre installing lighting, handrails and paved 
walkways in the cave, all of which are prohibited under the Terms of Reference specified by the 
WWF for the management of the cave 

The JCDT is proposing a compromise whereby access to the cave would be limited but 
Interpretwe evhib~ts and slgns would augment the experience However, the idea of llmitlng 
vis~tat~on does not appeal to those who feel that " ~ t  is necessary to allow what is naturally here to 
attract vis~tors " and that "all developments must be done in a wav that all people interested can 
be ~nvolved " 

The operators of the evlstlng fac~lities that cater to visiting researchers and nature tourists say that 
the demand for accoinmodations and other tourism-related services is not enough to support any 
addltlonal tourism development In the Windsor area The limited carrying capacity of the 
resources means that large-scale tourism should not be promoted m the area These residents 
warn that it is unrealistic to evpect that nature tourism on a scale required for susta~nab~lity will 
create many jobs or solve the economic problems of the community 

Mechanisms for balancing tourism with conservation needs 

M~cllael Schwartz a local farmer, building contractor and owner of the Windsor Great House, 
prov~ded a number of suggestions for integrating tourism with resource conservation in the 
Wlndsor area He believes that the value of the Cockpit Country for scientific research and 
education could prov~de long-term benefits for res~dents of the area if tourism is properly planned 
and managed 

Schwartz would l ~ h e  to see the Cochpit Country and Wlndsor Cave designated as scientific 
reserves, w ~ t h  visitation allowed by permit only Vlsitors could perhaps purchase access to the 
area on a weeklj or monthly basis, particularly in the case of long-term field studies User fees 
for research and other specified activities would help to finance the conservation and 
management of the reserve, which would provide employment for local people as rangers, guides 
and field assistants Schwartz advocates payment of set fees to guides for services such as 
locating nest sites or specimens of flora and fauna sought by researchers, and assisting with 
handling of w ~ l d l ~ f e  This system would ensure that local people attached a value to the presence 
of w~ldlife In the forest and community, and would help to deter poaching 

He recommends a holistic approach to Improving the local economy, for example by diversifymg 
the agricultural base of the area as well as seeking creative opportunities to benefit from tourism 
He commented on the lack of authentic souvenirs of the area, and suggested that the area could 
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develop a woodcarving Industry based on the susta~nable cultlvat~on of the trees native to the 
area The w~ldlife and landforms of the Cockplt Country could be the lnspiratlon for some of the 
woodcarvings and for other forms of local art 

Another interesting poss~bility for the area suggested by Schwartz was the notion of butterfly 
ranch~ng whlch was d~scussed at the Workshop on the Cockp~t Country (March 27-28) at the 
Unlversitv of the West Indles" Butterfly farms have become extremely popular and lucrative 
attract~ons around the world They contrrbute drrectly to the conservation of butterflies through 
the cultlvatron of the~r  host plants and the release of the major~ty of hatchlings ~n to  the w ~ l d  
Butterfly farms also generate lncome from the controlled sales of perfect specimens (wh~ch are 
readily drsting~~rshable from wrld-caught, poached butterflies) and a host of rnerchandrse with 
butterflv themes A butterfly farm featuring the endangered Grant Swallowtall Butterfly could be 
a major attraction, prov~d~ng lncome from tourrsm without the adverse rmpacts of vrs~tation to 
fragrle natural ecosvstems and help~ng to finance conservatron needs such as habitat protect~on 

For Schwartz the necessitv of limiting v~s~tatlon to the forest and cave would mean that any 
additional tourism development In the area - including the proposed butterfly farm - should not 
come any closer to Windsor than the commun~ty of Sherwood Content Sherwood Content IS a 
scenic rural vlllage within easy access of the managed attractions of the reglon The vrllage could 
develop ~ t s  own brand of commun~ty tourism wlthout the need to develop the Windsor cave for 
mass tourism 

Two requ~rements identified by Schwartz as important for local tourlsm are the need for 
gii~del~nes for the environment-fr~endly development of tourlsm accommodations and related 
services and the need for enforcement of env~ronmental laws In particular, he mentions the 
urgent need for the Forestry Department to regulate the use of portable sawmills, wh~ch are 
facilitating illegal logging In the Cockplt Country 

Conclusions and recommendatlons 

In our oplnlon, the W~ndsor area has potentla1 as a nature tourlsm destination, but local benefits 
will be short-lived unless the Importance of resource conservation IS recognlsed and accepted by 
the entire cominunlty The lack of a common vlsron for ecotour~sm development wlll be a 
serious impediment to the long-term management of the resources of the Cockpit Country and 
Windsor Cave for the benefit of local people Unfortunately, our impression from read~ng the 
Minutes of the public meetlng on March 23 IS one of local resistance to conservation and a blas 
towards sacrlficlng the long-term benefits of low impact, sc~entific research tourism for the 
unknown value and ~nevltable damag~ng Impacts of mass tour~sm 

There IS conhslon about the attractiveness of the area and ~ t s  resources to tourists, wh~ch po~nts 
(once agaln) to the need for market research before any further expansion of tourism factlitres IS 

undertaken Thls 1s especially relevant because of the extremely sens~tive nature of the resources 
In question The natural resources are not just threatened by visitation, but by a number of other 
env~ronmental Impacts that could In turn affect the tourism potential of the area These Include 
illegal logging, destructive agr~cultural practices and the poachlng of parrots and other specles of 
wildlife 

The recommendatlons made by Mlchael Schwartz for balanc~ng tourism and conservation seem 
practical and feas~ble We agree that diversification of the local economy is a more promtslng 

48 More information about this workshop can be found m Study # 4 
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route to economlc growth than an unrealistic dependence on tourism We add here a couple of 
our own suggestions for Income generat~on We see a likely market for books a ~ d  other pnnted 
materials such as field gu~des and checkl~sts of the flora and fauna of the Cockpit Country This 
area would also be an ideal site for establishing an ~ndigenous plant nursery as an outpost of the 
Plant Conservation Centre (a project of the Natlonal Arboretum Foundation to conserve 
~ndigenous and endemtc Jarnalcan flora) 

The fact that JCDT has ~n~tiated publ~c discussion regarding the management of W~ndsor Cave 
and envlrons is a pos~tive step, as is the decision of the community to establish a local committee 
to examlne development options We hope that the JCDT w~l l  receive the cooperat~on of the 
commun~ty as it tr~es to evecute its mandate to conserve the biological diversity of the Windsor 
Cave As long as there 1s d~alogue between the stakeholders there 1s the possibil~ty of resolving 
differences and designtng a plan to take advantage of tourlsm opportunities while conserving the 
unlque natural resource base of the area 
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Introduction 

The Debelopment of Environmental Management Organizations (DEMO) Project IS a joint 
in~tiative of the Un~ted States Agency for International Development (USAID) and the 
Government of Jamalca (GOJ) The DEMO Project was destgned to strengthen the Natural 
Resources Conservatlon Author~ty (NRCA) and Jamaica's envlronmental NGOs to effectively 
manage the ~sland's envlronment and natural resources The DEMO Project has helped the 
NRCA to develop strategic planning capabilities and to formulate policy and guidelines for the 
evpanslon of Jainalca's protected areas system NGOs play a critical role in env~ronmental 
education and management particularly through community outreach and the DEMO project has 
ass~sted seberal local NGOs in thls effort Importantly, under NRCA7s protected areas 
management guidelines the management of protected areas will be delegated to these same 
NGOs w ~ t h  various responsibll~tles to be shared w ~ t h  NRCA 

In 1995, the NRCA completed a draft government policy, or Green Paper, on the establishment 
oi a national svstein of parhs and protected areas The policy was approved by the Jamaican 
Parliament In November 1997 The Nat~onal System of Protected Areas Pollcy is an expression 
of Jama~ca s commltrnent to protecting its envlronment and resources that are of recognized 
nat~onal and international Importance An integrated system of parks and protected areas is 
cruc~al to maiiltalnlng the ~sland's evtraord~nary biological, scenic and cultural diversity Careful 
management is needed to susta~n these resources whlle provid~ng benefits for local res~dents and 
for Jamaica s economy 

In early 1998 the NRCA, wlth technical assistance from the DEMO Project, developed a senes 
of parhs and protected areas management guidelines The management guidelines state that 

Totirzs117 m protected areas shoztld rnclude the provrszon of opportunltzes for people to 
evperzence and benefit from the natzrral cultural hzstorrc and recreatzonal envzronment of 
Jamarca Furthermore, the guidelines call for the NRCA to identify priorities, regulations, 
respons~b~lit~es posslble partnerships, funding needs, cost-sharing opportunities, eco-enterprise 
opportun~ties as well as mltigatlon measures needed to reduce adverse impacts According to 
the ICUN, the primary purpose of nature-based tourism (eco-tour~sm) should be the study and 
e19oyment of ecoloy~cal, historical, and cultural values of the area, with emphasls on the use of 
facilities and pract~ces that have minimum res~dual ~mpact on the environment 

Linlung Ecotourisrn and Conservation 
Realizing that there 1s an inherent connect~on between ecotourism and conservation, In mid 1998 
the DEMO project, planned two activities that would assess the Impact of current and future 
plans for ecotoiirism activ~t~es In and around existlng and planned protected areas and areas of 
envlronmental ~mportance in Jamaica The first was an assessment of ecotourism attractions 
throughout the Island The prlmary goal of this activ~ty was to get a sense of the prevarllng 
practices and impacts of ecotourism enterprises operating in Jamaica The second activity was 
an ecotourlsm planning and management study tour 
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Executive Summary 

After consultation wrth NRCA staff, envrronmental NGO representatives and tourlsm plannrng 
and management professionals, lt was decided that a study tour would be a good method for 
trainrng selected individuals In the relat~onshlp between ecotour~sm, conservation and economlc 
development for the following reasons 

The NRCA had developed several policy and regulatory documents for managlng protected 
areas A study tour would give NRCA and protected areas staff a real-world vlew of how 
simrlar policres and regulations were being rmplemented elsewhere 
NRCA protected areas guldelrnes call for NGOs to co-manage existing and planned 
protected areas A study tour would offer NGO staff and communlty leaders an opportunity 
to see how tour~sm In protected areas impacted on local communities and learn ways rn 
which local communities are managing natural resources 
A study tour would also be useful to The Mrnistry of Tourrsm, which is writing a five-year 
plan tor sustarnable tourism 
Because many drfferent organlzatlons play a role In ecotourlsm plannrng, a study tour would 
not onlv give pollcy makers and stakeholders an opportunity to better understand then own 
role In the plannrng and management of ecotour~sm, but also to understand the role of others 

The primarv goal of the study tour was to provrde participants wrth an opportun~ty to learn first 
hand about the development of integrated management strategies for promoting and maintainrng 
envrronmentallv-responsrble economically viable tourism Ten speclfic objectives were 
rdentrfied tor the Shidy Tour The ten objectrves were 

developrng effecttve ecotourrsm pollcies and infrastructures, 

developlng llcensrng and concessrons regulatrons to ensure that protected areas benefit from 
ecotourism, 

developrng ecotour~sm management plans for protected areas, 

the Importance of making park personnel the prlmary information resource for the flora and 
fauna of the area, 

constructing facllrties with minlmum negatrve Impacts on the environment, 

mitrgatrng negative effects of ecotourism on the local environment and communitres, 

develop~ng profitable communlty eco-enterprises, 

ensurrng community participation In developlng ecotourism projects, 

marhetlng the ecotourlsm product, 
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developing guidelines for assessing ecotourism attractions and operations 

Participants 
Partic~pants were chosen from a cross section of public and private organizat~ons working in the 
toiirism, conservation and comrnunlty development sectors (see Particrpant Llst) One key 
cr~terion for selectioii was each individual's ability to implement change - the~r  abillty to make a 
difference Participants were asked to complete a needs assessment survey whrch was then used 
to develop the lt~nerarv After careful consideration, Costa Rlca was chosen as the destination 
for the study tour because ~t has a long hlstory as a country with good environmental 
management and conservation practices, ~t is one of the premlere nature tourlsm destinations In 
the world and because of its provirnity to Jamaica 

S ~ t e  Selection 
Uiillke Costa Rica Jamaica's tourism industry developed in the absence of a strong natlonal 
foci~s on conservation or env~roiimental Issues Furthermore, for many years large hotels and 
resorts have dominated Jamaica's tourism industry with a strong emphasis on sun, sand, and sea 
Only wlthin the last few years, has there been a growth in small nature based attractions Given 
these differences and also differences in the cultures and history of the two natlons, ~t was 
decided that very careful attention should be paid to site selection in order to find sites a o s t  
similar to the Jamaican context and which could glve the participants a well rounded and 
balanced ~iiiderstanding of how the successful ecotourism industry operates in Costa Rica and, by 
example the direction it could take in Jamaica Meetings were scheduled with representatives 
from several organizations including government agencies, non-governmental organizations, 
educational institutions and private and publlc research facilities The group also vis~ted several 
national parks, private reserves and comrnunrty operated eco-enterprises 

Orlentation Session 
Participants had an opportunitv to meet each other, become famlllar wlth the objectives for the 
Study Tour and share their personal goals and objectives at an orientation session held the day 
before departure Costa Rica s ambassador to Jamaica addressed the group He shared with 
partic~pants the history of Costa Rlca's conservation movement, the establishment of the national 
park svstetn and the development of the country's tourlsm industry The group leader, 
representing the Technical Assistance Contractor (TAC) provided the group wlth an evtensive 
briefing 011 the global ecotourrsm Industry and the ecoturism market 

Daily Group Discuss~ons 
Regular groiip dtscusslons were held during the study tour These dlscusslons served two 
purposes First to foster an exchange of Ideas and stimulate learnlng among the group 
Participants, primarilv those representing NGOs and CBOs were asked to share there wlth the 
group how their organization developed, its goals, accomplishments and weaknesses Second, 
the daily group discussions helped the group relate what they were learning to the Jamaican 
context 
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Participants' Debriefing Sess~on 
Durlng the pre-departure orientation session, the participants were told that upon their return to 
Jamaica they would be asked to share lessons learned with an audience of their peers and otner 
environmental management and tourlsm professionals The declsion was made to have this 
type of follow-on because experience has shown that one drawback to study tours is the failure 
of partlcipants to share information gained with a larger audience 

During the post studv tour debriefing session the major themes of the study tour and lessons 
learned were presented and the audlence was given an opportunity to ask quest~ons of the panel 
The maln activity of the day was the practical application of lessons learned using the 
communlty of Port Royal, Jamaica as a model Port Royal was selected for the case study 
because it IS In the process of being declared a protected area by the Jamaican government and 
because a major tourlsm development is being planned for the area Two participants, 
representing private sector and community Interests in Port Royal, were asked to give a 
background of the speclfic conservation, tourism related and soclal issues fac~ng the communlty 
of Port Royal Indlvldual study tour partlcipants were then asked to address these issues 
applying lessons learned from the study tour 
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Thematic Analysis 

In order to help the group filter what they were learnrng in Costa h c a  for applicatron to the 
Jamaican context, partic~pants were requrred to meet for dally discussion and analysrs of each 
day's actib ltles and to identify lessons learned 

During the final group d~scuss~on, it was decrded that the ten individual objectives that were 
tdentified before departure from Jamalca could be merged rnto seven over-archrng themes 
These seven themes are drscussed in the following section They are 

1 Effectrve nat~onal ecotourlsm policies and regulations 
2 Eco-tourtsm in Protected Areas 
3 Ecotourism and the Environment 
4 Sc~entific Research and Ecotourrsm 
5 Communtty Partrctpation rn Ecotourrsm 
6 Marketing the Eco-Tourism Product 
7 Training Park Personnel and Tour Gurdes 

Thts sect~on provtdes a thernat~c analysis of the part~cipants' observations Selected meetrngs 
have been chosen to glve support to each thematic observation 
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THEME #1 EFFECTIVE NATION& ACECTOiUX&$f:P .-.-.... -..: 
REGULAT'~NS -, &: . :':,a%'. ,: .:.., 

,&,"+. -----.,&..,.-LA- 

Natlonal governments play a critical role in the development and growth of successful 
ecotourtsln It is tlie ~iatlonal government that must ~mplement pollcies and structures that enable 
or at the verv least permit the development of successful ecotourlsm sectors withln a country 
For evample, the agency responsible for the management of national parks and protected areas 
determines tlie scope and level of recreational activlt~es allowed in a protected area The 
national government is often responsible for des~gnlng the Infrastructure that allows national 
parhs and protected areas to collect user fees and channel revenues from those user fees Into 
supporting the protected areas svstem By adoptlng sound and appropriate ecotourlsm 
management pol~c~es,  the central government can maxlmlze the benefits and minimize the 
negat~ve impacts associated wrth ecotourism 

The group was Interested in learnlng how the Costa Rican Government has developed effectlve 
pollcles for regulat~ng the ecotourlsm industry, especially gu~del~nes for prrvate attractions and 
hotels as well as concession permitting schemes withrn parks and protected areas The group 
learned that Costa Rica does not have a separate set of regulat~ons or policies governing the 
operation of nature tourism enterprrses because the majortty of Costa Rica's tourism Industry is 
ecolog~cal or nature related This is contrary to the current Jamaican approach, which seeks to 
develop seperate and speclfic ecotourlsm gu~dellnes In Costa R~ca,  Tourlsm developments must 

(1) respect the envlronment, 
(2) be econom~callv vlable, and 
(3) respect tlie community and local culture 

*:' Tlze Costa Rrcn~z Instrtute of  Tocirzsm /Instltcito Costarrzcense de Turlsmo - ICQ 
Costa Rica does not have a Minrstry of Tourlsm, Instead the ICT (Instltuto Costarrlcense de 
Turlsmo) a d ~ v ~ s ~ o n  of the Min~strv of Economy, IS responsible for guiding the development and 
growth ot the tour~sm ~ndustrv Mr Melchor Marcos Hurtado, Dlrector of Plann~ng at ICT, 
evplarned that the decisron was made to put ICT in the Mlnlstry of Economics because the 
national government belleved that tourlsm was an Important means of providing economic 
development opportunlt~es to Costa Ricans The ICT works closely w ~ t h  the pr~vate sector and 
the Mlnlstry of Environment and Energy to set policles for sustalnable growth of the country's 
tourlsm industry While ICT sets policy for guiding the growth of the tourlsm Industry, 
attract~oiis and hotels are not required to obtaln llcenses In order to operate 

Desplte the absence of strict government control and regulation, the tourism products and allled 
servlces are of a very h ~ g h  qualltv Many business owners told the group that they take the 
inlt~atlve to Improve their products to remaln competitive The ICT has developed a sustalnable 
tourtsm program to encourage tourlsm business to adopt environmetally sound operat~ng 
practices ICT hopes that cornparues wlll view the program as  a selling polnt to attract 
clientele and eventuallv generate widespread participation by the hotel rndustry The 
program encompasses a broad range of  actlv~tles Including socially beneficial as  well as 
env~ronmentally friendly behav~or  rather than operational requirements for "ecotomsm" 
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attractions Although hotels are not requlred to  obta~n ICT cer t~f ica t~on in order to 
operate there are certaln benefits In havlng ICT cert~fication such as being Included in official 
ICT marketing and promot~onal materials 

*:* The Ncrtzonal Towzsm Clznmber o f  Costa Rrca (Carnara Naczonal de Turtsmo de Costa 
Ricn - CANATUR) 

CANATUR is an association of privately owned tourlsm companies and hotels Its maln 
objective 1s to assist private tourism interests develop better practices and galn social and 
pollt~cal support for tourism CANATUR has been workrng w ~ t h  the Central Amencan 
Business Administration Inst~tute (Institute Centroarnencano de  Adm~nls t rac~on  de  
Empresas - INCAE), to develop a plan for b r ~ n g ~ n g  greater compet~tiveness to the tourism 
sector 

The organization values commun~ty involvement and strlves to encourage commun~ty 
part~clpat~on in the sector CANATUR believes that if commun~t~es understand and accept the 
tourlsm sector, vtsltors will be able to move around the country w ~ t h  greater ease CANATUR 
advocates keeping accommodations small and tourlsts mob~le to avo~d the development of mass 
tourlsm centers They were ~nstrumental in adoptlng nat~onal bullding codes restnctmg 
structures to onlv 10 rooms per acre In fact, elghty percent of all rooms available In Costa R c a  
are In hotels w ~ t h  less than 40 rooms 

Over the last 5 years tour~sm has become the maln generator of fore~gn currency Despite thls 
fact ~t was the feelrng of the CANATUR representative that the government st111 v~ewed the 
tourlsm ~ndustrv as a passlng fad and continued to support tradit~onal Industries such as 
agriculture and tlmber The prlvate sector 1s now worklng to Impress on the government the 
~mportance of the tourlsm Industry to the nat~onal economy 

While CANATUR IS work~ng to attract tourists to Costa Rica, they want to be careful that 
tour~sm develops in a manageable way that does not change social or cultural aspects of Costa 
Rlcan life They also want to control and mitlgate negat~ve Impacts on the environment 
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I Ecotourism usually occurs In and around protected areas These areas are h~ghly attractwe 
: vacation destinat~ons for locals and foreigners a l~ke  For many parks and protected areas 

struggling to operate on small and often inadequate budgets, ecotourism can provlde needed 
2 lncome to ald In natural resources management, enforcement, community outreach, and 
1 

edi~catlon efforts However, the rlsks of environmental degradat~on assoclated with ecotourism 
can be In dlrect opposition to a protected area's primary mlssion, whlch is the conservation of 

, natural resources Park and protected areas personnel are challenged to find strateg~es that will 
mavlmize the benefits and off-set the costs assoclated w ~ t h  ecotourlsm 

Although ecotour~sm can provide substantla1 lncome for protected areas, without sound 
management plans and revenue collection systems, fees collected from protected areas can end- 
up in the national treasury ~nstead of being used by the protected areas to support conservation 
efforts 

The group visited several national parks and protected areas as well as privately-owned reserves 
such as the blonteverde Private Reserve Wh~le  there are no privately-owned protected areas In 
Jamaica particlpants felt this type of approach could be a way to manage ecolog~cally significant 
areas in Jamaica Part~cipants agreed that ensurlng the financial sustainab~l~ty of protected areas 
over the long term was a complicated matter that required almost as much work as the actual 
day-to-day management and operat~on of the area 

Fznanclczl beneJits provrded bv ecotourzsm may be drrect such as when tourrst fees are 
I 1 eal marked for the protected-area budget They may also be rndrrect For example the protected 
I area ma) be allocated a larger budget than ~vozrld otherwzse be the case m recogrzrtron of the 

contrrbt,tron made b j  fees that go the general government treasury' I 

+:+ The Nailonal System o f  Conservafmn Areas (Sisterna Naczonal de Areas Conservaciones- 
SIN4 C) 

Costa Rica's protected areas system began in 1966 as an ln~tlative of the Costa R~can 
Government Dur~ng the 1970s and XOs, Costa Rica recelved assistance from foreign donors to 
expand and improve its svstern of protected areas The government is now attempting to lessen 
the Impact of decreased funds from fore~gn governments by d~verslfy~ng the economic base of ~ t s  
protected areas system The government collects fees from tourism and varlous other actlvlties 
taklng place in and around protected areas National parks charge entrance fees, 70% of which 
are turned over to the central government for managing the country's nat~onal system of 
protected areas A portion of this Income 1s rem~tted back to each local~ty Some nat~onal parks 
have begun to retaln income gained on s ~ t e  from other types of user fees such as equipment 
rental and purchases at gift shops located wlthin the parks 

Lindberg C and Enrlquez J An Analvsis of Ecotourism's Economic Contr~bution to 
Conservation and Develoument in Bel~ze Volume 1 Sumrnarv Report, World Wildlife Fund1 
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SINAC derlves income from various activities taklng place m and around protected areas 
Ecotoiir~sm 1s of course one such activity Others include taxes and fees for using the nabral 
resources found In national parks For euample, hydro-electr~c cooperatives must pay for using 
water from the national parks SNAC has an exclusive agreement with a local biodivers~ty 
research organization the National Institute on Biodlverslty (NBio) to extract samples from the 
nat~onal parks Furthermore, ~f the samples extracted from the natlonal parks are eventually 
developed for commercial use, INBIo must pay SINAC a share of the profits Agreements are 
negotiated on a case-by-case basis and depend on the projected or potentlal value of the sample 

The government also encourages local commun~ties to provide certaln servlces to the park 
system such as lodging, guiding and transportatlon SINAC provtdes perm~ts to business to 
provide these servlces In Cahulta National Park, located on Costa Rica's Car~bbean Coast, a 
local group manages 3 hm of the beach They sol~cit contributions from visitors, whlch are used 
to meet operating costs Profits from any concesslons, equipment rental, etc withln that area go 
dlrectly to the organization 

.:+ The Ln 4mlstnd-Cnrzbbean Conservntlon Area 
The group v ~ s ~ t e d  Cahu~ta Natlonal Park and Gandoca-Manzanlllo Wiidllfe Refuge two of the 
protected areas wtthin the La Am~stad-Caribbean conservation area Cahu~ta Nat~onal Park was 
created to protect terrestrial flora and fauna, coastal wetlands, coral reefs and a number of marlne 
ecosystems Visitors to the park can hlke along the tralls, plcnlc along the beach, swim, surf or 
elljoy other water sports 

The parh rangers at Cahuita Nat~onal Park report that thev were having problems with Illegal 
fishing and poachers Although they have the power to arrest perpetrators, they are not tralned to 
mahe arrests so they requested and recelved trainlng from the natlonal police in arrest 
techniques 

Since parh rangers onlv have power to apprehend environmental criminals w~thin parks they 
work with the natlonal pol~ce force to monitor the maln road leadlng to the park Thls 
partnershtp has proven very effective In aprehending prepetraturs of environmental crimes 
Motorists are not reqiirred to stop for parh personnel outslde of the parks but they must stop and 
allow natlonal pollce to search the~r  veh~cles 

a:+ Tlze Monteverde CIocui Forest Reserve 
The Monteverde area In the Central h~ghlands, is one of the most popular destinations In Costa 
Rica Located at an altltude of 5,000 feet, the area is home to many specles of plants and 
animals and is a favored destination for birdwatchers and hikers The Monteverde Conservation 
League operates the Bajo del Tlgre Trall within the Reserve In addlilon to this trail, tour 
companies often offer organized tours for birdwatchers and hlkers 

Throughout the Study Tour participants observed that parks and protected areas made money m a 
variety of ways All of the sltes we vislted received Income from many d~fferent sources The 
Monteverde Cloud Reserve, a privately-owned reserve, was the best example of thls practlce 
The Reserve recelves funds from many different sources, including user fees and concesslons, 
commission arrangements with local tour operators, research fees, and several types of 
international donations 
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Establrshed In 1986, The Monteverde Conservation League (MCL) is a non-profit organizations 
prlmary objectrves are ( I )  conservation, protectron and rehabilrtatlon of the area around  he 
Monteverde Cloud Reserve and (2) to malntaln and protect the physical, biologrcal and cultural 
envrronment of the Monteverde Areas 

MCL has a land-acqu~sltlon program that allows it to purchase land that IS cruc~al to the 
protection of wi1dllf.e that mlgrates seasonally from the cloud forest to lower elevation forests 
In the beginning, the MCL recelved funds from schoolchildren In Sweden and other natlons to 
purchase lands From the efforts of these chtldren, the Children's Eternal Rainforest or (The 
Bosque Eternal de Los Nlnos - BEN) was created Today BEN has grown to more than 42,000 
acres in slze 

Today, MCLYs has three major dlvlsions each with distinct functions 
(1) Management and Protection Thls includes acqursitron of new land, protection agalnst 
illegal hunting and resource harvesting and maintaining trarls, fences and other physical features 
in the Monteverde Cloud Reserve and BEN 

(2) Envxronment and Human Development Thls divlsion of the MCL is largely responsible 
for ecotoilrlsm and env~ronmental education activitres wlthin the local communltles 

(3) Research & Applled Technology The objective of the research and applled technology 
dlvlslon 1s to acquire knowledge through scientific methods of research In order to understand 
more about the natural processes of tropical forests E~amples  of activrties Include analyz~ng the 
behavlor and hlstorv of a particular specles, conductrng biodlversrty inventones, and educating 
farmers on alternat~ve methods of reforestat~on usrng native trees, and furnishing field statlons 
w ~ t h  laboratory equipment Theyalso work to establish relatronshlps and collaborate on research 
projects wlth national and foreign organlzatrons 

MCL has slu separate prlnclpal lncome categories fundraising projects, payments for 
env~ronmental servlces sales, services, financrng, and administrative servrces For the year 
endlng September 30 1997 MCL had a total lncome of $97,596(USD) 
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The Ch~ldren's Eternal Rainforest 

It all began the f~rst week of school when Eha Kern, from the Fagervik School, in the Swed~sl 
countrys~de, showed her 1 st and 2nd grade students p~ctures of hot, steamy jungles near the Equator 
She read to them about monkeys and leopards and sloths, about strange plants that rnlght hold i 
cure for cancer and about the great trees that give us oxygen to breathe and help to keep the eartl 
from becoming too hot 

nd then she told them that the world's ram forests were being destroyed at the rate of 100 acres pe 
In the past 30 years she said, nearly half the world's ram forests have been cut down The 
were horrified They begged Mrs Kern to help them th~nk of something they could do t~ 

creatures of the trop~cs And then one afternoon during a muslc lesson, one student askec 
we just buy some rain forest?" 

Mrs Kern had no ~dea how to find a rain forest for sale But, soon afterwards, she was introduced tc 
an Amer~can b~ologist, who had been work~ng In a rain forest called Monteverde, or "Green Mountam 
rn English When Mrs Kern told the biologist of the mlsslon that her students had given her, s h ~  
expected the b~olog~st to laugh Instead, she said "Oh, please buy rnlne1'l 

nd so rt started The students began to think about ways to raise money "Pony r~des " "Do! 
ashing " "How about a rain forest evening at school?" "Yesll" 

Two weeks later, more than a hundred people crowded into an old schoolhouse to learn about thc 
rain forest Students collected 10 crowns (about $1 50) from each person Then they sold rain fores 
books and poems The evenrng's total came to about $240, or enough to buy 12 football fields wort; 
of rain forest1 

he more they used the~r ~maginatrons, the more money they raised By midwinter, they'd raise1 
$1 400, and sent it to the Monteverde Conservat~on League They rece~ved a letter In the mail twl F eeks later show~ng them the area that had been bought w~th their money 

The next spring the students performed at the Swedish Children's Fair, which led to several nat~onz 
TV appearances Soon schools from all over Sweden were sendrng money to Monteverde Anc 
insp~red by the students the Swed~sh government gave a grant of $80,000 to Monteverde Oi 
Christmas day that year the school ch~ldren proudly presented a check for $25,000 to thl 
Monteverde Conservation League They said it was a holiday present for all the children of the world 

used their gift, and funds that had been donated by other children, adults an1 
to establ~sh what is known as Bosque Eternal de 10s NIPOS, or Children's Etern: 

42 000-acre pr~vate reserve It IS a living monument to the caring and power of youn! 
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Ecotourlsm can have slgnlflcant posltlve Impacts on the env~ronment However, wlthout 
proper plannlng management and rnonltor~ng, ecotour~sm can result In degradation of 
local env~ronrnents In Ecotour~sm Boom Plann~nn for Development and 
Management, Elizabeth Boo notes that "Growlng populations and deterloratlng 
economrc condltlons In many countries are causing more and more development 
actlvrtles mrnlng, and Intenswe, agrlculture In and around protected areas " Protected 
areas off~clals and development spec~allsts reallze that local commun~ttes must be 
lnvolved In any efforts to protect natural resources Furthermore, natlonal governments 
must see natural resources as a valuable economlc resource provldlng a stream of 
Income through tourlsm ~f malntalned In thew natural state, not slrnply as exportable 

s commod~t~es or raw materials to manufacture goods 

Ecotour~sm can provlde an alternative source of Income for local restdents that will elther 
replace or lessen dependency on tradltlonal uses of natural resources For parks and 
protected areas, ecotourlsm can generate Income needed to achleve conservatlon 
goals 

One of the main priorltles of the study tour group was to understand what steps Costa 
Rlca has taken to lessen the negatlve Impacts of tourlsm on the envlronment Thls was 
of Interest to the group because there are dlst~nct "tourlsm centers" In Jamalca These 
areas are experiencing many adverse effects because of tourlsm These Include 
Impacts such as destruction of coral reefs, unplanned congestion, and marglnailzatlon of 
local residents 

*3 S I M C  
Each national park protected area and wildlife refuge IS required to have and adhere to carrylng 
capacitv I~mitat~ons Addlt~onally, SINAC uses satellite mapping at 150 scale to monltor 
environmental changes In protected areas The maps are updated every few years to determine 
the impacts of tourlsm and other act~vities on an area as well as to measure and evaluate the 
effect~veiiess of conservatlon efforts Thls information 1s used to adjust carrylng capacity as 
needed 

+:+ TlzeICTar1dCANATUR 
The ICT and CANATUR are encouraging small-scale tourism development by supporting 
tourlsm act~v~ties throughout the country These efforts focus on community-based tourism and 
sound susta~nable growth of the Industry Objectives include lessening of localized negative 
environmental and soc~al impacts and helplng to ensure that the benefits of tourism reach the 
wlder population 

According to CANATUR statistics, visitors to Costa Rlca travel in small groups usually, 3-4 
people, and tend to be very mobrle, spending an average of only two nights in each location they 
visit Therefore, communities and protected areas do not receive high volumes of visitors at 
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once It should be noted that the representatlve form SINAC reported that some parks close to 
San Jose recelve very h ~ g h  volumes of visitors and are findlng ~t hard to adhere to carrylng 
capac~ty llmltatlons 

CARRYING CAPACITY 

Carrying capacity IS an ~mportant concept In protected areas management and 
ecotourism planning The central principle of carrylng capac~ty IS "how much use an 
area can tolerate before there are undes~rable/unacceptable changes to the area" (Boo) 
Carryrng capacrty can be broken rnto two categories, B~o log~ca l  Carrylng Capac~ty and 
Socral Carrying Capac~ty Brologrcal carryrng capacity refers to affects on the natural 
resources such as deterioration of coral reefs or drsturbing wrldlife habrtats Socral 
Carrying Capac~ty refers to the overall experience of vrsrtors and/or local communrties 
Establrshing carrying capacrtres is essential to marnta~nrng a desirable level of tourrsm In 
a specrfic area and mrtrgatrng negative impacts on the environment 

In Costa Rrca protected areas, private reserves and research stations, conduct carrying 
capacrty assessments and adhere very closely to them The group saw several methods 
of enforcing carrying capacity limitations At La Selva Brolog~cal Research Statlon, only 
two organized tours were given per day In Manuel Antonio National Park, a boat was 
used to transport visrtors from the park entrance to the trail, thus limiting the number of 
visitors that were allowed to go on the tra~l at any one t~me Only 150 vis~tors were 
allowed In the park each day and thrs IS strictly followed, even ~f rt meant the members of 
large groups were separated Wrdely dissemrnated information about the times of tours 
and hours of operatron helps to ensure that vrsrtors do not become disgruntled rf they 
miss a tour trme or arrrve too late to the~r destination 
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Costa Rlca's ecotour~sm product developed out of a long standrng relatronsh~p between 
-research and the environment In fact for many years before the development of a 
Jtour~sm Industry In Costa Rrca, the country was a popular destlnatron for ~nternatronal 
sc~ent~sts and researchers attracted to rts h~gh  level of b~olog~cal d~versrty, large number 
of endem~c specles, an act~ve conservatron movement, and economlc and pol~t~cal 
stabrllty, among other factors Because researchers needed services such as lodglng, 

'food, transportatron, local ass~siants and gurdes, an entrre support ~ndusrty grew to 
"rov~de these servlces Gwen the nature of thelr work, these researchers were often 
,located In rural areas throughout the country, whrch developed rn a trend toward small, 
I baslc, often fam~ly-owned fac~l~tres Consequently, Costa Rrca became a popular 
"est~nat~on among env~ronmental~sts and conservat~on~sts looklng for "better" tourrsm 
alternatrves 

1 In Costa Rica, SINAC contrnues to conduct research rn all protecred areas throughout 
1 the country In add~t~on to the research efforts of the government, there are also 
numerous local and lnternatlonal prlvate research ~nstltutrons Th~s ongoing research 
has many benefits, not only to the scrent~flc community but also to the tour~sm Industry 
Most research fac~lrt~es offer tours or semlnars and some even have lodgrng fac~lrt~es for 
v~srtors 

!The study tour part~c~pants belreved that there was a dlrect correlat~on between research 
1 act~v~t~es and the sophlst~cation and qual~ty of the nature tour~sm rndustry in Costa R~ca 
L 

*:* The ~Vrrtzonnl Instcrute o f  B~ocl~verszty (Insfzfufo Nnczonal de Bzodiversidnd - INBzo) 
INBro IS a private NGO working with the Mlnlstry of Environment and Energy to catalog 
Costa Rlca s estrmated 500,000 specles of plants, anrmals and mlcroorganlsms INBIo 
makes ~ t s  research and findrngs available to the schools, universitres and the general publ~c 
The staff at INBlo vlsrts local schools as part of the organ~zat~on's btodlvers~ty outreach and 
education program Thev also offer guide tours, lectures and courses In environmental 
rnterpretatlon and protected areas management to local and International groups 

INBlo tralns b~odiversity officers who collect and monltor specres In the field These 
brod~verslty officers, or paratauonlm~sts, are res~dents of local commun~ties who undergo six 
months of tralnrng and a period of apprentlceshlp Many parataxonrmists go on to become 
part-time or f~~ll-time tour gutdes 

*:+ The School o f  A~rzculiure zn tlze Tropical Humzd Repzons (Escuela Aaricultura de la 
Reazon Tropzcn Humeda - EARTH) 
EARTH IS a four-year college offer~ng res~dents of Latrn Amerrca and the Caribbean 
an opportunity to understand the importance of the hum~d trop~cs' to the global environment 
To caprtallze on ~nterest rn the school and rts mission, L 1117 1 I offers tours of the preserve to 
student groups and tour~sts for a fee While EARTH has no officral educational program 
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( I  e classes or lectures) for vls~ting students or tourlst groups, they offer half and fblI day 
tours of the campus and reserve The tour Includes hiklng m the college's nature reserve, a 
vlslt to the banana farms and other agr~cultural projects, the banana paper and recycl ng 
plant and the student operated botan~cal garden 

*:* Ln Seiva Blolo,ozcal Stntlon 
La Selva Biological Station is operated by the Organlzatlon of Trop~cal Stud~es (OTS), a 
consortium of lnternatlonal unlversitles and research rnstltutrons Like all OTS stations, La 
Selva 1s a research center provtdrng lnternational researchers and students an opportunity to 
studv all aspects of rainforest ecology La Selva obtalns revenue for its operattons from 
many different avenues ~ncluding the World Wide Web, direct sollc~tat~ons, fees pard by 
researchers, and ecotourism La Selva operates natural history guided tours for tourrsts 
twice dally From tlme-to-tlme, La Selva offers half-day "m~crocourses" for lndlvlduals and 
groups Overn~ght accommodations are available for vls~tors and 'microcourse" 
partlclpants The statlon has a cafeteria, a learnlng center and a l~brary La Selva also offers 
a half-day birdwatchlng course Local res~dents are employed as field assistants and tour 
gutdes at La Selva 

*:. SINAC 
Eleven separate conservation areas have been created throughout the country These 
conservatlon areas cons~st of dltferent types of protected areas ~ncludmg, national parks, 
forest reserves b~ologlcal reserves, protection zones, and wlldllfe refuges SINAC is in the 
process of creatlng blolog~cal corridors by linking several large areas of ecological 
signrficance 

Each protected area has its own set of unlque functions some, such as forest reserves, are set 
up strlctly for conservatlon purposes Recreation and tourlsm actlvltles are prohib~ted 
wtth~n forest reserves The natlonal parks were created prlmarlly for the conservat~on of 
~a tu ra l  resources However, all national parks have recreation areas and aIlow tourlsts and 
vis~tors to enter The pr~nc~pal actlvity in the blological reserves is research, although 
ltrnlted tour~st and recreational actlvitles are allowed In some blological reserces Whlle the 
b~ological reserves focus on flora as well as fauna research, the w ~ l d l ~ f e  refuges are 
responsible only for research and management of anlmals Wlldllfe refuges are the only 
tvpe of protected areas that allows prrvate land ownership withln their boundaries Prrvate 
land owners wlthln wlldllfe refuges are provlded with certaln economlc lncentlves ~f they 
leave 30% of tlielr land und~sturbed 
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Local commun~ties are often dependent on the natural resources that attract visltors 
Excluding communrties from the development process and prohib~ting them from 
recervrng some benefrts to offset the~r loss of access to the natural resources may result 
in competition with the tourist rndustry for the use of natural resources Locally-owned 

I and managed eco-enterprise allows commun~ties to der~ve dlrect and indrrect benefits 
from ecolog~cally frrendly actlv~t~es 

"Comrnun~ty-based ecotourlsm ~mplles that a community IS takrng care of therr natural 
resources ln order to galn lncome through operatrng a tourlsm enterpnse and uslng that 

' mcome to better thelr Ilves It involves conservatron, busrness enterpnse and 
I commun~ty development IJ2 

j Costa Rica's tourism industry is characterized by decentrailzed, small-scale 
' developments Most local communifres seem to be qurte rnvolved rn the development 

and management of eco-enterprises The emphasis on "small scale" tourrsm in Costa 
Rlca has made ~t much more feasible for communitres and small enterprises to 
partrcipate in the tourism industry The study tour group felt that the natural cooperatton 

/ between small busmess operators in local commun~t~es was very important to the 
I success of these eco-enterprises Thls is in sharp contrast to Jamarca, where large 
I tourrst developers manage attractions and hotels concentrated in a few areas 

*:* Snnta Efena Bzofo~rcnf Reserve 
Adjacent to the Monteverde Cloud Reserve 1s the Santa Elena Reserve, which is operated by 
the Santa Elena H ~ g h  School The government leases the land to the school ior US$3,000 per 
)ear The reberve was or~g~nally Intended to be a " l ~ v ~ n g  laboratory" for Santa Elena's 
students and the slte for a certification program In applled ecology Wtthin a short time of 
belng establ~shed school and communlty officials realized that there was a great potentlal 
for generat~ng income through ecotourism activltles at the reserve Uslng the land to secure 
loans and with the help of communlty and 1nternatlonaI volunteer organizations, tralls, a 
learn~ng center and other fac~l~t ies  were bu~lt  Entrance fees, commiss~ons from tour 
operators, and sales from the g ~ f t  shop are the reserve's maln sources of revenue They are 
projecting revenue of US$80,000 for calendar year 1998 The reserve has a staff of SIX full 
tlme employees 

Mr John Perez, the director of the reserve told the group that because Santa Elena IS the only 
community-operated reserve to operate under a land-lease model, ~t appears that the Minlstry 
of Environment IS very nervous that other communities wlll want to follow the Santa Elena 
Model The Mln~stry of Environment believes that if the government operated the reserve, lt 
would be able to collect entrance and other user fees 

"Cornrnunitv Based Ecotourlsm Development Ident~fvlnq Partners m the Process" by Keith 
W Sproule 
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Unl~ke nat~onal parks and most protected areas, Santa Elena does not have a problem w ~ t h  
poach~ng and other illegal activltles Mr Perez believed that thls was a result of a sense of 
ownership on the part of the community Community members see a direct relat~on between 
the success of the park and improvement In their children's educat~onal opportunit~es 

The group saw potent~al appl~cations for this in Jamaica where NGOs will be In charge of 
managlng protected areas 

*:* Ln Cntnrfn Ecolu~~cnl  Lodge 
La Catarata Lodge 1s a good example of a local enterprise that 1s wholly owned by 
cornin~mitv members See~ng the economic potent~al in ecotourism, SIX famll~es started the 
lodge In 1994 w ~ t h  6 rooms, a restaurant, and a small organlc farmlng operation Today they 
also operate a butterfly farm a med~c~nal herb garden, and they ralse pacas, a large rodent 
natlve to Costa R~ca,  for sale commerc~ally All of the produce used In the restaurant is 
grown In the organic garden They also produce lot~ons, shampoos and other products from 
plants grown in the medic~nal herb garden These products are for sale at thelr grft shop 
While the f a c ~ l ~ t ~ e s  are very basic, the owners strlve to prov~de excellent servlce to the~r  
clients and posltive environmental and social benefits to the local communlty The Lodge 
has a bullet~il board on which local eco-enterprise advertise them products and servlces La 
Catarata Lodge recelves a fee for cl~ents refferd to other eco-enterprise owners This type of 
lnformal referral system was seen In other areas In Costa R c a  as well 

The manager of the lodge, Dona Rosa Bonilla, believed that the success of the lodge and 
other eco-enterprises was largely dependent on the support of the commun~ty She conceded 
that ~t was not easy to gain the support of the local community She s a ~ d  that at the start-up 
there was a feellng among communlty members that tourism was "only for the rich" and that 
no one would be interested In the bas~c accommodat~ons and services that La Catarata was 
plan~llng to offer 

The study tour group commented that although La Catarata was a small venture, the 
management seemed to have a keen understand~ng of their market n~che  and was constantly 
work~ng to Improve existing servlces and products and ident~fy new ones The lodge 1s 
developing a website and they are featured In The LoneIv Planet Gu~de,  an alternative travel 
guldebook Thev have requested and rece~ved technical assistance from the ICT, SINAC and 
other government agencles not only to tram thelr own staff but also to train community 
members as guides 

*:* The Tnlnnznircan Assocrniron o f  Ecotolrrlsrn nnd Conservntron (ATEC) 

People aie more znterested m consewrng If they are makzng money ' - Me1 Baker, 
Evecutlve D~rector (ATEC) 

Res~dents of Puerto V~ejo,  Manzanillo and surround~ng areas who were concerned about the 
growth In tour~sm and the potent~al threats to the environment and the local way of l ~ f e  
founded ATEC In 1990 The Talamanca area lies withln the La Amistad-Caribbean 
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Conservat~on Area and 1s adjacent to the Gandoca-Manzan~llo Wlldl~fe Refuge and Cahulta 
National Park ATEC has three prlmary goals 

(1)  Promote the development of ecolog~cal and soc~ally respons~ble tourlsm In 
Talamanca, 

(2) Promote ethn~c and cultural expression among the lnd~genous Afro- 
Caribbean res~dents and, 

(3) Promote the i n ~ t ~ a t ~ o n  and management of locally-owned busmess and tour~st 
servlces 

The study tour group met w ~ t h  Mr Me1 Baker, ATEC's Executive Director, at ATEC's maln 
office In the town of Puerto V~ejo  Mr Baker character~zed ATEC as a brldge between 
tourist and locals ATEC offers a commun~cat~on center to put vls~tors In contact w ~ t h  
experienced native natural~sts and gu~des who offer a varlety of lnterest~ng educat~onal field 
evperlences Tlle gu~des pay a 10% comm~sslon to ATEC for each cl~ent ATEC refers to 
them Maps, gu~debooks glfts, stamps and other Items are on sale at ATEC's office 
Internet and fay servlces are also prov~ded for a small fee ATEC also offers packaged and 
indivldual~zed tours of the surrounding areas 

Through communlty outreach and training In cooperation w ~ t h  the conservation area, ATEC 
1s trylng to find wavs to prov~de lncome opportun~tles to local restdents Mr Baker belleves 
that "people are more interested In conserving ~f they are mak~ng money " 

The study tour group was amazed that ATEC was actually able to operate w~thout financial 
assistance from the government or other donors The organlzat~on IS able to meet ~ t s  
operatlng costs and support ~ t s  communlty outreach programs wlth profit gamed from sale of 
goods and services Many partlc~pants thought that Jama~can NGOs should operate in a 
more businessl~ke manner, along the llnes of ATEC, In order to be self-suficlent and more 
effective 

*:+ N'rrtrotznl Corrsortrrrm o f  Ecotolrrrsm Cooperatzves (COOPERENA) 
COOPERENA is a natlonal consort~um of elght agricultural cooperatlves that are engaglng 
In ecotourlsm actlvlties The cooperatives are made up of low lncome farmlng famll~es who 
have managed to comb~ne thew strengths and search for alternatives that Improve thelr way 
of l ~ f e  The groups alm to use the~r  lands productively, conserve t h e ~ r  natural resources, 
generate employment and derlve some socloeconomlc benefits COOPERENA was created 
to help generate new ways of rat~onally uslng the resources of the cooperatlves to define and 
organlze tour~sm products, and to tram cooperative members In d~fferent areas related to 
to~~rlsln services 

COOPERENA encourages multlple use of forestry and farmland thus enabl~ng tour~sm to not 
only complement ongolng actlvrt~es but also to act as a catalyst, brlnglng opportun~t~es for 
development to each of the cooperatives Women and chlldren partlclpate m managlng and 
operatlng the projects and have been ~nstrumental m the development of the cooperatlves' 
ecoto~lrlsm servlces 
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It is the alm of COOPERENA to unite small eco-tourist projects run by communal groups, 
assoclatlons and m~cro-businesses, into a national and reg~onal-level ecotourlsm network 
offer~ng an unusual tourism optlon to facllltate and channel the diverse community level 
projects related to tourlsm and assist w~ th  the organlzat~on, capacity bulldmg, marketing and 
commerc~al~zation of tourlsm products COOPERENA offers tralning for community 
members to be tour gu~des It also offers courses m business administration and hosp~tality 

It should be noted here that cooperatlves in Costa Rlca are very well established and can be 
found in many sectors through out the country The agricultural coops started about 30 years 
ago when the government purchased land from prlvate landowners and redlstrlbuted the land 
to untenured people for token amounts Although cooperatlves are not widespread in 
Jamalca, some partrclpants noted that an Important lesson to be learned from the 
COOPEENA model was the need for commun~ty cooperation and mutual support among 
eco-enterprises 
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Nature tourlsm 1s a rapldly growing sector of the global tourlsm market it 1s estimated 
that as much as 60% of all travelers partlclpate In some type of nature based actlvrt~es 
According to the Ecotourism Society, the average nature tourlst is between the ages of 
34 and 54 well educated and come from the USA, Canada, the UK or Northern Europe 

Ecotourism researcher, Craig Llndberg has ldentlf~ed four categor~es of ecotour~sts the 
hardcore ecotourlst, the dedicated ecctour~sts, the mainstream ecotourlst and the casual 
ecotour~st, whlch are characterized as follows 

The hardcore ecotourlst will tend to travel for sclentlfic or research purposes or as 
a member of a tour specifically designed for educational or trarnlng 
The dedicated ecotour~sts will take trlps spec~fically to see protected areas or to 
understand local natural or cultural h~story 
Ma~nstream ecotour~sts seek out unusual or exotlc destinations because these 
destlnatlons are soclally trendy or popular 
Casual ecotourrsts will usually partlclpate In nature-based actlvlties lncldentally as 
part of a broader trlp 

Although research has indicated that a major portlon of the total tourlsm market is 
potentially Interested in nature travel and many travelers partlclpate In several different 
types of actlvitres durlng thelr llfetlme or even durlng one trlp ~t IS important to ldentlfy 
and understand the motlvatlons of speciflc market groups In order to develop packages 
and sell the best ecotourism products and services Market segmentat~on allows 
tourism planners protected areas managers tour operators and travel agents to target 
lndlviduals and groups that would be "naturally" attracted to thelr products 

Costa Rlca's marketlng and promotional programs appear to be very well developed and 
targeted to specific groups including students, researchers, env~ronmentalists, 
ecotour~sts and adventure travelers Many small eco-enterprises and accommodat~ons 
such as COOPERANA and SERTICO have come together to market as groups These 
companies use the Internet for the bulk of thelr advertlslng Almost all of the groups we 
met advertise on the Warld Wlde Web either through thelr own website or through other 
shes 

+:+ Nntlonnl Covlsoriz~rm o f  Ecoto~rrzsm Cooaeratzves (COOPERENA) 
COOPERENA was orlglnally created as a marhet~ng vehlcle for a group of agricultural 
cooperatives that were also operating ecotourism ventures The organization has clearly worked 
to define ~ t s  target market In fact they cont~nuously collect demographic data on v~sltors to 
their fac~l~t les  Elghty percent of COOPERENA'S tourists come from the USA The majority of 
them are young adults from the Unlted States COOPERANA has established partnersh~ps with 
a number of tour companies that market on college campuses throughout the Unlted States 
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They also offer spec~al programs for students who want to live w~th  a local famlly and Iearn 
Spanlsh 

*:+ Tourzst Servcces o f  Costa Rlca (Serv~czos Turlstccos de Costa Rzca - SERTICO) 
In La Fortuna, participants met Mr Jorge Eduardo Soloranzo Vargas, a member of the Costa 
Rican Chamber of Tour~sm Microenterprlses (CANAMET) SERTICO was created as a 
clear~nghouse for reservat~ons and promotion for CANAMET SERTICO allows tourists to 
make lodging reservations at many small family and commun~ty owned establishments m Costa 
Rlca vla the Internet telephone or fax Add~t~onally, tourists can arrange ground transportat~on 
and act~v~ties such as hlk~ng, horseback rldmg, cycling, kayaking, surfing and other activ~tles 
through SERTICO 

SERTICO has targeted ~ t s  marketrng efforts to focus on tourlsts who are looking for a unlque, 
authent~c travel evperlence SERTICO's promotional materials clearly state that although the 
organization does not offer lzlxury faczlrties , cleanliness and good servlce more than make-up 
for the sulnpl~clty of infrastructures" Participants thought that this type of target-marketing 
resulted In higher customer satisfact~on, because customers knew exactly what to evpect before 
they arr~ved 

+:+ Informal Cornntunztv Referrals 
Throughout the study tour, part~clpants observed that there seemed to be an lnformal systeq of 
referrals w~thin communltles In fact, a tour gu~de In Puerto Vlejo sa~d  that all of his clients were 
referred to him through ATEC or other community members Essentially, h ~ s  market~ng efforts 
were done on the ground Many lodges and commun~ty organ~zatlons such as ATEC had 
arrangements w~th local tour guldes and tour operators rn wh~ch the tour guide or tour operator 
agreed to pay the lodge or organlzat~on a commission for each client they referred This practlce 
was encountered throughout the study tour 
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The Global Susta~nable Tourism Market 

During the study tour orlentatron sessron, a presentatron was made on the tourism market to grve parbcrpants 
an opportunrty to become famlllar wrth the character~strcs of the major global nature tour~sm market segments 
The presentation was desrgned to show particrpants the rmportance of market segmentahon and desrgntng 
targeted marketrng strategres Mass marketing can result In vacatron packages, fares and fees that are not 
attractrve to potentla1 travelers It IS partrcularly rmportant that nature based tourrsm follow a process of 
market segmentatron and target market~ng which wrll result In well desrgned products, promot~ons and higher 
customer satrsfactron 

ECOTOURIST MARKET PROFILE 

Based on data collected from a survey North American travel consumers, The Ecotourrsm Ecotounsm Soce~ty 
has constructed the followrng ecotourrst market profile 

Q Age 35 - 54 years old, although age varred wlth actrvrty and other factors such as cost 
Q Gender 50% female and 50% male although clear drfferences by actrv~ty were found 
*:* Education 82% were college graduates a shift rn interest rn ecotourlsm from those who have hrgh 

levels of education to those wrth less education was also found indrcatrng an expansion rnto rnarnstream 
markets 

a Household compos~tron no major drfferences were found between general tourists and expenenced 
ecotour~sts ** 

+ Party compos~t~on majority (60%) of experrenced ecotounsrn respondents stated they prefer to travel 
as a couple w~th only 15% statrng they preferred to travel wrth thelr famrlres, and 13% prefenrng to travel 
alone 

:* Tr~p duratlon the largest group of experienced ecotourlsts (50%) preferred tnps lastrng 8-14 days 
*:* Expenditure experrenced ecotourrsts were wllllng to spend more than general tounsts the largest 

group (26%) statrng they were prepared to spend $1,001- $-l,500 per trip 
+3 Important elements of trlp Experienced ecotourrsts top trtree responses were (1 ) wilderness 

settlng (2 )  wlldlrfe vrewrng (3) hlklngltrekkrng 
+3 Motivat~ons for taking next trlp Experlenced ecotourrsts top two responses were ( I )  enjoy 

scenerylnature (2) new exper~enceslplaces 

** Experlenced ecotourlsts = Tourisfs fhaf had been on a t  leust one "ecotourism" oriented 
trip Eco fourism was defined in this s fudy as nature/adventure/culfure or~ented travel 

! 
i Source The Eco tourism Socie f y  1 www eco four com 

I 
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Havlng well tralned and technically qualified protected areas personnel and tour gurdes 
is important because ecotourlsts tend to be well educated and usually have some bas~c 
knowledge of the area they are vrs~trng Thls IS becomlng ~ncreaslngly common wlth the 
growth of the World Wlde Web and Increased use of the Internet Tour gurdes 
therefore must be able to not only share lnformation that IS not w~dely ava~lable, they 
must also be able to accurately and competently answer questions from vlsltors 

The study tour group saw two major beneflts of havlng a well-developed guldlng Industry 
In Jamalca The flrst one was to prov~de economlc opportunrtres to community 
members The second was to encourage study of natural sciences, h~story and related 
subjects among college and univers~ty students 

*:* SINA C 

SINAC requlres that Park Rangers have at least a two-year degree fkom a nationally 
accred~tedprogram Addit~onally park rangers must undergo the Natlonal Park Service s (NPS) 
own trarnlng program and attend contlnu~ng education courses des~gned by the NPS and the 
ICT If personnel In a particular park or protected area ~dentify a need for traln~ng, ICT and 
NPS wlll worh wlth them to deslgn a course or serles of courses to address therr tralnlng needs 
For example, park rangers are required to take poachers and other offenders Into custody, the 
rangers at Cahu~ta Nat~onal Park rece~ved tralning In detent~on methods from the National Pollce 
through the ICT 

Q Nrrtlonal Erlrrcrrtzonal System 

The group was Impressed w ~ t h  the h~ghly qualified tour gu~des and protected areas personnel 
they met throughout the tour lnclud~ng our own gulde Costa Rica s reputation and history as a 
lesearch dest~natlon for Inany sclentlsts from Europe and North America has resulted in the 
avalaib~l~t-y of a vast quantlty of research data to the local populat~on Park and protected areas 
personnel and professronal tour gu~des are h~ghly tralned and have access to ongolng training and 
research Natural histow and ecology are taught In the publlc schools and many of the national 
universit~es and technical colleges offer degree programs In natural h~story and certification 
programs for tour gu~des 
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LESSONS LEARNED AND RECOMMENDATIONS 
FOR JAMAICA 

The follow~ng are hey lessons learned as identified by the partlcrpants on thelr study tour 
evaluation forms 

Effecizve nntionnl ecotocrrzsm aoZtczes and re~ulnttons 
1 The group felt that the combination of a strong comm~tment to conservation and the adopt~on 

of sustainable tour~sm practices by the central government have been crltlcal to the success 
of Costa Rrca's ecotourism industry Close cooperatlon between the government and pr~vate 
sector ensures that tourism development takes place In a manageable fash~on Some 
participants felt that tourlsm development must take into considerat~on the soclal and 
env~ronmental carwlng capacity of the country and that the tourlsm sector in Jama~ca must 
work closely w ~ t h  the Natural Resources Conservation Authority W C A ) ,  NGOs and other 
agencies respons~ble for natural resources management as well as those agencles respons~ble 
for urban and r~rral planning and development 

3 Costa Rica's nat~onal tour~sm policy 1s based on three main prrnclples economic 
sustainab~llty respect for the environment, and respect for local cultures and communltles 
The Costa Rican government through the ICT trles to encourage tour~sm development that 1s 
sustarnable and env~ronmentally and socially responsrble The Jamaican Office of the Pr~me 
Minrster (Tourism) is currently in the process of developing a new Master Plan for 
Sustainable Tourlsm The Master Plan alms to incorporate guidelines for sustainabllity Into 
national tourism polic~es Part~cipants felt that In order for Jamarca to develop a sustainable 
and successf~il ecotourlsm industry, the national government must adapt gurdelines and 
pollcles that w ~ l l  allow ecotourlsm and eco-enterprises to be vlable at the community level 
Addrt~onally participants felt that there needed to be greater cooperation and sharlng of 
information between government agencies and educational institutions 

Through out the study tour rt was apparent to the group that many d~fferent government 
agencles were cooperat~ng to ensure the success of the tour~sm industry The National Polrce 
helped park rangers to enforce laws in and around the national parks, SINAC worked closely 
with INBio and other research organizations to catalogue the country's biodivers~ty, and the 
M~nistry of Environment and Energy had an in~tiative to tram the judiciary on env~ronmental 
matters to encourage judges to punish envrronmental crimes The group felt that many more 
Jamarcan government entities such as the judiciary, the nat~onal police force, and the 
education mlnlstry needed to be lnvolved in tour~sm development and management, in 
addltion to traditional agencies such as Ministry of Tourrsm and its agencles and the NRCA 
Additionally, participants suggested that donor agencies and natronal foundat~ons should 
move away from the traditional grantrnaklng role toward a soft loan system that encourages 
entrepreneur and self-suffic~ency among CBOs and NGOs 
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Ecotourzsm In Protected Areas 
1 In Costa Rlca conservation and ecotourism are linked in an almost symbiotic relationship 

where the protected area is the attraction and tourlsm provides the funding to manage and 
operate the protected area Proceeds from entrance and other user fees from national parks 
provide a steady source of Income for SINAC to operate forests reserves and other types of 
protected areas in whlch tourism is prohibited SINAC also allows communities to benefit, 
both directlv and indirectly, through permitting and concessions arrangements as well as 
from tourisin actrvitles in and around protected areas 

The group felt that they had a better understanding of how protected areas could be used as a 
tool tor research conservatlon, and income generation Costa k c a  provided a "working 
model ' on the study tour 

2 Carrying capacity restrlctions are followed strlctly by both publlc and privately owned 
protected areas In Costa Rica Even in cases such as La Selva and the Monteverde Reserve 
where the trails were paved, the carrying capacity restrlctions were accepted and respected 
because protecting the environment IS necessary ~f the facllity was to survive and continue to 
mahe money One park ranger at Cahuita National Park said " we could disregard the 
carrying capaclty lim~tatlons, but m five years no one would want to v ls~t  us " The group felt 
that Jama~cans needed to have a better understand~ng of the impacts of overuse and high 
volume visitation on the env~ronment Some participants felt that effective management of 
Jamaica's protected areas could be achieved only through research and outreach to 
cominiin~ties developers and even government 

3 Local communities play an Important role in managlng the natural resources and the tourrsm 
lndustrv in Costa Rlca Participants agreed that encouraging an entrepreneur~al splrlt on the 
part of local communltles would be essential for conservatlon of natural resources and the 
development of a sustainable system of protected areas in Jamaica 

Sczentrfic Research and Ecototirrsm 

1 Costa Rica s protected areas svstem is activelv engaged in sc~entific research and monitormg 
and information IS shared among government and private research lnst~tutions SINAC uses 
findings from ~ t s  own research and research from other sources to evaluate and upgrade ~ t s  
protected areas management plans The group felt that although research had been done and 
information collected regarding Jamaica's natural resources and blodiverslty, a national 
system for disseminating thls informat~on has not been establrshed Theiefore, schools, 
prlvate sector and the general population are not able to benefit from this research 

2 The educational system In Costa Rica has access to all the research conducted throughout the 
country T h ~ s  has resulted in strong environmental programs at all levels from elementary to 
the college level The study tour group felt that thrs resulted m a population that was highly 
aware of the environment and the importance of conservation Some participants felt that 
such a high level of environmental awareness could only be attained over the long term In 
the intenm, the group felt that directly lrnklng conservation to economic development 
through ecotourism and other eco-enterprises was the method to adopt In Jamaica 
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Co~nmzmzt~ Pnrtrc~aatzon tn Ecotozir~sm 
1 The group was very Impressed by the effectively managed eco-enterprises they observed m 

Costa Rica They noted that all of the organizations they visited used ecotour~sm as only one 
means of generating lncome At La Catarata, each of the famllies that owned the eco-lodge 
cont~nued their tradltlonal farmlng practices The same was true with the agricultural 
cooperatives that came together to form COOPERENA At La Catarata, there were several 
different types of actlvltles and only a few of them were purely for ecotour~sm lncludlng 
lodging a restaurant, and a hlklng trall The group felt that the Jamaican government should 
expect ecotour~s~n or eco-enterprise development to be seen as a panacea for Jamaica's many 
social and economic problems 

2 ATEC, a Costa Rican NGO, received much of the~r  lncome from services they provide to 
tourlsts and tour operators The group felt that if Jamaican NGOs operated in a more 
bus~ness like manner they could become more self-sufficient and less dependent on donor 
support 

3 Throiigl~out the study tour, the group observed that in many communities mlcro-enterpnses 
had developed an informal referral system It seemed that community members realized that 
the silccess of their buslness depended on the success of other small businesses in the 
community 

~tlnrketzn,o the Eco-Tocrrtsm Prorlzrct 
1 There seemed to be a high level of cooperation between tourlsm enterprises on all levels 

from the large attractions, represented by CANATUR, and small attractlons represented by 
CANAMET to informal community referral systems such as the services provlded by ATEC 
111 Puerto Viejo ICT and CANATUR handle lnternatlonal advertising through mass media in 
the United States, Canada, and Europe as well as on the Internet Due to limited resources 
COOPERENA and SERTICO marketed prlmanly on the Internet and domestically 
Attract~ons operators, hotel owners and lodge owners seemed to have a good understanding 
of their market group and have targeted their servlces and fees to meet the needs and 
preferences of these groups 

The group felt that there was a need to Include this type of market focus in Jamaica m 
addition to traditional marketing methods Unllke the sun, sand, sea focus of Jamalca7s 
tourism market the nature tourlsm market is a lot less homogeneous Market studies have 
shown that nature tourists are more willing to pay a premlum to see natural attractlons than 
to pay for luxury accommodat~ons Therefore, Jamaica's emerglng nature tourism industry 
sl~ould not seek to copy existlng marketing strategies, but rather create their own more 
targeted strategy The group generally agreed that the Jama~ca Tourlst Board (JTB), the 
agency In charge of promoting Jamaica's tourism ~ndustry would be a good vehicle for 
marketing the emerging ecotourlsm Industry JTB has the Infrastructure and systems in 
place to reach markets worldwide JTB would also be able to assist with market research and 
the Tourism Product Development Company (TPDCo) would be able to ass~st  wlth product 
development 
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Tralnzng qualzfied Park Personnel and Tour Guides 
1 Well-tra~ned and technically qualified park personnel and tour guides are crit~cal ta the 

ecotour~sm Industry They are the interpreters of the local environment and culture 
Ecotourists will usually arrive at their destination with some previous knowledge about the 
natural or cultural hlstory of the place, park personnel and tour guides must be able to impart 
more that cursory or superficial information to tourists They must be able to answer any 
quest~ons posed to them with ease and accuracy 

2 The group saw two major benefits to a well-developed gurding industry m Jamaica The first 
one was to prov~de economic opportunities to community members The secondwas to 
encourage study of natural sciences, history and related subjects among college and 
unlverslty students The group thought that many students chose a to undertake the~r 
education 111 "practical" field such as business, because there are lrmited opportunities to 
pursue careers In natural and social science 
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Conclusion 

The group agreed that the study tour had met or surpassed all of the objectives of the study tour 
Most part~clpants also felt that their personal and/or organizational goals were met and that the 
information gamed on the study tour was directly relevant to their professional responsibilities 
The group found the dally discussion sessions helpful not only for filtering and for processing 
what they were learning on the study tour but also they were able to learn from each other 

The organizations and sltes chosen prov,ded the group w ~ t h  a balanced view of Costa h c a ' s  
tourlsm industn and a good understanding of the policies and regulations governing the 
rndustry's development and growth Many particlpants felt that the visits to protected areas and 
pr~vate reserves illustrated the importance of effective management and monitoring policies, and 
the need for protected areas to be financially self-sufficient In addit~on to income from tounsts 
and recreatronal act~vities In the protected areas, SINAC, the national protected areas 
management authoritv, also collects fees from other activities such as hydroelectricity and 
bioprospecting 

Participants learned that good, on-go~ng research is critical to the success of a protected areas 
svstem and a strong ecotour~sm industry Some participants pointed out that research must be 
ongoing and ~t must be shared between research institutions, universities and the private sector 
They observed that in Costa Rlca this free-flow of information resulted in highly spec~alized 
guides and tour packages 

The group was partrcularly impressed at the high level of community involvement in 
conservation and tourism Many partic~pants were encouraged to see that local residents and 
coinmun~ty groups were actually making money from eco-enterprises while working to conserve 
the natural resources around them 

For manv partlclpants, the most significant outcome from the study tour was getting a real-world 
vlew of ~deas and pollcies that they were encouraging in their individual professional capacities 
Several particlpants stated that thev felt encouraged to continue m earnest the work that they had 
been dolng While none of the particlpants saw ecotourism or eco-enterprises as a panacea for 
fiurng Jainalca s soc~al and economlc problems, they d ~ d  agree that lt could be a good tool for 
sustainable economic development and natural resources management 

Many particlpants felt that one important and unexpected benefit of the study tour was having an 
opportunity to meet others who are working toward the same goals as themselves Many 
particlpants were encouraged by the successes of other organizations and felt sure that they had 
new allles to overcome any challenges they face 

At a debriefing sesslon held at USAIDKingston shortly after the study tour, the Study Tour 
Coordinator the DEMO Project Manager and a participant had an opportunity to share lessons 
learned from the Study Tour with the Mission Director, the "ONRAD' Director and several other 
members of the USAID/Kingston staff The group, lead by the DEMO Project Officer, who 
participated in the study tour, emphasized the need for the mission to support programs that 
encourage ecotourlsin enterprise initlat~ves at the community level The group also shared wlth 
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I Lessons Lcarned S ~ d y  Tour of Parks & Protected Areas in Ronda & BeIlze 

INTRODUCTION 

The Government of Jarnaca places hgh pnonty on the establ~shment of a natlonal system of parks 
and protected area In support of th s  effort, USAID, through the Development of Enwonmental 
Manzg~mcnt OrgmzaQons (DEMO) Pqect, sponsored a study tour of Parks and Protected Areas 
(PPAs) m Flonda and Belm The pnmary objective of this study tour was to expose Jamacan 
eovernment md non-government envrronmental management and planmg orgarnabon personnel - 
to projects and programs rn other countries that d~splay successful examples of 

revenue geneiaratlon/financlal sustamabrhty, 
estabhshment of protected areas, 
PPA managemsn: (mcludmg co-management) practices, 

enforcement pracbces, 
consenanon pa,mersmps, 

e alrernatrve mcome-generatmg actlvlhes for local commumtles, 

PPAs rn Flondz and B e h e  were selected based on the degree to whch ther programs &splayed a 
comtrnent to tnwove-mentloned toprcs The Flonda Keys area was chosen because several 
PPAs and related pro,- would provide exposwe to PPA and general enwonmental 
management stiaIeges m a aeveloped country context. The area also has ecologcal charactenstlcs 
s i d x  to Jmarce's S~tes m Behe were selected because Behe shares m y  ecological and 
s o z l o - c ~ ~ d  cnzrazenstics wlth J m c a  and provldes excellent examples of PPA estabhsbment 
ano management m a aevelopmg country context 

Sxteen envrmiientd managers from governmentat, non-governmental, and cornmu111ty 
organrzmons paizlpatec m the tour, whch took place from March 16 - 27, 1997 

Tfus report contaxns three maxn secuons The fmt, "Slte Summaries", provldes bnef summanes of 
the SP~CIICIC sites ms~ted cine second, "Themabc Site Anafysls", draws on group &scuss~ons held 
aunng the tiip T l u  secnon prowdes an rndepth analysls of points that the group felt were of 
partxcdz L-nterest The thud secbon, "Lessons Learned and Recornmendatlons" also draws on 
group &scussrons, but focuses on 'pornts that the group felt had specrr'lc and cntlcal relevance to 
Jamsuca Ths secuon exarmnes examples of projects and programs that the group felt should be 
rmplemented m Jamaca. T'ne Annex, "Summary of Evalu~ons", IS a compllaon of evalumon 
forms completes by partrcxpants on their return 
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SITE SUMMARIES 

The followmg are short descnpbons of the sltes vls~ted dunng the study tour 

FLORIDA 

John Penneham~ Coral Reef State Parh 

The first park ~n the U S to encompass both terrestrial and manne resources, n n heavliy used by 
both natlonal and ~nternauond v~sltors Establrshed In the 1950s in response to de,pdation due to 
widespread c o d  collectmg, tne park ongmally covered onIy the reef areas off Key Lar,oo D m g  
the 1960s, as lmd-t;zs=z cevelopment ~ncreaed, sclentrsts began to note that Impacts on the land, 
p~mculanv tne cutung mc f i lhg  of mangrove wetland, were negatxvely Irnpactmg the health of the 
reef system In resoonse, tne State extended the park boundaries to the foreshore During the 
1970s and 80s, howiver, aevalopment of Key Largo increased substanually, and the envuonrnent 
of tne area surrotnalng the park was substantrally degraded To deal w~th the mcreaslng Dressure 
on the uee's natural resouces, In the late 1980s the State began to develop what they call a "whole 
ecosvstem" rnanegenent qproach The park, whlch m the past had oeen looked at as an ~sland- 
like unlt, began tc be cons~dered zs an area that was key to miuntmmg both me ecolog~cal and 
economc mtegnty of Key i u g o  

By h s  m e  park visltmon had rncreased dramat~cdly, and state and local government began to 
recogxze that the healm of me resources that were attractmg those msltors wzis cntlcal to the long- 
term economc weU-bemg of the greater Key Largo area To protect and secure thrs resource, the 
state developed more smngent gclldehnes for prospectme developers, a comprehens~ve 
enforcement progun, a ~ d  a l a d  acqulslbon program The park's econormc mportance has been 
a key factor m rasmg locz! awareness of the necessity of conservatron 

John Pennekamp Cord Reef State Park places heavy emphasis on revenue generation The most 
lucra~ve pal, m t i e  3 o n a  state system, ~t makes several mrllron aoIlars a year Most lncome IS 
aenvea from entrance fees (average of US$5 perivehcle), campsite rental C[JS$25/nlgnt) and a 
percentage of the John Penrekarnp Concesslonaue's revenue The concesslonue, whch runs zlT 
snorkelmg, d~vlng, c a i i o h y k g ,  and shop acbvlbes, has an w~th  the park by 
which ~t pays t ~ e  puk, on a montnly basis, 12 5% of gross revenues or $25,000, whchever IS 
greater That John Pennebmp Coral Reef State Park's abhty to generate revenue far exceeds ~ t s  
budget 1s Important bsca~se the excess revenue IS used to subsldrze other, less Zuaahve parks m 
the state system 

The group met wlth Roger Wllheh, Park Supemtendent. 

ElorIda Kevs Nat~onzl Manne Sanctrrarv iFKNMS1 

Encompassing 2800 squm naubcal d e s  of rnanne ecosystems sunoundmg the Keys, ~t IS the 
second lar~est manne sanctuarv m the U S The Ronda Keys Nmonal Manne Sanctuarv and ~d - - -  

protectton& s~gned by the hesrdent m 1990, estabhhed t6e sanctuary m response to rap~dly 
detenorabng eco10,orca.I conahons due to poor water quhty and rncreased human achwty m the 
area The Act called for the Natronal Oceamc and Atmospheric Admmstrahon (NOAA) to prepare 
a comprehensive management plan for the sanctuary m consultabon w ~ t h  the pubhc and mth 
federal, state, and local government authon~es In order to f d t a t e  the process, an Advisory 
Counc~l that IS representatlye of all publtc and pnvate stakeholder rnterests was formed to assist m 
the drafting of the management plan 
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Over the past SIX years, planners, manne resources rnanzgement experts and the pubbc have been 
involved In the draftmg of a comprehens~ve management plan that addresses cnucal Issues through 
ten separate acuon plans ChannelIReef Marlung, Educauon/Outreach, Enforcement, Moonng 
Buoys, Regulatory, Research and Mon~tonng , Submerged Cultural Resources, Water Qual~ty, 
Volunteer, and Zoning Slnce the Sanctuary IS a natlonal protected area, the federal government 
reTans management responsibrhty for the area Management, educat~on, and enforcement are 
accomplished throcgh a cooperative agreement with the State of Florida Department of 
Envrronmental Protection anci parmershps with local, regional, and natlonal NGOs 

Tne sanctuxy provrdes WI excebent example of what can be accomphshed when government 
agencies, non-governmental conservation orgamzattons, and pnvate sector groups work together 
Over 15 qencles and organlzauons hzve been major players in the estabhshment and 
inolementauon of the protected area Tnese partnersh~ps have enabled the sanctuary to cdhvate 
briad-based local, reglond, and nauonal support for the protected area 

Tne group met with M L ~  Enstron, Drrector of Mann:: Constrva~on, Dave Holtz of the Center for 
Mmne Coqsematlon, 2nd Alysson S~mmons and Kelly Jones of the State of Ronda Department of - 
Lnvlronmenw Protecnon 

The FIoridz Marnne Research Hnst~tute 

The South Florida D e p m e n t  of Envlroiuncnt2.l Protec~on's Mame Research Inst~tute is rnvolved 
m the stuay and conservaon of cornmerclally m p r a n t  mame species such as conch, lobster, 
and finfish The Inshtute momtors popula~ons and conducts species rehab~htahon programs 
Usmg groups of volunteers, the Inshlut~, has rncrezsed 1ts abhty to momtor populahons, work 
with commercial fishemen, md conduct pubhc awareness campagns 

Tne group met wrth Bob Glazer and Tom Mathews, Blolosts 

Crane Point Bammock 

Crane Po~nt Hammock n a small protected are2 managed b j  the Ronda Audubon Socltty pnmanly 
for educabonal purposes Conslsmg of a muse- and mterpptahon center, a senes of h h n g  
truls, and a small shop, it IS w ~ t e d  by tounsts and locals alrke It also hosts a large number of 
school field tnps 

The group met with Captam Ed Davldson, Chauman of the Ron& Audubon Society 

B~scavne Nat~onal Park 

Blscayne IS a 180,000 acre natronal park that consists of mangrove wetlands, shallow bay habitat, 
42 small islands, and the northernmost hvlng coral reefs m the hemsphere The park's budget is 
matamed through federal government allocabons and, at present, it charges no user fees Federal 
funds, however, are dwindling Recognmng that the park must become more susmnable, 
Brscayne personnel are developing programs such as charging mooring fees at two of the more 
popular rsland deshnauons w~thm park boundanes It 1s hoped that these steps wdl help create 
sustamabfity over the long-term. Biscayne Nabonal Park is a good example of a federal protected 
area that is chanpg m the face budget cuts 

The group met with &chard Curry, Chef Scrence and Rob Shanks, Qllef Interpreter 
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BELIZE 

The Forestrv De~ar tment  

A department under the Belrze Minlstry of Natural Resources, the Forestry Depaiient 1s 
responsrbie for ensunng the conservabon and wise use of Belrze's natural resources The 
department controls and manages the utrhzatlon of tunber throughout the country In 1992, tne 
Depament esta~lrsned a Conserva~on Dlvlsron to oversee all parks and protected areas (PPAs) 
that fall unaer the Forestry Department's junsdxuon The Conserva~on Drvrs~on 1s presently 
respons~ble for the sound management of nearly aIl of Behe 's  terrestrial parks md protected areas 
The drvisron delegates PPA management authority to NGOs when xt sees fit, and has done so m 
several czses, but 1s ultimately respons~ble for any and all successes or falures 

Tne Forestry Department's pnmary mandate at present 1s to estabhsh new protected areas Thrs is 
aue to the Government of Bellze's (GOB) commrtment to protect over 1/3 of Belrze's terrestnd 
surface m f o d  p a r e  and other protected a r e s  To date, over 35 PPAs have been formally 
estabhsheo, and me Forestry Department IS w o r h g  to quckly provlde legai protected status to the 
remammg areas that are slated for protection ms focus on protected area estabhshment reflects 
tne GOB'S stanbng that the country's natural resources are a key cornerstone of sa long-term 
economc development plan 

Tine group met wrth Fbchard Bellsle, Chref Forestry Ofilcer, and Rafael Manzanero, Head of the 
Conservat-lon D~vlslon 

Protected 4pezs Conservation Trust (PACT) 

P 4CT IS 2 nabonaI oust funa that was estabhhed as a "trust for the protectxon, conservahon and 
enhanc=mp,nt of the nasud and cultural resources of Behe for the benefit of all Beheans and 
vlsrtors " Tne Trust generates revenue through an exlt tax of US$3 75 whch is levled on all 
vlsltors to tne country It recerves add~hond fundmg through a mechanism that kstnbutes 20% of 
all protectecr area entrance fees to the fund In ad&tlon, through the afihated PACT Foundahon, 
the Tmst is able to recave ,grant fundmg from donor orgnatloris It 1s Belrze's hope that the 
PACT ~ d 1  be able to suuuort lts natronal ~rotected areas svstem The Trust, however, 1s still m ~ t s  
m a 1  stages of develoi&ent. PAm, m'order to gdln h e r  support, dstnbutes &imPhIets to 
every person leavlng the country so they understand that a portlon of the exlt tax that they pay wdI 
contribute to the conservahon of Behe's natural resources 

The PACT IS seen by many as a symbol of Behe's commtment to p r o w n g  its natural hentage 
Dedxcatmg a portion of a n a o n d  e a t  tax to conservabon of natural resources u a hghly unusual 
step that demonstrates a deep natlond delcatton to cleveloplng a vlable system of protected areas 

The Coastal Zone Manaaernent Promamme (Fisheries De~artment) 

Tnrs project, funded by the UNDP's Global Enwonment Fund (GEF), serves W I ~ ~ I I I  the structure 
of the Frshenes Department to asslst in the coordmmon of consemaon and development actmtres 
m Behze's coastal areas, arguably the nchest and most &verse m the hemsphere The 
Programme's objectwe is to ensure the sustainable management of B e W s  coastal resources by 
supportmg the lnstrtut~onalrzatIon of Integrated coastal zone management pracQces 
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The Flshenes Department, wlth support from the Coastal Zone Management Programme, is 
presently worlung to strengthen and expand Belne's system of maiine protected areas through a 
variety of means Much llke the Forestry Department, the F~shenes Department 1s charged w~th  
establlshlng the far-reaching manne component of the vmond system of protected areas To tbs 
end, the aepartment has established comprehensrve research, educatron, tranmg, and partrc~patory 
planning programs that support the estabhshment and susmnable management of rnanne protected 
areas 

The group met with Janet Glbson, Prograin Coordmator 

Promunme for BeI~ze (PFB) 

Pm, a nongovernmental organrzatlon that manages the 300,099 acre Rzo Bravo Consentarton mtd 
Management Area (RBCMA), msed the major part of tne fundmg necessary to purchase the land 
and is responsible for all expenses assocrated w~th 1r.s management. The NGO has mstlnrted many 
p i o p a  whose objccuve is to generate revenue for park matntenmce and aevelopment as well as 
for the economc well-being or ne~ghbonng cornmubes wmle ensunng the intesty of I d  
ecosystems SPzfic programs Include susmnable productron of hzrdwood lumber and the 
susmnmle harvest of cfucle and other forest products In add~uon, PF3 hosts groups of 
sclentlsts, archaeologrsts, and tounsts m order to both rncrease knowledge of tne area and m e  
iunas for operaung and marntenance costs PFB IS constantIy expionng new to mse revenues 

Since PEI puichased the land that comDnses the protzctzd - wlth pnvate funds, it is not 
formally part of the nauonal system of prdte~ted arcv However, PFE has an agezrnent wxth the 
Government of B e l ~  that tne land is berng held m trust for the people of B e h e  If PFB ever fa& 
to manage RIO Bravo properly, the Govemmeni of B e h  can appornt another orgammon as 
steward 

Crooked Tree Wildhfe Sanctuarv 

Crooked Tree W11dhfe Sanctuary is a terrestnd protected area that encompasses a large lake with 
an exkrsive island It is =aged by the B e m  Audubon Sxrtty (BAS) Xowever, BAS has 
allowed the local commulllty (the town of Crooked Tree IS srtuated on the Island) to play a pnmary 
role in the manasement process Croo~ed Tree IS known zs one of the premer brrd watchmg sites 
m Central America. Its wetlands and dry tropical forests are host to hundreds of bud species, both 
mgratory and year-round, mclucung the Jaib~ru Stork Other d c M e  found m the area mcludes 
paca, howler monkeys, crocodrlx andjaOguars and other cat species 

Crooked Tree is umque among the protectd areas that we visited because it was truly run by the 
commmty The Sanctuary was estabhshed in 1984 fn 1985, a rangerhrlsitor w o n  was built. 
Facd~~es are h t e d  to the ranger smon,  but the local comrnumty prowdes lodgxng and wded 
tours whch generate substanhd ilcome for residents 

The group met w~th Donald Tdlet, Sanctuary Manager, and several members of the - 
Councrl 

pol Chan Marine Reserve 

Hol Chan was B e b ' s  fmt mame park. It was estabhshed m 1987 as a commumty-based 
inibmve a n s q  out of concern over unregulated expIoitabon of ths area's fisheries resources and 
uncontrolled wsitabon of its coral reefs The park IS re-1e m that it has been d~vided lnto 
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several special use zones that denote specrfic types of protechon Local fishermen, crafts vendors, 
and hotevrestaurant operators benefit substanudy from the protected area by prov~d~ng tours and 
servrces to vrsltors 

Un~versrt\ ColIeae of Belize (UCB). Manne Research Center (MRC) 

UCB h a  been workrng to estabhsh a Manne Stud~es Programme and an associated research 
s:atron slnce 1989 In 1990, through a grant from USAID and m partnershp wlth the Umversrty 
of Montank rt started a natural resource management program In 1994, UCB slgned a 
Memorandum of Understanding wlth the Government of Behze and C o d  Cay Conservat~on (a 
LX-baed, non-profit manne conservauon organlzatlon) to establish a Manne Research Center on 
me Turnefie Islands atoll T h s  Center, whch was opened m 1995, 1s called the Calabash Cay 
3etd Stauon and IS the only manne research center owned and operated by Beke  

?he MRC's fiela statron prov~des facrhbes for screntrfic morutonng, research and envlronrnental 
awareness progiains wrth an m e d a t e  focus on shallow-water troprcal manne ecosystems The 
MRC's man ob!ectlves rnclude 1) the establrshment of a financrally self-sus~nmg field facd~ty 
~ h c h  will corn~l~meni UCB7s p r o a m ,  2) the development of UCBYs techmcal capaclty to 
rndepenently piov~de tranxng, research and educanon on coastal Issues to students, teachers, 
Government of Behze and NGO staff, 3) the provrsron of Wmng m coastaVmanne sclence- 
onented field work m Be1:ze and rmprovement m envronmental awareness amongst Beheans and 
vrs~tors, d) support of the Coastal Zone Management Ro,gramrneYs (UNDP/GEF-funded project) 
znvrtles to emure the conservahon and susmnable mte,gated management of the brocuversrty and 
natural resources of tne en= Turneffe Islands atoll lncludrng the desrgnahon and ~rnplementahon 
of a protected area strategy, 5) the estabhshment of collaborabve hnks (mcluhng educahonal and 
&ta exchange zgreemens) wrth resonal and mternabonal research and educabonal agenaes 
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THEMATIC SITE ANALY Sf S 

Over the course of the tour, the group held penodlc &scuss~ons to exmne  what had been seen 
and learned Dunng thcse dncuss~ons, the group singled out the aspects of each slte that it felt 
were most sign~ficant and exarmned them m-depth Thls sectlon, whlch is organized by sub~ect 
ares surnmanzes the group's ooservatlons regardng examples of successful programs relevant to 
Jamasca 

REVENUE GENERA TIO N/FINANCIAL, S USTAINABILITY 

Revenue generauon is a major focus for many of the protected areas vlsited on the tour 
face of mcreumgly mficult economc tlmes, many of the PPAs v~slted have developed creauve 
means of iaislng the fun& necessary for sound operations and mantenance and development 

In Flonda, John Pemexanp Coral Reef State Park &splayed the most developed revenue 
EentiaQor stiategy encountered by the group In thls park. the state of Flonda has seermndy * 
exploited every poss~ble avenue for generanng funds The park's revenues far exceed its 
oucge: whch enables the s+&e to use the excess funds to subsldue other, less lucranve 
piotecte? areas 

Ir. Bellze the gioup noted that the Government of B e h  is highly commtted to estabhshng a 
viaole nauonal system of protected areas To that end, it has prov~ded the agencies charged 
with rnana-gng protected =as and thetr NGO partners with the authority to charge entrance 
fees to protectec area and to market goods and servlces such as t-shurs, posten, and ecotours 
Tn: qencnaes and orgaruzanons are empowered to retan the maJony of these funds f o ~  
management purposes and are encouraged to exploit any and all revenue-generation strateges 
as long as they do not cornpromse the aologcal lntegny of the protected areas In adbuon, 
tne GOB has recently estabIished the PACT, a protected areas trust fund whose major source 
of iunmng is aenvea from a pornon of the natlonal q o r t  exlt tax 

John Pennekarn~ Coral Reef State Park 

John Pennekamp IS managed as an efficient business Profit margns arc hlgh and nventle 
generahon goals set and achieved. Tius management strategy, whch exploits every possible 
revenue generatlon angle, has developed over a number of yean due to the need to operate m an 
inciezsingly d~Ecult  economc clmate The state of Flonda, faced wth Issues such as m e  and 
poverty, has forced to decrease support to PPAs In response, the state park system has 
developed management stratepes that help the system to support itself to the greatest extent 
possrble 

Under rhls regmen, certvn parks, such as John Pennekamp, whch are beady vls~ted, have k n  
aeveloped lnto 'ccuh cows", whose capac~ty to cam revenue has been exploited to fhc fullest 
extent These 'kcash cow" parks are ~ n h ~ a l  to the park system because the revenue earned m 
excess of thex budgets supports other, less lucrative parks This strategy has drawn cnticsm from 
many sectors, pnmanly because there IS a perception that John Pennekamp and s d a r  "cash cow" 
parks are not bemg managed to conserve resources, but rather to make money It seems, though 
our host &d not admt it, that the state of Florida has made a conscious decision to allow and even 
promote this in order to support the park system. 
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Th~s  strategy of comprormse or sacrifice seems to be effectwe, because ~t allows Ronda to 
mantan an extensive system that includes many PPAs that are managed smctly for conservauon 
purposes and do not generate revenue However, if the "cash cow" parks deteriorate from overuse 
to the po~nt that they no longer attract a h~gh volume of v~sitors, the &).stern wlIl not be sustarnable 
over the long-term 

The remakable thmg about the revenue generauon methods employed at John Pennekamp is ther 
comprehensiveness Every possible angle has seermngly been exploited Enrrrmce fees, glfi 
shops, snack bars, morkehg/arvmg nammg and lours, and canochyak rental3 generate huge 
s u m  of money for the park system Even the vlsltor center, tnough n IS free (covered by entrance 
fee), has a donatxon box by the door that collects several thousma aollars a year wtuch 1s used to 
upgrade ofice computer equipment 

The most lucrat~ve arrangxnent for the park is a concession that it leucs to a pnvate company that 
runs all acuvlues ~n the park (snorkelhve tramng and tours, canoekayak rsntal, glass-bottom boat 
tours) Under tms arrangement, the concesslonare must pay the park, on a montnly basis, 12 5% 
of ~ t s  gross recelpts or $25,000, whichever IS greater 

John Pennekarnp's creanve, busmess-Ilke approach to park mangement hu pad chvldends Its 
msmenta l ,  "cash con"', role in scppmng the whole park system is a concept that is bemg 
remcated in otner states The issue of management for long-term mvzronmenml sustamabhty of 
~ d h o  Pennekamp, nowever, does not seem to have been addressed suiiciently 

The Government of Belxze and the Forestrv and F~shenes Departments 

Tnese departments, whch are responsible for the management of all temstnal and mame PPAs m 
B e h ,  recently began to collect (and allow ther NO0 agents to collect) entrance fees m 1ts 
PPAs This step was taken because the Government of B e h  (GOB) recogmzed that although n 
uas c o m r m ~  to estabhshng and manqpg  protected area to ronserve b~oaversity and attract 
tourists, n could not subsldxze ther estabhshment and management AUowng entrance fees to be 
charged was a l o ~ ~ c a l  step in helpmg ??As to become self-sufric~ent Other key steps t a k n  by the 
GOB to promote PP4 sus~nablfity mclude allowmg and encouiia-mg its NGO agents to produce 
and market mehanmse (T-shtits, posters, jewelry) and develo~ tounsm programs that genente 
revenuc m support theu efforts, and the estabhshment of the PACT 

The GOB'S support for PPA self-sufficclency rs cnbcal By gvmg the agencles and orgammons 
that manage PPAs the tools they need to smve toward finacid sustanamhty, the government is 
acatmg a wm-wm sttuaQon that 1s cruaal to Behe's economc development. If protected area 
management organmuons can generate suf.ficrent revenue to sustam, develop and market theu 
PPAs as lnterestrng nature tounsm destmanons, mlta$on mcrtases and so, m turn, does econormc 
opportumty and fore~gn exchange 

hchard Bebsle, Chef Forestry Officer, perhaps expressed m t s  win-wm s t m o n  best by saylng 
"he GOB sees rounns ar golden eggs and protected a r a  as golden geese By gzvmg fhe 
caretakers of the geese the took they need to carefir them, zr ensures u steady supply of eggs " 

Protected Areas Conservation Trust (PACT\ 

The PACT'S support to Behe's natlond system of protected areas has not yet begun, but d 1s 
hoped that the PACTS funcimg level wdl be s~gmficant. The Government of B e h ,  by 
estabhshlng the PACT, has demonstrated its senous comrmtment to PPAs The commrtment of a 
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portron of tne arrport exrt tax to the PACT, m partrcular, shows deep natlond support for the 
system 

A key aspect of the P4CT IS the manner m which its success (whch translates Into success of 
PPAs) is directly ued to the tounsm industry The tounsm Industry, though it ~mtraLly resrsted the 
use of exlt tax to support the PACT, finally recogtuzed, dter a len,&y pubIlc consuItatrons 
process, that tne success of the Industry is rndehbly bed to the success of protected areas (and 
Behe's naturd resources m general) and gave ~ t s  approval and suppor~ 

The P.4CT's rzllrance on tounsts entenng and exrtag the country provides an extra rncenuve for all 
PPA management orgamtztions to promote tounsm as a means to generate revenue for the PACT 
In zdhbon beczuse 20% of all entrance fees from PPAs are transferred to the PACT, thls may 
provide an mcenbve for PP4s to increase vlsrtatlon so they can m turn recerve those funas m the 
form of project grants 

Tne PACT may be consicered a symbol of the GOB'S c o m m e n t  to a viaoIe system of protected 
areas A stzp zs bold as azcllcatmg a pomon of exlt tax to the estabhshment and rnanzgement of 
PP4s inarc~tes that tne GOB mIy consrders them to be a legurnate and even mte,pl part of the 
country's economc deveiopment strategy 

Proyramrne for Belrze fPFB\ 

PFB is an aggcsslve, xnnovmve organrzatlon It is cnhcal to note that PFB considers rtself a 
business In that spmt, PFB IS constantly l o o h g  for new ways to market rtself? generate 
revenue, and acczss ~nteaztlonal fundng Revenue generatron and financial sustarnabihty w its 
f ~ s t  pnonry In 1s early stages, PFB has rehed heavlly on rnternatronal donor support 
Recoplung that ccrm?emon for donor fundmg 1s rapldly increasxn,a, PFB 1s developrng programs 
that rt hopes wdl eventuztlj result m 100% financial sustamabhty 

One of Pm's pnmzw nmzgement objectrves is to "produce sufficient cash return from sensible 
uuiizatm of the ['ro~ected] area to pay for la perpetual care " Examples of revenue generanon 
projects that PFB n;is rnsumted to support h s  objectrve rncIude 

PFB ha m mnovahve m g e m e n t  with Wisconsin Electric, a large US uhhtles company 
The US government h2s estabhshed a program called the Carbon Sequestrabon project Under 
b s  project, US fm can acquire po1Tutlon d t s  by setmg aside tracts of forest. W~consm 
Electnc donated USS2 @on to PFB to assrst m the purchase of ackhQonal lands for the 
protected area 
Tounsm accounts foi a hgh  percentage of PFB's Income At La Mrlpa field stabon, the group 
has rusbc but rmpeccabIy-run accommohons for groups and mQv~duals Nature tounsm is 
the mam draw 
Student groups provlde a munstay for PFB PFB hosts groups of students tfrroughout the 
year that attend a bas~c course m tropical ecology Course fees and room and board charges 
provlde PFB wrth a steady stream of Income 
Resewhers not only contribute to the body of knowledge on the ecology of the area, but also 
pay for room and board 
PFB 1s begmn~ng a rmcropropogat~on project. The EU has funded estabhhrnent of a lab m 
whch orchids and other n a v e  and non-natlve ornamental plants wrll be produced for export 
If successful, thls project could generate substanbal revenue for the NGO 
PFB is expenmenhng wrth the susmable use of non-trmber forest products Chcle, or 
natural latex, is harvested and sold for the manufacture of orgmc chewing gum The sabal 



Lessons Learned Study Tour of Parks % Protected Ares  m Ronda & BeIrze 10 

palm, whlch is used extensrvely for thatch-roof houses, is sustatnably harvested irorn the 
protected area and sold on the coast An effort to establish a proDoram of sustnnable mahogany 
harvest 1s undernay All of the profits from these acbvrtles accrue to PFB andlor nelghbonng 
comrnumUes 

1 

Imtlauves such as these wrll eventually allow PFB to operate m a sdf-sufficient manner In the 
meantime, PFB IS contlnuously wnung grant proposals to support the development of more 
revenue generahon rnltlatrves Donor agencles have provided PFB wlth support that, has enabled it 
to develop lnto an effecuve envrronmental management organlzatron By usmg donor funds to 
bulld programs that rncrease rts self-sufriclency, PFB h a  built a reputatlon for effectrveness, 
accountmllrty and creatlvlty, whizn IF turn has enabled ~t to cul~vate even wider nauond and 
mternabond support . 
It 1s rmuorttt to noteththat PE;B aots not. and h~ not ever, denended on the government for . * 

fundrng' S~nce its mcepuon, n has tsnaciously pursued funamg oppoitunlhes and used a majonty 
of funamg reczrved to develop programs thzt support 1t.s goal of self-sufficiency ' h s  heavy 
management emphasis on revenue generatlon, however, IS complemented by a total comrmtment 
(udlke the scenano in John Pennekmm) to the Dreservatlon of the RBCMA's environmental 
integrity Ths comprehensive managemknt focus an susiarnabdq, both fmanclal and ecologcal, 
has forined the cornerstone of PFB's success 

PF3 1s not wrthout 1t.s decactois, however Indlvlduals from other NGOs express that PFB IS 
almost ruthless In ~ t s  dnve for success and is out-competmg other NGOs for fundmg Many m the 
group ieli, however, that th~s aggessrve, competrtrve atutuae w a  posluve It was stated that If 
h s  busmess-hke mmde ha contributed the PFB's obvious success, tnen more NGOs should 
emulate PFB's attitude A tekng statement by Joy Grant, an economcs and flnance specralrst and 
Execu~ve Dmctor of PFB, may explan tne repurnon mat it has earned “This a busmess, and I 
am its CEO Our buslness IS conservrttlon and we do it ktter than myone else " 

Hol Chan Marrne Reserve 

Hol Chan Mmne Reserve's method of collectmg user fees is unusual and effective By only 
dowmg avmg and snor~elmg actrmt~es m a small area of the reserve, park rangers can smply 
moor ther boats m a central locabon and collect fees zs tour boats come in Ths  mnovatrve 
p-ce allows rangers to collect fees and oversee use sunulta~leously All revenue (less the 
percentage that goes to tne PACT), IS placed ur the reserve's mt fund and subsequently used for 
O&M and f a c h e s  development. 
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PROTECTED AREA ESTABLISHMENT 

In both Flonda and Belrze, tour parbclpants were exposed to strateges employed In the 
establrshment of protected areas Interestingly, in both Flonda md Behze, the major thrust of 
the protected area establlshment process IS to elrcit stakeholder Input in the planrung of areas as 
well as m the subsequent drafting of the management plans Ths  "people-centered" focus of 
protected area plannrng has pad drvrdends m both Flonda and BeIrze In that the protected areas 
that encouraged stakeholder partlclpatlon at the p Ianug  stage now enjoy popular support. 

Altnough PPA personnel promoted the partlclpatory plannlng parad~gm, several lndlvlduals 
warned that rt IS rmportant to define process objectrves beforehand In order to avoid stakeholder 
domnauon of the process to the detriment of conservauon obJecuves 

6 

The recently esta~Ilshed KNMS employed an m e n s e  range of strategies m an unprecedented 
effort to ~nvolve stakeholders m the estabhshment of the sanctuary and the drafting of xts 
rnariqxnent plan The public outreachfparhclpatory pianrung process targeted all sectors of 
soclety The process used was remarkable for its comprehensiveness (see the Publzc Outreach 
szcuon) Sanctuary employees, thelr NGO and pnvate sector partners, and volunteers all worked 
together usrng the mela,  workshops, and a host of other methods to build support and awareness 
of the need for the sanctuary The process, whch took SIX years, c u h a t e d  m the drafang of a 
comprehensrve management plan for the sanctuary 

Tne efforts of sanctuary staff and therr partners pad drvldends m that commumty awareness and 
acceptance of the sanctuary 1s much hrgher than when they began Although there are stdl  some 
aetmtors, rt seemed that local res~dents rec0gnxz.e that the sanctuary, successful, wllI contnbute 
to tne conservatron of the area's n a n d  resources and thus yleld long-tern economc benefits for 
Iozal comumhes 

Sanctuary staff mcnbers creht the sanctuary's success to the 1eveI of cornmuruty mvolvement that 
ther pubIrc outrzach efforts have ~nsplred They expressed that SIX years of mtensive effort to 
mvofve people m the process has k n  chfi5cult and even harrowing at tmes They feel, however, 
that slnce commumty support for the sanctuary is so cnbcal to its long-term success, the effort to 
conduct a tmly partrczpatory protected area planmg process has been worth it. 

Crane Polnt Hammock 

Captarn Ed Davldson, Charrman of the FIonda Audubon Soc~ety, cntlcrzed the pmclpatory 
process employed by sanctuary staff  m estabbshg the FKNMS He felt that the SIX-year 
partrclpatory process employed to estabhsh the sanctuary was o~ei ly  long H e  also felt that the 
fmal result of the process, the management plan, was not as resmctrve as tst should have been 
because the process resulted m a number of comprormses He stated that pmclpatory planrung rs 
important to a pomt, but that go& and objectrves should be clearly stated before embarkmg on the 
process HIS man  polnt was that rf an o r g m o n  IS golng to establrsh a protected area, it must 
have a reasonably clear Idea of what Eund of results are wanted and how the pubhc wlfl contnbute 
If not, the stakeholder cornmuruty can begn to nuz the process rather than just contnbutmg to it 
He warned that it is easy to "fall m love wrth the process" and lose sight of cnhcd goals and 
objectives 
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Bellze Forestrv and Fisheries De~artrnents 

Recopmng that the envrronment is a cntlcal economc resource, B e h e  has made the 
establishment of a natlonal system of protected areas a top pnonty Since the Forestry and 
Flshenes Depment s  are responsible for establishng and rnanagng protected areas, the Muustry 
of Natural Resources has mandated that the two departments estabi~sh as  many protected areas as 
they possibly czn They have taken the mandate senously, and to date over 35 protected areas 
have been establ~shed and man) more are proposed for est2blishment 

In many mstances, due to lack of resources, a manasernent plan cannot be drafted for these PPAs 
The GOB feels, however, that the sunple act of declaring 2 protected area gves a c e m n  level of 
legslatwe control and secures the lands from development interests, even though resources may 
not be avada~ie to manage xt 

That the GOB n setnng as~de lands m protected areas so quickly, ever though, at present, they do 
not have the funds or manpower to manage them, is si,onlilca;lt They feel strongly that protected 
areas are playing 2 cntlcal enough role m the county's developmeno to warrant settvlg as~de vast 
tracts of land u quickly as possible Even d they cannot manage them, the lands are safeguarded 
from aevelopment to a cemn extent. 

&chard Btlisle_(Chlef Forestry Officer) stated that although "paper parks" are not Ideal, they are 
much better than no parks at all 

The plannrng and estaslishment of marme PPAs has proven to be more &Ecult than terresmal 
PP4s Terrestrial pvks m Behe have, for the most part, been estabhshed on GOB lands m 
unpopulatzd or sparsely populated areas For thls reason, the GOB ha not had to consult wth 
user groups or other mterests that mght oppose PPAs when estabiishmg terrestrial parks 

Efforts to est&hsh manne PPAs, on the other hand, have encountered some resistance from 
tradmond users, pnmaniy fisnermen Although many Beheans are co,want of the need for and 
benefits of protected mas ,  the F~shenes Department has found it necessary to lnvolve resource 
users, through workshops and other means, m the p l m g  of manne protected areas As 
evidenced by the success of Hol Chan and other manne PPAs, mvolvmg resource users, 
particularly fishexmen, at the plarmng stage has pad  off 

At Hol Chan, for example, many of the fishermen, who before the reserve was estabhhed felt that 
the area was therrs to explolt and resisted the idea, now feel even more ownershrp toward the 
resources The same fishermen who mttally resisted the ~dea of restnctmg certam uses m certam 
areas (most of whom are now tour guides) now actually help to enforce the reguIatlons because 
they recornwe that the resources are key to thelr hvebhoo& T ~ I S  sense of protectwe ownershp 
may not have developed sf these resource usns had not been lnvolved m the protected area 
plannmg process 
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PROTECTED AREAS MANAGEMENT 

The tour provrded participants wrth the opportunrty to examne several dlstxnct PPA management 
styles in  Flor~da, the John Pennekamp Coral Reef State Park provlded the group with an 
excellent exampie of a protected area that is managed pnmanly as a money-malung venture, to 
the purported demment of rts natural resources but also to the gaxn of the protected areas that are 
subsid~zed by its excess revenue In contrast, Programme for Belue places major rnanzgement 
focus on revenue generation, but all revenue generating actxvlties must support the organization's 
overarcmng god of mantunmg the ecologcal mtegnty of the RJO Bravo Conservation and 
Management Area 

BeIlze dso provided examples of functxonal co-management arrangements The Government of 
BeIrze, thro~gn the Forest Department, has a formal agreement wrth the B e h e  Audubon Society 
that delegates management authonty to the NGO A crit~cal component of tnls co-management 

'tam revenue from par~nershlp n u  oeen the GOB'S w~llmgess to allow BAS to generate and r- 
entrmce fees and the maikeung of ?PA-related products and services This has m turn allowed 
B4S to aevelop management partnenhlps wlth local commumnes such as Crooked Tree, who 
can benefir from markeung products and services to vrs~tofi 

John Pennekam~ Cora1 Reef State Park 

As dscussed ln me revenue generatron sectlon above, Pennekamp's management focus 1s heavdy 
slanted tou ard Evenue generatron rather than conservaQon When asked how the park establrshes 
carryrng capaclq thresholds, the park manager s q l y  stated that the number of parkmg spaces 
2varlab1e was ths mam L i m g  factor for the park When asked d the c q m g  capacity of the 
natural resources was taken rnto account, he evaded the quesQon 

Pennekamp is managed io i  rnan.mum economc gatn Although n is clear that economc, not 
ecologlcu consxderatrons are me ,aurdm,a management pnncrples, it seemed to be a conscious M e -  
off between conseivatlon and revenue genermon By generatmg hgh revenues at Pennekamp, the 
Aonda State Park System 1s able to subsrdtze other, less lucrat~ve parks around the state T h ~ s  
"czsh cow" management stiategy has helped the park system mcrease self-sufficiency m the face of 
aecreasrng economc support The long-term sustarnabhty of b s  strategy, however, IS 
questlonable because the reefs, whlch draw vlsiton, are bang degraded by overuse 

The Forestrv Deuartment 

The Forst  Department has delegated management authonty for seven protected areas to the B e b e  
Audubon Society (BAS) Through t h ~ ~  agreement., the Forest Department has been able to ensure 
ther effective management 'Terms of Agreement", s p e d  by the Forestry D e p m e n t  and BAS, 
ou the  the roles and responsrbditles of each o r e o n  and gves the Forestry Department the 
authonty to revoke BAS'S management authonty fi it docs not fulfill its responsib&~es 

Key aspects of the Terms of Agreement stlpdate that. 

the GOB and BAS will jo~ntly develop management plans for protected areas, 
the government wrll provrde asststance to BAS such as tax cxemphons on equpment, 
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r the government authonzes BAS to collect entrance fees and market products and sewices m 
order to mse the revenue necessary to manage and develop the areas, 
BAS and the F ~ r e s t  Cepartment shall jointly manage the areas for a penod of twenty-five 
years, with an opbon for renewal after explratron of the penod 

The GOB's co-management arrangements with the B e h e  Audubon Soc~ety (BAS) have k n  
successful kchard Befisle stated that w~thout help from BAS, the level of management that has 
been atraxned in the jomntly-managed PPAs would not have been possmale BAS has Milled its 
duhes w~th very httle support from the government Through giants from internatxonal donors, 
entrance fees, and merchandismg, BAS has been able to gene ra  a level of revenue sufficient to 
manage the PPAs that ~t has been delegated 

Cntrcal to the success of thms co-management amngement h a  been the mutual support between the 
GOB and BAS The GOB, r e c o ~ m n g  that If BAS is to manage PPAs effectwely, lt must have 
the tools to generate the necessary resources As drscussea m the revenue generatzon secuon 
above, the GOB's cornmtment to sharmg management autiionty with NGOs IS evidenced by the 
support and encouragement n na provided to rts NGO paiiers m h e r  development of revenue 
generation p r o e m  

Promamme for Bel~ze (PFBI 

PFE3's management regme 1s prea~czited on the "need to balance the Interests of conservation of a 
sIte of suostantral envuonrnental irnAm~mc:: wlth those of f ~ d  and nahonal soclo-economc 
development" Th has resulted m the aevelopment of management strateges that stnve to 
develop programs that are "sustamble m the long term and &hver economc return, but are 
compatrble wlth conservaaon of the d m i  hentage, b~ocuversity and envmnmentd values of the 
areawl PFB has developed ,paehes for economc development m the R B W  These 
guidelines aIlow for what PFEI calls an "adapt~ve managemtnt" ~ y p t  whch promotes 
development of economc actrvlues that are 'based on retentron of natural habitat, so conserving its 
environmental values while aIlowrng for economc return " PFB 11uhates new actlvxbes on a ''pilot 
phase" bass, and projects are momtored carefully to tnsure that they do not adversely affect the 
envlronrnent. 

The RBCMA's management objectives are 

Preservatron of the natural henbge and biologcal cuverslty of Beuze, 
Produc~on of sufficient cash return from sensible u h h o n  of the area to pay for ~ t s  perpetual 
c=, 
Pimapatron m the proper econormc development of the Greater Fho Bravo Area, mclubg 
surrounchg populanon centers, to further the mona l  economc mterest. 

PFB's outlook on protected areas management ~s Important because the o r g m o n  has taken 
lessons from other PPAs m developlng countries that are not kancldly sustaxnable From the 
outset, PFB has made financ~al sustamabhty its fughest pnonty In stnvlllg for that goal, PFB 1s 
developlng programs that can be replrcated by other PPA management orgawabons 

However, it n rmportant to note that revenue generabon 1s only one component of PFB's 
comprehens~ve, rntegrated management regmen for the RBCMA Although the RBCMA's 
management plan has many components (revenue generaon, commrnty outreach, etc ), it IS 

1 * RIO Bravo Conservauon and Management Area Management Plan 
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hrghiy mtepted In that each component complements and supports the others Hence, though 
each component of the plan proposes specrfic objectlves to be acheved over the Ilfe of the plan, all 
of those objectrves uItimate1y support the overarchng objectlves listed above 

Crooked Tree Wrldllfe Sanctuarv 

Crooked Tree was the only protected area vlsrted that was managed by the local cornrnunlty In 
th~s protected area the communlty of Crooked Tree works m partnershrp wrth the Behe  Audubon 
Society (BAS nzs been aelegated managemea authonty for the sanct~ary by tne GOB) to preserve 
tne nch wetiand habrtat that IS host to a ,great number of blrd, reptxle and mammal specles Smce 
rts establlshment m 1984, the communlty has manzged the sanctuary to ~ t s  econormc benefit 

Manasemen of the sanctum 1s not rntenslve In fact, as~de from the ranger statlon where a ranger 
collects entrance fees, there seemed to be no formal management structure at all and regulauons are 
not smctlj enforcea Representat~ves of the Village Counc~l explaned that the naturd resources, 
whlch a m t  ever-mcreasmg numbers of vlsrtors, are not threatened by the current level of use 
They are, however, acutely aware that many other areas u? the regron w~th comparable n a r d  
resources have k e n  rulned by over-exploitauon They expressed that although pxsent 
management practxces seemed to be low-rnput, the gurdng pnncrple IS that any present and future 
development of the resources must provrde long-term benefits to the communrty 
c.n 
I ney stated that present uses, such as conductmg blrd-watchmg tours, have been good for the local 
economy and nave supported a smdl hoteVrestaurant trade They stressed that the reason that these 
uses have been good for the cornmumty 1s that they are low-mput, commumty-based ventures 
The future management of the area, they felt, must promote locally-based ventures, and stnve to 
avold the prohferatron of forergn-owned hotels and bus~nesses BAS supports thu plan It IS 
parucularly slgIfrcant th2t tne Crooked Tree Village Counc~l has red pollttcd power Although 
me Counc~l 1s the lowest rung of government, rt IS the authonty that ulhmatcly controls local 
development has the autnonty to approve or deny any apphcmon for development and can thus 
,wae development to s u ~ t  local needs 

Management prachces m Crooked Tree focus on ensunng the well-berng, econormc and otherwise, 
of the comrnumty The VlIIage CounclI understands how uncontroIled development can have 
negzQve soclal and economc mpacts on local comrnumtxes and IS commned to avolhng it 
Regararng the management of natural resources, Crooked TreefBAS understands that continued 
sustarnmle econormc development depends on ther health and therefore WIU ensure thezr 
sustarnable use 
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ENFORCEMENT 

In Ronda, the group was exposed to stnct envrronrnental enforcement practxes that provlded 
stlff penalties for infractrons It was noted that the threat of heavy fines andor rmpnsonment 
for breacnes acted as a powerful deterrent to unlawful conduct Tius was m dxrect contrast to 
common enforcement pracuces m Jamaca, where violators of envrronmental legslauon are 
often glven a fine or other punishment that rs of little consequence m cornpanson t9 the potentral 
economc benefit of the unlawful behavior - 

h BeIrze, at both Crooked Tree and Hol Chan, parbclpants notea that the local resourc, users 
play an ~mportant role in the enforcement process Lxal resource users, ncoPgmng that thelr 
econormc well-bemg IS dependent on the heaIth of the resource base, tend to seknforce 
regulations m order to rnamtcvn its quabty 

w 

john Pennekarn~ Coral Reef State Park 

The State of Ronda's enwomental legslatron gives lt broad powers to address breaches m a 
stnct manner The State levxes substanhal fines for breaches ancl has the power (whch lt uses) to 
condemn and codiscate structures that are not m compbance with wetlands and other 
envuonmental regulabons T ~ I S  real threat of legal acuon m response to enwonmental breaches 
serves as an effectlve deterrent to Illegal actlvlty 

P cnvlronmental legslabon govenung the use of natural resources can only be effechve If the 
consequences for violatlng the law outwergh the benefit from the v~olatron Several mdxvlduaIs 
clted caes m J'-ca that provlded examples of enforcement rendered lneffectrve by weak fines 
One cast, xn Montego Bay, rnvolved a fsherman who speared and krlltd two hawksbdl autles 
The value of the turtle's shells was estrmztted at J$20,000 When tne fisherman was anested and 
brought before the court, he was fined f$500 and relesta  In adauon, the judge ordered tfiat ks 
spemrlishng equipment be returned If the penalty for a violahon such as ttus IS a f m o n  of the 
benefit the noiator wd1 recerve li he xs not caught, thc m a i  of pushment IS not a aeterrent. 

The Forestsv De~artment 

The Forestry Department, dong wxth other agencres witn envrronmental enforcement 
respons~bilines, hzs recently uutrated an effort to adopt an xntegrated nabond approach to 
enforcement. The goal, to coor&nate achvltres wth Department of the Enmoment, the Fshenes 
Depamnent, and other agencies, should mcrease efficiency and elrrmnate duplxcatron of effort. 

Countries such as B e b  and Jamarca, whose enforcement budgets are d, must look for 
more efficient ways to enforce envlronmentd regdations h t e p d  enforcement StrategeS can 
help stretch enforcement dollars 

Crooked Tree Wildllfe Sanctuarv 

As mentxoned above, the Crooked Tree cornmumty (with BAS) does not enforce sanctuary 
regulabons However, a sort of unwritten "code of conduct" seems to be m opemon (whenm 
commwty members are c o p a n t  of the h k  between local enwonmental and economc health) 
that ensures that the natural resources (and hence the econormc benefits) are not degraded Tius 
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lund of mutuaI recognition of the Ilnk between natural resources and economc opportunity has, to 
date, formed a balance between explolmon and conservation 

Hol Chan Manne Reserve 

Enforcement in Hol Chan is camed out by a ranger in a boat that 1s staboned at the reserve's &ve 
srte 20 hours a day Enforcement dut~es are virtudly non-exlstent, however Thls 1s due manly to 
cwo factors One, Hol Chan, although it covers a five square rmle area, h t s  dlvelsnorkel 
acnv~bes to a very small area that can be easily patrolled from a statlonary boat uslng brnoculars 
From therr vantase pomt, rangers can also detect vessels throughout the reserve boundanes The 
full-trme nresence of rancers m this area also acts as a deterrent to any Illegal actrv~tles Two, the 
lour operirors help to scz-enforce reserve reguiatlons The tour operators that bnng their cllents to 
Eol Chm ao so because the coral reefs are healthy and teermng w~th fish Slnce a majonty of the 
operators were once fishermen, they understand the delicate nature of reefs and are well aware that 
their uvelrnood depends on the health of the reef ecosystem Hence, rf tour operators notrce 
acuvlaes tnar could negatively mpact the reefs, they are qurck to report it or confront the offender 
They are dso ca~,fuI to lmprcss upon therr chents the Importance of proper dive/snorkel 
techmques 

At Hol Cnan, as m Crooked Tree, Iocd resource users contribute to the sound management of 
namia! resources Th~s   deal sltuatlon IS pnmanly due to the dvect (reco,przed) hk between 
envrronmental health md economc opportunrty Recog~zmg that thls scenano IS cnncal to the 
long-term success of protected areas, local env~ronrnental management personnel stnve to 
strengthen awareness of the economc mportance of natural resources as well as create 
opportun~tles to susmnabIy exploit those resources Awareness-msmg actrvlhes also target 
penpherai kneficranes such as hotel and restaurant operators and craft vendors Although 
awareness-=sing actxvmes such as h s  would not be considered "enforcement" m the tmh~onal  
sense, m Be& ~t seems tnat enforcement personnel beheve thzt If they can provlde economc 
~ncenhves to conserve resources, resource users W I ~  mew regUlatI0IE as PrOteCtIVe not only of the 
resource but also of tfl~y~: hvellfioods 
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PARTNERSHIPS 

In Flonda, conservation partnershrps between government agencxes and NGOs have proven to 
be an effectrve way of leveragmg resources and rncreasrng overall protected area managemen; 
capaclty NOAA, the federal agency charged wrth the management of the Flonda Keys 
Nabonal Manne Sanctuary, has formal and xnfomal partnerstup agreements wrth state 
government agencres and many local, regional, and nabonal envrronmental NGOs Under 
these partnerships, the state agencres and NGOs perform dutles rangmg from publrc outreach 
and educabon to water quality monrtonng 

FIorlda Kevs National Marme Sanctuarv (FKNMS1 

To successfully ~mplement the sanctuary, partnershrps have k e n  forned between federal, state, 
and locaI government agtncles, non-governmental organrzatlons, rzsearch rnsututes, and pnvate 
sector groups By promotmg the concept of "stewardshrp", thrs coahtlon of pubilc a d  pnv* 
sector organlzatrons has bu~lt wrde pubhc support for the sanctuwj Tne partnershps have 
focused on cooranatlng acuvrnes to mamme effectiveness and rimxme duphcabon of effort 
All of tne fol3owrng organmuons and agencles cooidaate actlvrues md cooperate to some degree 
Some of the key players and therr roles mclude 

Nafzonal Oceanrc and Atmospheric Admznrstrafzon (NOAA) IS the federal agency 
wrth management responsr~~lrty for Nmonal Manne Sanctuaries througkout the US In the 
FKNMS, N O M  has full-trme staff at regonal offices m the upper and lower Keys, and at the 
sanctuary headquarters in Maratnon, FL NOAA has estabhshed parmershps and coopemve 
a-reernents wrth State of Fionda Department of Envlronrnentaf Protectron and several NGOs to 
accomphsh management, educatron, and enforcement objectrves 
Tire Nafure Conservancy (TNC) IS workrng wxth federal and state agencies to promote 
pubIrc understandmg and mvolvement 111 the sanctuary TNC's M m e  Stewardshp Program, 
whch 1s managed jorntly by tne Natronal Mame Sanctuary a d  The Nature Conservancy, IS 
supported by over 400 local and resonal volunteers and sponsors a vanety of xbvrties 
mclucfing a conch restormon project, coral reef momtonng projects, c o d  reef educatlon, and 
water quahty morutonng projects Volunteers also p m c r p a ~  m enwonmental educatlon 
programs wlth local schools Tfus program, as ~t capxtahes on the goodwrll of volunteers, has 
been cost-effectxvt, has enjoyed a high degree of success and is an excellent example of 
government-NGO partnershrps workng to accomphh ambmous objecaves on resmcted 
budgets 
The Center for Manne Consentatrun (CMC) focuses on scxence-based advocacy m e  
group's efforts mcluae lobbyrng the government at the local, state and federal levels to promote 
the conservatxon of costal and manne ecosystems as well as grass-roots o r g m n g  of 
actxxtles such as the Internmonal Coastal Clean up Although they work m partnershp wth 
government agencxes on such efforts as estabhshmg educatxonal vlsrtor centers, the CMC 
prefers to h t  government partnerdups that mght compromse thelr abhty to effectwely lobby 
the government Grass-roots actlvlttes conducted by CMC lnclude workmg wth local 
populatxons to reduce storrnwater run-off as well as addressxng xssues such as Inadequate 
hous~ng and sewage d~sposal 
Team Ocean is a volunteer-based o r g w o n  whch promotes responsxble use of manne 
resources by vrsxtrng popular reef areas, by boat, to drstnbute educaQonal matenals on issues 
such as water quafity, coral reef ecology, and ecologically sound boatrng practices Volunteers 
range from local juruor and hgh school students to retrees They also work with local &ve 
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shops to promote programs such as "Adopt a Reef' as well as support scientr.fic research m the 
area 
Florrda Bay Watch is a volunteer-based organlzauon simlar to Team Ocean The group, 
whrch was formed by local fishermen and other resource-users to address the rncreasmg 
problems caused by algae blooms, momtors water quaIrty and promotes the reduchon of land- 
based pollution from sewage and other run-off Over 200 volunteers take water samples, 
d~stnbutt educatrona.1 infornabon, and drssermnate the results of therr research to the publlc 
Coral Watch 1s an NGO that uses volunteers to monrtor c o d  health around the Keys The 
group works wlth federal, state and pnvate scientists to support coral reef research 

* Reef Rehef IS an NGO that promotes the sound use of coral reef ecosystems One of Reef 
Rellef s man actlvrties has been the lnstaIlatlon of moonng buoys In heavlly vrsited reef areas 
Other actlvltles rnciude rnonitonng reef health and the production and d~ssermnatlon of 
educauonal lnformauon 
The Flonda Manne Research Instztrife conducts research on the effects of ~ o l i u ~ o n  and 
ilshlng on pouulauons of comrnerc~ally Important specles of finfish, conch and lobster They 
opcrate a p~ldt conch reproaucuon facrlity The lnsurute supports Sanctuary efforts to momtor 
species populatrons and other lndlcators 

Thls example of a federal government agency (NOM)  worhng towards one goal In coIlabombon 
wlth a host of both governmental and non-governmental organlzatlons was msprratlona! When 
broken down lnto numbers, one finds that wrthrn h s  coalibon of partner organmtIons there are 
thousands of people workmg to acheve one god a successful protected area T h ~ s  type of 
colla~orauve aedcauon IS unfortunately rare m the world, but it has proven to be an effective 
strategy for the FKNMS and shows what can be accomphhed when peopIe and orgammons 
work together toward a common goal 

Crooked Tree W~ldlife Sanctuarv 

The Eeke  Audubon Soz~ety's partnerstup with the commumty of Crooked Tree seems to be a 
successful one Although the Forestry Department delegated management authority to BAS, the 
commumty hzs barcallj taken over management dutres Rangers and managers are hued from the 
commumty, and the V~llage CounciI has the find word on all development acbvltles talung place m 
the area Smce, for econormc reasons, it is important for the commumty to mantam the qualrty of 
the area's n d  resources, BAS does not have to expend much effort m e n m g  that the 
resources are manased properly T h ~ s  is a naturaT partnershp that has proven effemve over a 
number of years wrth few problems 
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PUBLIC OUTREACH/PUBLIC CONSULTATION 

John Pennekam~ Coral Reef State Park 

"public outreach" is a broad LOPIC drea that includes educaaon, protected area promobon, and 
pmcipatory planning In Flonda, conservation organlzatlons have taken outreach to a level of 
sopbtlcahon that can almost be considered sclenbfic O r g m o n s  worhng with the Flonda 
Keys Nat~onal Manne Sanctuq, In the~r effort to lnvolve the general pubhc m the estabhhment 
and management of the protected area, have employed a &verse array of meda and outreach 
methodologies, from slmpie newsletters, to complex mternet webpages, to pubhc meetmgs 
These actrvltles, wh~ch have promoted the sanctuary as key to the long-term envuonmental and 
economc health of the Flonda Keys region, have been cnucal in the development of broad- 
based, multl-sector support for the protected area Srrmlar outreach programs have been 
undertaken m Bellze, w h e ~  ~t h s  also been ~mportant to draw hnks between envmnmental and 
economc health 

Cn~cal to the success of these outreach pro,.;rams (m both H o n k  and Behe) have been the 
personnel employed to implement them In both Flonda and Belize, natura.1 resources 
management organxzabons have recogrued that one of the keys to protected area success 1s to 
develop "people centered" pro_erams that involve cornmurubes m the pIannmg and management 
of these areas that are sb Important to ther long-term well-being To this end, these 
organrzatlons have sought employees who have excellent "people skills" such as soc1010,olsts 
and publ~c r e l ~ o n s  specialists 

. 

The Park has used several effectwe metnods to promate itself and to accomphsh conservmon 
objectives 

I 

It has mutually beneficial arrangements w~th private sector enbhes One such arrangement, wth 
a major soft dnnk manufacturer, gves the company exdusrve nghts to market thelr product m 
the Park In exchange, the company has panted a John fennekamp Coral Reef State Park 
scene on the side of several trucks that distribute soft dmks m Flonda 
The concessionam markets the Park as a umque recreational desnnatlon Although tlm IS a 
stncdy self-servmg activity, the park ~tself does not have to spend tune and money on 
advemsmg but they still benefit hnanclaIly from mcreased wrtauon 
The me&2 IS used to sensittze the general p u ~ h c  on conservmon lssues and happenmgs at the 
Park 
The Dlrector of the state park system spends considerable m e  on promotional and lobbysng 
actmtles m order to build support and awareness m all levels of government as well as the 
pnvate sector 
John Pennekarnp has undertaken studes showlng W many vlsitors to Key Largo come 
specifically to vls~t the park Many of the 1 2 d o n  people that pass through the parks gates 
also patroue local restaurants, stay In local hotels, and generally contribute to the health of the 
local economy 

By promoting Itself as an ~mportant part of both the local economy and environment, Permelcamp 
has drawn support from all sectors of soclety T h ~ s  1s a cntlcal strategy gven today's econormc 
c h t e  In most countnes, conservmon of lands and waters for consemabon*~ sake cannot be 
j~~tlfied when econormc need IS creatlng pressure on the natural resource base To gaxn mula- 
sector support for protected areas, thex tconomc worth must be demonstrated. The stubes 



2 1 Lessons Learned Study Tour of Parks & Protected Areas in Ronda & Behe 

Pennekamp has undertaken, whrch demonstrate yeariy park visitor contnbutlon of rrdbons of 
dollars to the local economy, have convinced many people of the park's value and fostered wide- 
reach~ng support By usrng the medla, promotronal and lobbying actlviQes, and other strateges to 
rase publ~c awareness of the benefits that accrue from the park's presence (dlrecdy hnkrng 
economc benefits to the protected area), Pennekamp has bu~lt a strong constrtuency throughout the 
state of Flonaa 

Florida Kevs Nat~onal Marlne Sanctuarv (FKNMSI 

The FKWS has employed an mnnovauve outreach process to bulld pubhc support for the 
sanctuary and garner stakeholder Input in the draftrng of the sanctuary management plan An 
advlsory council, compnsed of representatrves of all sectors of local soclety, played a key role m 
ensunng that all stakeholder ~nterests were consrdered m the process of estabhshmg the sanctuary 
and drdung of the protected area management plan The parhclpaon of the advlsory board, 
coupled with a I o ~ g  senes of pubhc meetmgs, helped to resolve many major Issues and promote 
comrnunrry ownershrp and support of the protected area. A pubhc consulmon process of ttus 
scope was unprecedented m the hlstory of manne sanctuaries m the U S Over the course of the 
process, thousands of lndrvlduals and orgamzatlons contributed and commented on the plan, and 
altnough some Issues were debated mtensely, many solut~ons and comprormses were reached that 
shaped tqe management plan Into ~ts  present form 

The State of Flu& Department of Envzronmental Protecfion (DEP), has k e n  
instrumental m buildrng publlc debate and support for the Sanctuary through a comphehensrve 
pubirc outreach c a m p a p  Speclfic acavltles have Included 

-a weekly newspaper column and arucles, 
-rzdio PSAs, talk shows, and news, 
-teievlslon programs, commercials, PSAs, talk shows, and news, 
-advemsement and artzcles m fishmg, dxvmg and tourism magaunes, 
-acme mvolvement m the local chamber of commerce, 
-networlung and marketmg, 
-brocnures and uosters. 
eaucatlonal si&s strat&cally placed at boat ramps and other heavlly used areas, 
-sponsorship of Team Ocean, a ,pup that dstnbuts educmonal mformatron on the 
water, 

-sponsorshrp of environmental educmon grants for teachers, 
a temet  homepage, 
- u h b b o n  of volunteers to ds semate  m f o m o n ,  
-pmclpatlon tn cornmurllty events, 
-mnforma~on expos 

These strateges have proven successful Parblcularly effectwe have been the worlung rela~onshrps 
that DEP staff has established with members of all sectors of the medn mcluhng local, regonal 
and nahonal newspapers, television and ra&o smons and magawnes When an issue m e s ,  new 
developments need &ssemnatIon, or there is a need to remforce pubhc awareness, DEP staff 
slmply call thelr medla contacts and ask them for a favor DEP staff also stressed that ther 
involvement III cornrnunlty actwhes outside of work helped to r u e  therr vlsibfity and level of 
support considerably 

The FKNMS staff were unusual m that they had obviously been hmd for thelr "people skdls" 
rather than sclence or management. Theu slulls, a combmabon between soc~al work and pubhc 
relahons, seemed Ideal for the type of pubhc consulmon work that they were dolng 
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FKNMS staff and partner organrzations are absoluteIy dehcated to ensunng that the general pubhc 
is aware and rnvolved in the plann~ng and management of the sanctuary Through the exhaustme 
rmplementatlon of the methods and strategies o u h e d  above, they have lnvoIved thousar,ds of 
rndlviduds and groups md bullt strong mulh-sector support for the prstected area 

Proararnme for Belize (PFB) 

One of P m ' s  pnmary management objecuves is to pmlclpate m the sustanable economc 
development of the RIO Bravo area Th~s  has translated mto several programs amed at msmg 
envrronrnental awareness and creatmg economc opportunity foi local comrnuniues Programs 
include' 

facllrtatxng the establishment of cornmumty groups mcluhng 
Grouu, Yocoxtic Dance Group, San Laze Women's Group, 
Paul's Craft Group, Lemonal Communrry Group, k m o n d  
Producers of Isabella Bank and Ranch Dolores Women's Group, 

Au,oust Pme Rrdge Crafts 
Tnmdad Crafts Group, St 

Beekeepers, Country-Can 

group t r a m g  and development covenng a range of skills and topics from organumondl skills 
(e g mcroentrepreneursrup, commumty banxmg) to tecmcal slulls rciahng to a parhcutar 
cornmumty mtiauve (pottery makmg, hand~crafts and sewmg, cultural dances, sustmable 
agriculture and Inestock, ~eekecplng, commwty-based ecotounsm, and producuon of 
preserves ), 
mfrastructure to support small mdustry and ecotounsm mclumg the construcuon of a 
handrcrafts center m August Prne hdge, cerarmc sheds m Au3wt Pine kdge, road signage 
and a facrhty for makzng preserves by the County-Can Producers of Ismella Bank, 
educatlonai vis~ts, ecology field tnps, and teachers workshops with schools II~ the target 
v~uages and to a lesser extent throughout the naon,  
acqulslnon of eaucanonal matends and ep~pmcnt  for use m presenmons and as reference 
matenals, 
productxon and mssermnatlon of documentary and pubhc relations matenals such as short vxdeo 
stones, public semce announcements, press releases, brochms and i fo rma~on  packets 

PF8's comrnumty outreach/educa~on pr0,gan-s have helped to promote better relat~ons and 
channels of commucauon with ntighbomg commumQes Tius type of "people centered'' 
outreach strategy IS seen zs cntlcal to the long-ten viabkty of the RBCMA Much hke m other 
protected areis vlslted, PFB is Wcated  to M m g  conservation with economc gan PFB's 
cornmuty outreach pro,gram are deslgned not only to help local c o m ~ ~ ~ t l e s  understand that 
protected areas can provide economc benefits, but also to help create ecoilomc opportumhes for 
them 

2 * Ro Bravo Conservatton and Management Area Management Plan 
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ALTERNATIVE INCOME GENERATION 
1 I 
In both Ronaa and Bel~ze, tt was noted that the protected areas that enjoy the hghest degree 
of popular support are those that prov~de economc benefit to local communiues Behe, m 
pmcular, as ~ t s  economy IS relauvely undeveloped, must clearly demonstrate the econormc 
value of protected areas d they are to be accepted by the rural poor who someumes see 
protected areas as a waste of good farmland 

In BaIlze, envrronmental management orgmzatlons such as P r o , m e  for Belve and the 
Belm Audubon Society reake that the only way that a protected area will have success In a 
developmp country such as Behze is if local commumQes enjoy obvlous econormc benefits 
from it As s result, these orgarmauons see the development of altematlve Income generating 
oppomnmes as a cnucd component of the~r pubhc outreach p r o e m  (see "Pubhc Outreach" 

Prooramme for BeIlze IPFBI 

As c~scussed above, one of PFB's pnmary management objectives is to contnbute to the economc 
development of the Rio Bravo m a  Indeed, the man thrust of its communty outreach p r o e m  1s 
to help promote susmnable economc oppomues  for local commuruues whlle msmng awareness 
of the importance of conscrvauon T h ~ s  svategy is effecuve because it bu~lds support for the 
protecteci area wh~le n helps local commumtles m e  thelr standard of hving 

Crooked Tree WiIdlrfe Sanctuarv 

Tne comrnumry of Crooked Tree has recelved sigrufcant econormc benefit by developing and 
offenns servlccs to vlsitors 'l3.1~ has been cmcal to the success of the protected area because 
many local reslaents now value the natural resources, pmcularly the wlldlfie, as central to &ex 
econorrJi well-bemg As was noted m other protected areas, when k c t  and obvious h ~ k s  
between natural resources and economc benefits are aeveloped, locaI commwtles generally 
respond by suppomng conservation acuvihes 

In 1984, the year a was estabhshed, the sanctuary had no hotels, had only one boat adequate for 
glving tours, and only rece~ved 26 vislton Today, there are five commumty-run hotels, several 
bed & breakFasts and many boats that cater to the 4QOO-k tounsts who nslt each year The number 
of tounsts is steadrly mcreasmg 

The Village Councll is also mterested m developtng other ststamable econormc acbvltles such as 
the producuon and sale of crafts and cashew products They have estabhhed an annual "cashew 
festnd" to celebrate and market the area's number one agncdtural product. There are also pIans to 
bulld a boardwalk through the wetlands to a nearby Mayan archaeologcal srte 

The Councd, though it n achvely prornotmg the development of sustanable, natural resource- 
based mcome-generatmg acuvlhes, c~ted a Peace Corps-supported craft project that faded as hamg 
been an important learmng experience for the commrnty A group of women had ~ c n v e d  
tmmnp m craft producnon but not m rnarketmg The project faded. They now r e c o w  that the 
lack of rnarkeung t r a ~ ~ n g  was the root of the fadure They stressed that, part~cularly at the 
commumty level, it is not enough h o w  how to make a product, one must also h o w  how to sell 
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Crooked Tree provided yet another example of the benefits that accrue from forgmg a dmct h k  
between the mtegnty of the natural resource base and economc development 

Hol Chan Marme Reserve 

Hol Chan provlded yet another example of a protected area whose success was ned to the 
economc benefits that accrued to locd user groups Although local fishermen rrutdly reslsted the 
idea of a protected area, the Flshenes Department, through education and timing programs, 
offered fishermen the tools they needed to exploit the e x p a n b g  d~velsnorkehn,a market. As 
demand for hvdsnorkel tours mcreased, m y  fishemen abandoned fish~ng and learned how to 
conduct safe, responsible tours They are now eamng many tlmes what they earned as fishermen 
As in Crooked Tree, Hol Chan's users now see the reserve zs tend to ther hvehhood and stnve 
to preserve lt 

Tourists that come to v s ~ t  Hol Chan also support a thnvlng hotel, restaurant and craft shop 
~ndustry Th~s has broadened support for the reserve among these m m c t  beneficlanes As a 
result of the obvrous econormc oenefits that have accrued from the reserve, the neighbomg d a g e  
of Cay Caulker 1s trying to establrsh ~ t s  own m e  protected area 
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NATURE TOURISM 

John Pennekamp Cord Reef State Park 1s one of the most popular "nature tounsm" 
destrnauons on the East Coast of the US, attractrng over one d h o n  vrsltors a year In the US, 
vrsits to publlc natural areas IS lncreaslng Protected areas such as Pennekamp are under great 
pressure to accommodate the rncreased demand Paks  such as Pennekamp, however, wh~ch 
have revenue generanon pro,.;rams m place, are makrng nul11ons of dollars catenng to this 
trend 

In Bellze, many organrzatlons and m&vlduals, both pubhc and pnvate sector, see 
envronmentally responsible nature tounsm as central to the economc development of the 
county Many Beheans feel the tounsm development sh-ateges that have been Implemented 
In other Canobean natlons, w~th thelr emphasls on sun and sand, are not appropnate for 
Bellze It was noted that tounst attlmdes are changng, and many of the "hlgh end" tounsts are 
looiung for an hgh-quallty tounsm expenence that 1s an "adventure", or out of the ordnary 
Belrze IS comrmtted to a,mactmg tne "actlve tounst" who would rather hrke through the jungle 
or snorkel a coral reef than slt on the beach Judgmg by the success of many of Belrze's nature 
tounsm programs (tounsm IS the fastest-growmg sector m Behe), there IS a ,mat potentld for 
.rowth rn b s  area By preserving Its pnme nanrrat resources III protected areas, B e h  feels z 
that ~t IS rnvesung m ~ t s  economc future 

Prooramme For Bellze IPFBI 

PF3 defines nsttxre tounsrn, or "ecotounsm", as "low-impact tounsm, based on appreciation of the 
envrronrnent and wnere a consc~ous effort is made to re-mvest an adequate poruon of revenues m 
conservation of the resource on whch ~t 1s based " PFB staff enphas~zed ths  defmtlon because 
many other so-called ecotounsm programs use natural semngs such as protected areas for ther 
tours wrthout contnbutlng su~stantlally to the conservahon of those resources 

PFB ha made nature tounsm a central pillar of its cconormc development program PFB sees 
nature tounsm as havrng the potenha1 to generate a substanha1 amount of rncome whde provlhg 
opporturuues for natural hstory and cultural education and mterpremon 

PFB presently o p e m s  La Milpa Field Statlon wbch consists of cabanas, a dormrtory, a food 
serwce fac&ty, a mmtenance shelter, two staff residences, and a gazebo All structures and 
f adhes  mcorporate the most enwonmentally sensitwe and resource efic~ent matenals, 
technrques, technologes and operatzng standards poss~ble 3 

Spxrfic examples of environmentally sound facIfihes rnclude 
structures are bullt uslng lesser-known construcnon tunbers, 
solar power - currently supported by a desel generator, PFB plans to b d d  a wrndrmll to 
decrease dependency on hesel, 
domtory facil~nes use compostlng todets, 

W e  at La hhlpa, v~sltors can choose from a vanety of eduaonal  nature walks and tours of a 
nearby Mayan archaeologrcd site 

3 * Rlo Bravo Conservation and Management Area Management Plan 
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PFB sees nature tounsm as a cnttcal component m the overall management of the RBCMA for 
several reasons 

It can provlde a sg4cant source of Income for the protected area and sa is a key component 
of thelr revenue generation strategy 
It can provxde a substanttal source of alternatwe income for surroundmg commumtles 
The educabonal focus of the tours supports PFB's enwonmental educabon objec~ves 

Thls hohs~c approach to nature tounsm u manrfested m PFB's de&cabon to truly mntegrated, 
susmnable development Each component of PFB's management strategy, m ths  case name 
tounsm, complements and supports other components such as educatton and outreach and revenue 
generabon 

The &tlonal vrew of ecotounsm, at best, 1s that ~t should not adversely ~mpact the resources a 
uses It is noteworthy that PFB's defimbon of nature tounsm-differs from thz norm m that a 
necessitates a financial c o m m e n t  to the long-term conservatton of the resources used. 
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INTERPRETATION 

Many of Ronda's PPAs have developed envvonrnental lnterpretauon programs that are 
designed to help vlsltors better understand the natural envronment. Two of the protected areas 
that the goup vrs~ted m Flonda had vlsitors centers that had well-developed Interpretahon 
programs These programs serve to both promote the protected areas and educate vlsltors on 
the unportmce of healthy ecosystems 

John Pennekamu Coral Reef State Park 

John Pennekmp's Interpretwe d~splays were smple yet effective By using a comb~natron of 
aquanums and mnfonna~onal posters, park staff has created &splays that are both attractsve and 
rnfomanve The aquanums, whch housed typical reef communrbes, were complemented by the 
rnrbrmat~ond posters whlch, by explarmng mdxvidud specres and thelr role m the greater 
ecosystem gave the vlsltor a comprenenslve lesson m the dynamcs of coastal ecosystems In 
aadrtlon, the park offered hourly talks andfor video presentatrons on the park's purpose and the 
lmuortance of coral reef ecosystems Thls program seemed to be an effemve way of onentmg 
vrsrtors and preparing them for subsequent actlvltxes at the park Th~s combrnatxon of aqumums, 
srm~le mfomauon, and informatlond presentatxons as an educatxond tool IS eEectrve because ~t 
captures and holds a visitor's mterest. 

Crane Pomt Hammock 

Crane Polnt Hammock provlded two extraorchary examples of hghly effmve enwonmental 
mterpretatron One, the museum/zoo, was f a s c m g  and educauonal Although the dtsplays 
represen+mg 104 natural and cultural hstory were excelent, ~t was thelr mteracbve nature that 
attracted and held one's attentlon Many of the -lays, by mmtmg vlsitors to touch and smell, 
gave a pamclpatory feel to the museum It seemed that when people are l n ~ t e d  to expenence 
sometlung that employs more than just the mte11ec~ theu mterest levels nse TNS was especxally 
apparent at the ' touch tank" People are mhaIIy h d  to handle the odd-looIung sea creatures, but 
when they be-gin to handle them and m&ze they are harmless, they begxn to ask quesuons about 
therr bet, habits, etc T ~ I S  focus on tactile Ieammg seemed to spur visitor mqulsrtlveness and 
magmatron 

The second example of mterpretabon was provlded by Captam Ed Davldson Captarn Ed, who has 
led nature w& and boat tours for many years, emphasued and recmphas~zed the need to Involve 
people's maggatlon when talkmg about the enwonment. He stated that people m general, and 
cfuldren especially, need to get excited about somethmg before they can really learn about ~t He 
explaned that most people's mterest is sparked by sex, violence, and boddy funcnons He s a d  
that by focusmg on these topics as they occur 111 natural systems, one can spark a person's morbid 
cunoslty HIS favonte toplcs mclude splders, pozsonous plants, and hstnbunon of seeds by b d  
Splders, as they tend to Inate fear m humans, attract mterest m e d ~ a t e l y  The fact that many 
female splders eat the males after matrng adds an extra level of lnterest because ~t bnngs sex and 
vrolence into the plcture Bsrds, whch spread plant seeds through the~r feces, merest people who 
are fascrnated by bochly functions Captam Ed explamed that whxle t h ~  methodology may seem 
immature, when dealxng wih people who are not knowledgeable about natural systems, focusmg 
on this type of top~c serves to draw them m to a tour by gethng them to laugh and ask questions 
Once thxs is accomplished, he sad, the p d e  can focus on other aspects of the env~ronment. 



Lessons Lamed Study Tour of Parks & Protected Areas xn Ronda & Behze 28 

VOLUNTEERISM 
- - - -- 

Florida's parks and protected areas benefit substanually from volunteer support Both 
government agencles and NGOs sponsor volunteer programs that support thelr msslons 
Volunteers donate hme and experuse worth tens of thousands of dollars a year Ths allows 
protected area to accornpbsh objecaves on smaller budgets 

John Pennekarnp Coral Reef State Park 

The park leverages funds and bolsters rts pubhc awareness programs through the use of 
volunteers These voIuntees mammn park landscapmg, pant buil&ngs, remove exobc vegetation, 
and perform a vanety of other Important tasks 

Florida Keys National Manne Sanctuarv TFKNMS! 

It is estimated that slnce 1992, the hours worked by Ronda Keys Nattond Mmne Sanctuary 
(FKNMS) volunteers have been worth over US$850,0000 Volunteers help with evexyhng from 
educaon to water @ty momtonng Ths rcsource has k n  cnucal to the success of the 
sanctuary The folIowlng groups have organrzed major volunteer programs 

The Nature Conservancy (TNC) 1s workng wlth federal and state qencles to prnote  
pubhc understanhng and involvement m the sanctuary TNC's Manne Stewardsbp Program, 
whcn is managed jomtly by the Naonal Manne Sanctuary and The Nature Conservancy, is 
supported by over 400 local and regonal volunteers and sponsors a variety of actmtles 
rncludmg a conch restomon project, coral reef momtonng projects, coral reef educahon, and 
water quahty morutonng projects Volunteers also parhapate m enwonmental educatron 
programs with local schools Ths program, as it capitdms on the goodwdl of volunteers, has 
been costeffechve, ha enjoyed a hlgh degree of success and 1s an excellent example of 
govemmcnt-NGO partnershps workmg to accomphh ambinous objectives on restricted 
budgets 
Team Ocean 1s a volunteer-based or-on whch promotes tesponsrble use of manne 
resources by vlslnng populai reef areas, by boat, to W b u t e  edumond rnatenals on issues 
such as water quahty, coral rep,f ecology, and tcolopcally-mendly boatmg practlcts 
Volunteers range from local juruor and bgh school students to retrees They also work wth 
l d  &ve shops to promote programs such as "Adopt a Reef' as well as support sclentlfic 
research m the area 
Flomk Bay Watch is a volunteer-based orgarrlzahon s& to Team Ocean The group, 
whch was formed by local fishermen and other resome-users to address the mcreasmg 
problems caused by algae blooms, momtors water q d t y  and promotes the reductton of land- 
based polluhon from sewage and other run-off Over 200 volunteers take water samples, 
btn'bute educabonal mfoormatron, and &ssemmate the results of the= research to the pubhc 
The FIonda Marine Research Institute The Inshtute w supported by two volunteer 
programs One, run by TNC, provides volunteer dxvers who assist m the assessment of 
offshore populations The other, Amencorps, provides one to three full-tune volunteers for up 
to two years at a txme In exchange for ther volunteensm, Amencorps volunteers receive 
government assistance wth tugher educmon 
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KEY LESSONS LEARNED AND RECOMMENDATIONS FOR JAMAICA 

The group, dunng discussions of the site vis~ts, examned the relevance of speclfic aspects of those 
srtes to the Jamacan expenence These d~scussrons produced many recornrnendatlons for 
mreaslng envlronmental management effect~veness m Jamaca The followrng secbon outhes the 
key lessons learned and recommends actlons that could be taken m Jamaca. 

REVENUE GENERATION/FINANCIAL SUSTAINABILITY 

1 It was zpparent to the group that the Government of Behe  u hghly comrmtted to estabhshng 
a vlable natronal system of protected areas as a component of the natlon's economc 
developmen; pian Thls cornmtment was pamcularly marufested m the steps ~t h s  taken to 
promote revenue generatlon m ~ t s  PPAs By gvmg protected area management o r g m t l o n s  
license to collect and retarn revenue from entrance fees and sales of products and services, 
has prov~ded the Forestry and Flshenes Departments and theu NGO partners w~th tne tools 
they need to effectrvely manage ther PPAs In adduon, the GOB'S mrtntrve m establlshng 
the PACT snows a further cornmtrnent to rwmg the funds necessary to finance a system of 
protected areas 

The group felt that the Government of Jamarca should take m e d a t e  steps to estabhh and 
facilitate means by wiuch PPAs can become fmanclally sustamable If the GOJ truly hopes that 
NGOs w11I manage protected areas, ~t must follow Behe's example and allow the NRCA and 
~ts NGO partners the freedom to charge user fees and otherw~se create revenue generatlon 
opportunrtres for themselves If the tools that the rest of the world as uslng to estabhh and 
manage financially sustamable P P h  are not made avdable to Interested groups m J m c a ,  rt 
1s hrghfy udlkely that a vlable PPA system wdl become a reahty 

2 The group was partmilarly interested m B e W s  PACT fund B e k ,  by developing the 
PACT, IS atternpang to create an effective protected area financrng mechamsm that will 
complement the revenue geneman muatlves of mdxvldual agencres and organrzatlons It was 
felt that this model could be repl~cated m Jarnaca to support the expansion of the nabonal 
system of protected areas It was suggested that the DEMO project asslst in the process by 
d~stnoutrng PACT I~terature to members of the 'Trust Fund Group" formed at February's 
DEMO-sponsored Financial Sustanablllty Workshop The group felt that Jamarca's present 
trust fund IS not fu l f ihg  its mandate and that I€ must either be restructured or a new trust fund 
created 

3 John Pemekamp Coral Reef State Park and Programme for Beirze's h o  Bravo Conservmon 
and Management Area both prov~ded excellent examples of parks that have made revenue 
genemon a top pnonty They both vlew park management as a busmess venture There 1s a 
fundamental dfference, however, in thetr management phlosophy John Pennekamp's 
management focus is almost purely revenue geneeon oriented. The -act of vlsltor use on 
the park's ecologcd lntegnty ~s not considered. Programme for B e h ,  although lu 
management plan places major emphasis on revenue generatlon and financial susmnabllity, ~t 
places hlgher pnonty on envrronmentally sustaznable development. 'Rus comnutment to 
mamtamng the lntegnty of the ecosystems that it manages m trust for the people of Behe  
cannot be compromsed 

The group agreed that the Jamsuca's System Plan for Protected Areas should emphlze  the 
need to run PPAs uslng good busmess pracbces and that Jamarca should make an effort to 
rephcate the revenue generabon strateges employed by John Pennekamp and PFB, but that 
Jamaica should follow Programme for Behe's example by semng gudehes  and establxshmg 
monltonng programmes that ensure envlronmental sustamabkq Although revenue generatton 
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1s necessary, env~ronmental mntegty should not be comprormsed in pursult of financxal 
sustarnablllty 

4 The "cash cow" protected area strategy that Flonda employs to subsidize other, less-lucratsve 
protected areas has proven effectlve John Pennekamp and other 'recreational" parks, throush 
the creatlve use of mulnple revenue genemon tools rzse enormous sums of money for the 
park system The group a-geed that h s  strategy should be adopted, where possible, as 
opportunibes mse In Jarnaca If Jamarca could establish several hlgh revenue "recreabonal" 
protected areas, the revenue generated could support the management of other less-accessible 
and/or environmentallv sensltlve protected areas The long-term feaslbll~ty of h s  strategy, 
however, must be exarmned carefully As the group noted at John Pennekamp, if hgh  levels 
of vlsitabon degrade the park to the polnt that it no longer attracts vlsltors, revenue wlU drop 
and other PPAs wlll suffer 

5 ProDpmme for Belize, wlth ~ t s  tropical ecology course, provlded a good example of how 
protected areas can develop eaucatlonal programmes which not only d o r m  but are also a 
source of revenue Tlxs type of pro,aI?.lm could be rephcated m protected areas such a Blue 
and John Crow Mountans Natlonal Park 

6 If revenue generatlon IS to be a goal for orgmzatlons ~nvolved m the management of protected 
areas, ~t IS cntlcal that those orgmmtlons learn busrness shlls 4s evidenced by the success 
of PFB, management, marketkg and proposal wntmg sklls, complemented by tenacious, 
energetic development of rnnovatlve programs, are key to orgmmtronal (and protected area) 
success 

Jamatcan NGOs could benefit gpey by ernulatmg or adapang many of PFB's revenue 
generatlon strateges PFB has made a dmnct effort to integrate all components of its 
manasement plan m oraer to create overlap of ascreet program objecbves For example, as 
noted m sectlon two, PFB programs such as nature tounsm and the tropmcd ecology course 
allow the organmuon to generate revenue whde f u l f i g  eaucatlonal objectlves PFB's 
dehcahon to acfuevlng financial wtamab&ty whde fulfihg complementary objectlves 
provldes an example of sound NGO and protected area management. PFB is an Ideal canchdate 
for a more cornprehensrve study by a Jamstlcan group Relevant organmuons would benefit 
greatly from an extenaed vxs~t to h s  orgamatmn 

PROTECTED AREA ESTABLISHMENT 

1 The group noted that m flonda and Bebe ,  the agencies and o r g m o n s  respons~ble for 
estabhhmg protected areas have m u t e d  strategcs that promote pubkc parhcrpatlon These 
strateges have proven successful m both countries Slnce J a c a  is mtmtmg a parhapatory 
process for the planrung and estabhfiment of protected areas, it was encoura,pg to learn that 
ths  strategy ~s belng mplemented with success m other areas The group learned, partrcularIy 
m Flonda, that there are many pubhc outrtach metnods that f amaca could adapt and ernploy to 
rncrease the effectiveness of parQcrpatory protected area planrung efforts 

Partxcipatory plannrng 1s rapldly becomg accepted as the most effectrve way to estabhsh 
protected areas that enjoy pubirc support. There are, however, many Merent methods that are 
employed around the world to varymg degrees of success To mcrease the effecttveness of 
prncipatory p l m g  mtratlves m Jamarca, the NRCA and enwonmental NGOs should 
develop a "best practxes" document that outhes the methodologes that have proven 
successful and presents new practices that could be adapted to the Jarmucan context. 
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2 The group felt that the GOJ shouId emulate Belize's level of comrmtment to the estabIishment 
of a natlonal system of protected areas After seemg how PPAs are contnbutlng to both local 
and nauonal econormes In Belize, lt was obvious that Jamaca 1s mssmg out on a vanety of .. 
economc opportunltles Glven that Jarnarca IS c o m t t e d  to tourism as a major f o r e ~ p  
exchange earner, ~t would seem that the country should stnve to preserve examples of ~ t s  
natural beauty that could broaden ~ts base of attractions 

Lxke the Government of Belrze, the Government of Jamarca should adopt the view that the 
slmpie act of declanns a protected area provides a certazn level of legrslat~ve coqtrol and secures 
lands from development mterests, even though, at present, resources to manage 11t may not be 
avalable The group agreed that h s  strategy could pay off for Jamaca. At the present rate of 
PPA establrshment, ~t w111 take decades to establrsh the PPAs that are proposed It was 
that rf Jarnasca IS senous about establrsh~ng a natxond system of PPAs, it should move ahead as 
qurckly as possible before the proposed areas are developed andlor degraded 

As discussed m the revenue generaon secbon above, a comrmtrnent to establrshlng and 
rnanzglng vra~le protected areas must mclude the creatlon of means by whch PPA management 
organizations can rase the revenue they need to do me job The NRCA IS comrmtted to 
establlshmg protected areas m Jarnaxca However, the Authonty does not have the resources to 
manage these areas once they are declared Although there mght be no shortage of NGOs who 
would wish to manage protected areas, the Authonty redrzes that the NGO cornrnunlty, whrch 
it hopes wdl be capable of managmg these areas once they are estabhshed, 1s m an even worse- 
off posmon m t e r n  of fmanclal resources The challenge IS therefore that the NRCA work 
wlth NGOs to develop revenue generation strategies whch are reaht~c  and rmplementable m 
support of estabi~shrncnt and management of protected areas 

3 Both Belxze and Flonda have spent conslderable energy on the promobon of protected areas as 
necessary and beneficial Through a vanev of public outreach methodologies, mcludmg the 
medra and school cunculums, they have budt support for thelr respective protected area 
systems Jamaca, a ~ t s  system of PPAs IS very young and unknown, should make every 
effort to dissemnate information on the system to the pubhc, usmg all avalable publlc outreach 
methodolog~es rn an effort to garner pubhc support for the contrnued estabhhment of new 
protected areas 

PROTECTED AREA MANAGEMENT 

1 The group felt that the GOB's co-management anangement with the B e b  Audubon Society 
was a successful one and that the GOJ should stnve to develop s r d a r  relahonshps w~th 
Jarnsllcan NGOs Of particular lrnportance was the GOB's commztment to g l m g  BAS and 
other NGOs the tools they need to rase the funds necessary to effecttvely manage protected 
areas The group strongly agreed that rf the GOJ IS comrmtted to co-management as a means of 
managmg PPAs, ~t must follow Behe's example 

2 The group noted that the Blscayne NmonaI Park was adopbng a more proactxve management 
stance Whereas In the past, park managers d ~ d  not work with potenbal pollutron problems and 
other Issues untll the impact on the park was apparent, now park management IS takmg steps to 
identrfy and stop possrble problems before they become problems 

Proacuvlty should be the principle on which protected artas management m Jamaca 1s based 
The stated pohcy of the NRCA is to delegate management authority for protected areas to non- 
governmental orgmzatxons The NGOs m J a m c a  need to become better watchdogs for the 
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env~ronment and NRCA should asslst them m developing the slulls to detect potenbal nsks to 
the env~ronment 

3 Pro,.ramme for Belize's (?Fl3) management strategy for the F21o Bravo Conservation and 
Management Area IS an excellent example of comprehensive, ~ntegrated protected area 
management Each of the components of PFB's manqement plan 1s complementary and 
suppomve of the others The management plan 1s carefully deslgned to set out goals and 
objectives that are mutually suppomve Both the NRCA and Jamucan NGOs could benefit 
from a revlew of the RBCMA management plan, If not an extended vls~t to PFB 

The group saw Programme for B e b e  a an efflc~ent, aggressrve, innovat~ve NGO that has 
taken its mssion senously Its accomplishments provlded an Ideal example of how much a 
small NGO can do when lt IS well-managed Many Jamacan NGOs could learn from PFB's 
busmess-hke approach to envronmenta! management 

4 As mentioned 1x1 the "revenue generat~on" secbon above, the group learned important lessons 
from the two cfivergent management strategies demonstrated by Pennekamp and PFB Though 
both areas have management plans whose major focus 1s on revenue generabon and financial 
sustarnabillty, PFB d~ffers from Pennekamp ~n that envuonmental sustarnablhty, not fmanc~al, 
1s the dnvrng force behnd the manzgement plan Tne group felt that TFB's strategy was more 
sound and would be more successful over the long-tenn than Pennekamp's 

5 In Crooked Tree, the group was exposed to a local cornmuruty that played an mportant role m 
the management of a major protected area It was apparent that the commuuty valued the 
natural resources for both theu ecologxcal and economc benefits The mportant lesson 
mparted by the commumty was that if a communrty possesses pohtIcal power as well as 
knowledge of the Importance of healthy ecosystems, ~t can ensure that sound narural resource 
management practrces are employed that benefit both the envmnment and focal res~dents 

ENFORCEMENT 

I The group learned that the State of Flonda has the abibty to levy substanha1 fines for breaches 
and h s  acts as a strong deterrent to lllegal acbmues If the potential consequences of unlawful 
conduct do not outwergh the possible benefit If the vrolator IS not caught, enwonmental 
lesslation a rendered rnconsequentlal In Jamaca, fmes and other pumshrnents for breaches 
need to be rncreased s~pJilcantly If they are to act as a deterrent 

2 The Hol Chan Manne Reserve provlded an excellent example of resource user parhcrpaon m 
protected area management and enforcement of re,datIons The group was unpressed that 
almost all I d  f~hermen had forsaken f i s h g  for the more lwmtwe and s u m a b l e  
cfivdsnorkel trade The cntlcal lesson feamed m Hol #an was that when resource users value 
the health of those resources as the source of thelr livelihood, they sometunes begm to poke 
themselves 

The NRCA and ~ t s  NGO partners should make the development of more programs that allow 
resource users to denve rncome from sustamable use of protected areas a hgh pnonty If 
resource users could be mcorporaed u! the management of protected areas (for thelr economtc 
benefit) ths sort of self-enforcement rmght develop m J m c a .  

Though the resource users m Hol Chan seem to be practIcmg a hgh level of self-enforcement, 
It IS mportant to note that the reserve 1s a mmraged common area. As has been seen around the 
world, fishermen that frsh relabvely unmanaged common areas, though they are enately 
CO-t of the h k  between the health of the resource and theu hvehhoods, strlI deplete fish 
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stocks In Hol Chan, the ~rofitable, susmnable use of the reefs by local communities has been 
accomphshed only throuih Intensive educabon and tratnmg, and v~glance by rangers So, 
although establishing a hnk between economc development and healthy naturaI resources is 
c n t s g  it is equally important to provide a managemes structure that guldes resource use and 
ensures ~ t s  long-term health 

3 In both Flonda and Belize, government agencles are m k n g  an effort to rnte-grate the 
enforcement of envrronmentaI replatrons T h ~ s  entals close coordrnatlon between all agencies 
with enforcement responsrbihties, environmental organ~zabons, and pnvate ~ndivrduals 
rzpresentatrves from both countries stressed that thrs mte,pbon is comng very slowly, but IS 
seen as necessary to prevent duplicauon of effort and increase efficiency The group asgeed 
that Jamaca, too, should move more qurckly m h s  duechon 

PARTNERSHIPS 

) I Ronda Keys Nanonal Manne Sancmary prov~ded an excellent example of what can be 
accomplished when government agencres and NGOs team up The NRCA, particularly p e n  
~ t s  present lack of sufficient human and financraI resources to fulfd its mandate, should try to 
develop more effecuve partnerships with other government agencles and NGOs around the 
Island The group learned that the partnershp strategy can result in more efiecave educabon, 
enforcement, and research programs 

2 The Center for Manne Conservation (CMC), although lt works lo partnership with government 
agencles on such efforts as estabhshmg educahonal visitor centers, it prefers to b t  
government partnerships that mat  cornproms thelr abbty to effecbvely lobby the 
government. 

T h ~ s  IS a key point for Jamacan NGOs because so many of them are dependent on government 
for financing NGOs need to recogrue that dependency on government financral support can 
compromse the effectiveness of ther lobbymg efforts The group suggested that the NatronaI 
5nvxronmental Societies Trust assist m developmg an NGO policy document to address h s  
Issue 

3 The commuruty of Crooked Tree provlded the group wlth an excellent example of a focal 
commumty that has become a strong partner m the management of a protected area The group 
reco,ged, however, that Crooked Tree has been an efiectlve partner because I) the Viiage 
Council holds red pohhcal power, and 2) the commmty leaders have been educated on 
envxonmentd Issues and appreciate the h k  between the health of local natural resources and 
the local economy l h s  type of effecbve partnersbp, If it could be rephcated in Jamatca, could 
contnbute to both successful protected area management and local economc development 

PUBLIC OUTREACEPUBLIC CONSULTATION 

I The p u p  learned several lrnportant lessons from the mnovmve outreach process employed by 
the Ronda Keys Natlonal Manne Sanctuary The NRCA and NGOs could benefit greatly by 
emulatmg some of the FKNMS's pubhc outreacWconsul~on strategies Of pmcular note 
was the FKNMS staff's abihty to use the mecha as a channel through which they Qssermnated 
theu message The NRCA and NGOs altke could use the me&a more effecbvely as an 
outreach tool By estabhshng relaonships with members m all Merent meha (newspaper, 
TV, rad.10, magaunes) FKNMS staff can reach tens of thousands of people whenever 
necessary EnvrronmentaI o r g m o n s  m Jarmca could gready mcrease the= effechveness 
by developing sirmlar rela~onshlps wth the meQa 
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The NRCA and envlronmental NGOs could benefit from the development of a "Best h c b c e s  
in Publlc Outreach" document that outlines the methodologies that have proven successful m 
Jamaca. Zn this manner, entaonmental management orgwanons could move toward the 
instltutlonalrzatlon of pubhc outreach programs that support thelr actlvitres 

2 Many of FKNMS staff who conducted the publ~c consultatlons Ieadrng to the development of 
the management plan were publ~c relabons experts The FKNMS showed the group that 
estabIlshmg protected areas requires much more than technical expemse It wzs apparent to the 
group that the FKNMS beheves that mulu-d~sciphnary teams whch include techcal 
personnel, socrologntsy and pubhc relatzons spec1a1ist.s are necessary to efiectively implement 
publc consultatrons processes The NRCA, through the Publ~c EducatxodInformahon 
Branch, 1s moving m this d~rectlon However, much ,pater emphasu should be placed on 
changmg publlc oplnlons and att~tudes By involving sociology and pubhc relatlons experts, 
the NRCA could develop more effectlve awareness and education campagns 

3 Although the group was Impressed by the exhaustwe pubhc consultabon process undertaken 
by the FKNMS, we were cautroned by Capm Ed Dav~dson, Chaman of the Ronda 
Audubon Society, that rt IS easy to "fall m love with the process" and lose sight of goals and 
objectlves He felt that the FKNMS had allowed user groups to bully ~t lnto malung 
concessions on cnncal envlronmental issues and that h s  had resulted in a management plan 
that 1s not as smngent as it should be The group felt that Captam Ed had msed a key pomt, 
and that the NRCA, slnce it is only just s m n g  to conduct pubhc consultatlons, must be 
careful However, ~t was clear that partlcrpatory plannmg methods are bemg aaopted world- 
wide as the most effectlve means of cultlvatmg long-term support for env~romental uutlatlves 

To Increase its effect~veness rn pubhc consultatron, the NRCA should develop a charter for 
pubhc consultatxon Ttus charter should clearly outIlne steps whch the orgammon wxll take 
m its consultatrve process, the Merent lnQcators of when rmlesrones have been acheved and 
also the mdcators of when the objechves of the consultat~ve process have been acheved. 
Relevant NRCA staff should receive ongomg trauung m consultahon techruques such as rapid 
rural appwal,  parhcipatory rural apprarsal and consensus burlhng 

4 In Belze, the group noted that the most effectwe pubhc outreach programs were those that 
combmed envrronmental awareness mtlahves wth economc development programs Local 
CommUNhes were much more keIy to respond to enwonmental mhatrves that provided the 
prormse of economc benefit. The group felt that t h s  strategy would also be effectwe m 
J m c a  and that envlronmental management or,gimimons, pamcdarly NGOs, should stnve to 
Incorporate a local economc development component whenever possible 

5 Ldce the Executrve Dvector of the Flonda State Parks System, hgh level personnel mvolved m 
enwonmental management should focus a great deal of energy on pubhc relabom The ED of 
the Flonda parks system spends at Ieast 40% of her tune lobbymg state and federal officials 
and local, state, and regonal chambers of commerce to d m  up support for her system. Ths 
investment of m e  and energy has pard off in that the park system has warded off budget cuts 
and rncreased pnvate sector and pubhc support. Toplevel personnel from the NRCA, PIOJ, 
and NGOs could mcrease public support of PPAs through s i d a r  acbvltles 

ALTERNATIVE INCOME GENERATION 

1 In both Flonda and Behe, the group noted that the protected areas that enjoyed the most pubhc 
support were those that provided cfirect or mduect economc benefits to local cornmunibes 
John Pennekamp, in Flonda, went so far as to cornrmsslon stuhes to assess the park's unpact 
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on the local economy Once park management could prove that the park was bnngmg d o n s  
of dollars into the local economy, support for the park rncreased Srmlarly, m Bel~ze, when 
local cornmurubes recerve drect economc benefits from protected areas, they support them 
Thrs 1s a cntlcai pornt The group noted that when local commumtres are beneficiaries, the 
need for intensive management and enforcement strategies IS reduced The cornmumtles 
themselves besn to care for the resources and even assist in enforcement 

The group felt that, partrcuIarly in a developing country such as Jamalca, the development of 
programs that help lxal commumues denve economc benefits from protected areas 1s cmcal 
to &err long-tern-success By stnvrng to create h e c t  economc lrnks-between protected areas 
and local communlues, the NRCA and ~ t s  NGO partners can greatly increase protected area 
success whle reduclng the need for rntensrve management and enforcement 

2 The group learned an important lesson about developing local ~ncome-generatxng capacity in 
Crooked Tree Tne Vdlage Council, clmg the example of the faled craft cooperatrve, 
emphasrzed that it IS not enough to know how to produce a product, one must also have the 
marketrng slulls to sell ~t Thls IS an Important lesson because although envlronmentd 
orgarmations make great efforts to gxve tmnmg m craft productron, aquaculture, etc , all of 
these good lntentrons can be scuttled rf local cornrnumtles do not have the skdls to identlfy and 
develop markets for the~r commo&hes 

NATURE TOURISM 

1 The group was surpnsed at the q r t a n c e  that Behe's government (enwonmental and 
tounsm agencies) NGO, and pnvate sector has placed on the development of a hgh quahty 
nature tounsm product Behe  has responded to the rapidly expandmg market for actrve, 
educational, nature-based tounsm by markemg xts natural beauty and vanety of pnstlne natural 
resources The most rmportant aspect of thrs strategy was that protected areas play a key role 
in the development of the tounsrn product. 

It was apparent that Behe  IS ahead of Jamaca m developxng a nature tounsm product The 
group agreed, however, that J m c a ' s  natural areas are equally or more Impressive than 
Behe's, and that Jamaca should tap the expandmg nature t o w m  market. All agreed that the 
nature tounsm product, rf developed m an enwonmentally sustanable manner, has the 
poten~al to generate substantla1 foreign exchange wMe supportrng the conservation of key 
n a d  resources 

The group suggested that the NRCA and tounsrn agencies such as the Tounsrn Product 
Development Company (T??DCo) work closely to develop a nature tounsm product based on 
and supportme of protected areas It ~s cntlcaI to ldc tounsm, both foreign and nabonal, to 
protected areas to the greatest extent possible It u ~mportant to note that although the GOB IS 
c o m t t e d  to the estabhshment of protected areas, conservabon for the sake of conservatton is 
not the mam rnohvatmg factor Belrze w estabhhmg protected areas because a sees them as 
playing a key part of the country's economc growth The group felt that famstlca, wth IS 
incredible natural beauty, must not only protect its natural areas, but also market them. 

2 Programme for Behe's approach to nature tounsm provided the group w~th  a cnbcal lesson on 
the lrnportance of approacbg h s  rapidly expandmg area m a sensible, resource-focused 
manner Although PFB has made nature t o m m  a central pdar of 1t.s econormc development 
program, the NGO has adopted the envlronrnentally responsible defimbon of nature tounsm as 
"low-mpact tounsm, based on appreciation of the envmnrnent and where a conscious effort u 
made to re-invest an adequate portron of revenues m conservatron of the resource on whch it u 
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based " Many persons m the group expressed that Jarnaca must attempt to regulanze nature 
tounsm enterprises to ensure that they adhere to the same defmitron 

It was noted that man! so-called "nature tounsm" or "ecotounsm" organlzabons in Jarnaxca do 
not, m fact, invest rn the conservauon of the natural areas wh& they frequent It was 
suezested that TPDco develo~ a nature tounsm certlficatlon ~ r o m m  that ensures resuons~ble- 

I Y r --------I 

sui&nable use of Jarnaca's n'atural areas 

INTERPRETATION 

The goup learned that the manner m which rnformauon 1s presented is very rmportant. Thrs 
was particularly reinforced by Captam Ed Dzvrdson, of Crane Polnt Hammock, who took the 
group on a tour of h s  fachty HIS taIk focused on methods of presentrng hrstoncal and 
ecologcal ulformatlon to the public m a way that captures not only thelr attenbon, but thelr 
rmaginatron as well Captarn Ed emphasized the rmportance of gethng people to thrnk and be 
creauve when le-g about the environment The group agged that h ~ s  methodology, to 
focus on examples of sexual reproduction, violence, and bodily funcuons that occur m nature, 
helps to get people to laugh and relax, whch in turn makes them more receptrve to learug 

Tmnmg m envlronrnental mterpretauon should be provided to all protected area personnel 
across Jamaca Nature walks and vrsrtor centers can be an effectwe enwonrnental education 
tools, but they are most effectwe when the gurde or des~gner IS s u e d  m rnterpretahon 

Lessons on how to make use of srmple lnQgenous rnatenals to create a low-cost and interesting 
drsplays were demonstrated by John Pennekamp Coral Reef State Park, Brscayne Naonal 
Park and Crane Point Hammock. The group a,ped that envrronmental vlsitors centers m 
protected areas are excellent t eachg  tools for all age groups and should be fuiiher developed 

Jamaca's envuonmental management orgwatlons need to become movatxve m ther use of 
ind~genous matenal as ~ h m g  tools and also ways of pach,pg ~nfonnahon to Interest ther 
target auchence Some work has been done already Some use is being made of "plays" and 
"sluts" on the envvonment. Members of the group have plans to bulld &splays s d a r  those 
seen and the NRCA has slnce implemented the "enwonrnental expo" model 

VOLUNTEERISM 

One mprtant lesson learned IS the plvotal role that volunteers can play m the estabhhment and 
management of protected areas Tm top~c IS a challenge In a developmg country such as 
Jama~ca, m whch most people are busy trying to e m  a hmg, it IS Wicult to fmd volunteers In 
hght of h s ,  innovative strateges for volunteensm wdl have to be developed locally One method 
could be to target students and teachers Many teachers would Irke to become s u e d  m 
enwonmental education, but they do not have the tools A programme could be put m place m 
whch teachers and students learn about the enwonment while actually dorng valuable work for 
envuonmental management organxzahons It was also suggested that the J m c a  Youth Service 
program could Incorporate an envmnmental component. 
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CONCLUSION 

The group agreed that the study tour was a valuable expenence Partlclpant's overall mdividual and 
organrzatlonal Iearnrng needs were m all cases met or surpassed The group expressed that they 
had Iearned a great deal about the rnajonty of the target top~cs and many participants indxcated that 
they wlll be able to xmrnedrately apply lessons learned on the tour in therr present work 

The srtes chosen m Ronda and Bellze provlded parucrpants with an opportunity to compare and 
contrast protected area management styles and strategies In both developed and developrng country 
contexts The group unanimously agreed that this contributed rnvaluable lessons and rnsrghts that 
would benefit them m then respectwe envlronmental management positions 

Srte vlslts in Bellze, m particular, provlded the group wrth rmportant lessons on all of the tour's 
target toprcs These lessons were valuabIe because the simlmtles between Jamaca and Belrze wdl 
allow for transfer of protected areas management methodologres The group agreed that Behe's 
comrmtment to protected areas as a key component of an overall conservation strategy sets an 
important example for the rest of the Caribbean and that Jarnaca should stnve to emulate many of 
B ellze' s successes 

The study tour brought together 17 natural resources management professronals from drfferent 
backgrounds and geographc areas, many of whom had not prev~ously known each other and 
whose only known common denomator was a persona1 and professional int- -rest m 
envlronmental management Over the course of the tour, the 17 people learned not only about 
what IS happemng in Flonda and Belcze, but also about what each IS dolng m Jamajca 
Fnendsh~ps were formed and many of the group plan to remm m contact both professionally and 
personally 

Perhaps most importantly, many of the group, particularly those that had not traveled abroad, 
expressed that one of the key lessons learned was that envuomerltal management, whether m the 
US, Behe, or Jarnaca, is an extremely Ifificult field Several persons stated that exposure to the 
enonnous probiems that face envlronmental managers m both developed and developing countnes 
&e helped to make them aware that these problems are not umque to Jarnarca, but m fact are 
ub~qutous The understandmg that Jamaca and the rest of the world are struggling with many of 
the same Issues was, although sobering, encouraging 

The group felt that the study tour, by provldmg them wlth the o p p o m t y  to meet lndivrduds and 
vlslt projects m other countnes that are faclng challenges sirmlar to those expenenced m Jamaxca, 
served as an excellent tra~nmg tool 

FOLLOW-ON ACTIVITIES 

As a follow-on to the study tour, the DEMO PMU will mmtm contact with study tour 
partrcrpants to evaluate the Impact of the study tour over the medium term Over a penod of one 
year, DEMO PMU personnel wlll contact partxipants pendcally to assess progress of 
lmplementauon of any projects or programs developed based on lessons learned from the tour, and 
any other Impacts that the tramng act~wty may have had on therr work In March, 1998, the 
DEMO PMtT wlll compde a report based on the fmdrngs of the follow-up actlvitles 


