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NRCA 2000 
TWO YEAR ACTION PLAN 

1.0 INTRODUCTION 

In June 1991 the Government of Jamaica approved the Natural Resources Conservation 
Authority (NRCA) Act of 1991, which greatly strengthened the management and regulatory 
mandate of the Natural Resources Conservation Division (NRCD). Most members of the 
NRCD staff were transferred to the new NRCA, and by early 1992 the NRCA had a 10- 
member Board and had hired an Executive Director. 

In July 1992 the NRCA requested assistance from USAID to develop an operational strategy 
for the years 1993 to 2000 and a two- year action plan. To this end, a workshop Briefrng 
Paper was prepared in August and a workshop, NRCA2000, was held iRQcho.Rios from 
11- 13 September 1992. There was a total of 53 participants at the workshop, of whom 38 . 
were representatives of the environmental community in Jamaica, including the NRCA 
Board and staff, other governrsl?nt agencies, and private profit and non-profit organizations. 
The workshop identified critical environmental issues facing the NRCA; outlined its 
strengths, weaknesses, opportunities, and threats; mapped the environmental system of the 
island, and suggested critical steps for an action plan. The major findings of the workshop 
are summarized in the Report on the NRC,22000 Workshop. 

This Action Plan is derived primarily from the NRCA2000 Workshop, supplemented by 
follow- up discussions with several of the participants. The Action Plan is intended to offer 
fairly detailed suggestions for the specific steps that will enable the NRCA to mobilize its 
resources and to work toward the seven- year strategic goals set out in the Operational 
Strategy toward the year 2000. The Operational Strategy and this Action Plan make a pair 
of documents that should be read together. 

Assistance in conducting the NRCA2000 Workshop, and preparation of the Operational 
Strategy and the Action Plan, was provided by a team of consultants under the auspices of 
the U. S. Agency for International Development's Environmental & Natural Resources 
Policy and Training (EPAT) Project. The consultants acknowledge the generous cooperation 
and support given by the individuals and agencies that participated in the NRCA2000 
Workshop. 

1.1 Staffing and 0 . . r-ron of NRCA 

During the 24 months of the Action Plan period, by far the greatest challenge for NRCA 
will be to get approval by the Ministry of Public Service to establish the posts necessary for 
it to perform the required functions, to recruit motivated individuals for these posts, and to 
provide them with orientation and training. The NRCA staff list of 9 March 1992 shows a 
total of 94 posts, of which 34 are filled. Only three of the 34 staff members are at the 
management level, and only one-- the Executive Director-- is at the policy level. 

However, throughout the first nine months of 1992 there has been considerable effort to 
update the NRCA organizational chart, to specify new posts required, and to recruit people 
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for these posts. The NRCA's organizational chart is actively evolving; the organogram as 
of August 1992 was included as Appendix B of the NRCA2000 Workshop Briefing Paper 
and is reproduced as Figure 1 of this Action Plan. In essence, NRCA would have seven 
programmatic divisions, each under the leadership of a Senior Director, consolidated into 
tvio departments, each led by a Deputy Executive Director. 

The NRCA2000 Workshop highlighted the critical role that the NRCA must play in 
developing and enforcing environmental regulations. The Operational Strategy and this 
Action Plan are therefore based on a revised organizational structure that moves the 
promulgation and enforcement of environmental regulations from the Legal Services office 
to a Regulatory Division in the Policy, Planning and Assessment Department. 

The NRCA2000 Workshop also pointed to a need to clarij. the role of NRCA in support of 
the national sustainable development planning functions of the Planning Institute of Jamaica 
(PIOJ). The Operational Strategy for NRCA calls for a fundamental reassessment of the 
value of Jamaica's natural resource base and the practical costs of environmental pollution. 
Among other obvious benefits, placing a higher value on resources provides the justification 
for a significant increase in the fees and charges levied against polluters and those who 
enjoy and exploit natural resources. Although it may be difficult to establish small 
Economic Policy Division, perhaps under the Deputy Executive Director for Policy, 
Planning and Assessment, this step is recommended. 

The revised organizational chart that is the basis of this Action Plan is shown in Figure 2. 
It shifts the regulatory staff into its own division and establishes an entirely new Economic 
Policy Division. 

2.0 ACTION PLAN MODULES 

The six major elements of the Operational Strategy correspond naturally with seven 
"modu:es, " which are discrete sets of actions toward a common strategic objective. In turn, 
these action plan modules correspond naturally with the organizational chart in Table 2. 
Module 1, Information Clearinghouse, is a key function of the Environmental Data 
Management Division, , under the Deputy Executive Director for Policy, Planning and 
Assessment. Module 2, Advisory Services, will require support by both departments, with 
particular focus in the Environmental Data Management Division. Module 3, Regulation, 
Monitoring and Enforcement, is the responsibility of the Regulations Division, also under 
the Deputy Executive Director for Policy, Planning and Assessment. Module 4, Inter- 
agency Resource and Project Coordination, is under the direction of the Deputy Executive 
Director for Environment and Resource Programmes. Module 5, Public Education and 
Information, falls in the Environmental Education and Public Information Division, under 
the Deputy Executive Director for Policy, Planning and Assessment. Module 6, Project 
Implementation and Execution, is the responsibility of the Projects Division. And module 7, 
Economic Policy, is the responsibility of the proposed Economic Policy Division. Both are 
under the Deputy Executive Director for Policy, Planning and Assessment. 

2 
NRCA 

Sopternbar 23,1992 



HISTER OF TOURISM 

ENVIRONMENT 

I NATURAL RESOURCES 
CONSERVATION AUTHORITY I 

( EXECUTIVE DIRECTOR I 
L I 

MPW EXECUTIVE DIRECTOR 0 DEPUTY EXECUTIVE DIRECTOR 
ENVIRONMENT AND RESOURCE 

POLICY PUNNING AND ASSESSMENT PROGRAMMES 1 

r 

EXECUTIVE SECRETARY 

LEGAL SERVICES 

I Environmental Data 1 I I Environmental EducaCon I 

SECRETARIAT NRCA 
BOARD ADMINISTRATOR 

SENIOR SECRETARY 

INTERNAL AUDIT 

Projects ,m 
- 

Administration 
Finance 

Pollution Control and Beaches and Coastal 
Waste Management Zone Management 

I Watershed Protection and 
Management 

National Parks, Protecled I Areas, and Wildlife 1 
3 

NRCA 
September 23. IY92 



MINISTER OF TOURISM 
AND 

ENVIRONMENT 

/ NATURAL RESOURCES 
CONSERVATION AUTHORITY 

I EXECUTIVE DIRECTOR I 

LEGAL SERVICES INTERNAL AUDIT 

EXECUTIVE SECRETARY 

: DEPUTY EXECUTIVE OIRECTOR 
DEPUTY EXECUTIVE DIRECTOR ENVIRONMENT AND RESOURCE 

I POLICY PLANNING AND ASSESSMENT PROGWMMES I 

SECRETARIAT NRCA 
BOARD ADMINISTRATOR 

SENIOR SECRETARY 

1 I--- 1 

7 

W R  Dl- 

Environmental Education Pollulion Control and Beaches and Coastal 
Public lnfonnation Wasle Management Zone Management 

Projects 
Pollcy 
- 1  

I Walershed Proleclion and 
Management I Nalional Parks, Prolecled I Areas. and Wildlile I 

4 
NRCA 

Seprsmbcr U, 1992 



2.1 ACTION PLAN MODULE 1: INFORMATION CLEARINGHOUSE 

The Action Plan for the development of an information system at NRCA presumes that 
NRCA will take the necessary action to, at a minimum, lobby for an amendment to the 
Official Secrets Act that will make environmental data and information available to those 
who require the information to effectively participate in Jamaica's overall environmental 
management system. 

NRCA's role as information clearinghouse will be twofold: (1) collect, maintain, and 
provide access to information and data internally, and (2) refer data and information requests 
to other organizations where data is maintained. Regardless of the location at which the 
data is maintained, NRCA--as lead agency responsible for environmental quality-- must be 
aware of the status and location of the entire body of information on the environment in 
Jamaica, both inside and outside the country. This is not to suggest that NRCA staff will 
become information experts, but it must conduct regular staff training on the existence of 
international databases that can produce information which will assist individuals and other 
organizations to incorporate sustainable and environmentally sound techniques into their 
activities. 

Therefore, NRCA's first step must be to conduct a study of the existing data management 
mechanisms related to environmental management in Jamaica. The study should identify the 
appropriate organizations to collect and maintain various types of organizations. 

NRCA's ongoing general tasks related to data management include: (1) maintaining and 
updating its own system as necessary, (2) training users and staff, and (3) conducting 
periodic user and public information campaigns. 

1. Conduct survey of existing information, including: 
a. types of data currently available 
b. organizations where types of data are housed 
c. systems in place fc!. maintaining and retrieving data (by use) 
d. methods of data collection 
e. typa of data various user groups would like to see maintained or accounted 

for 

2. Prepare a systems map of existing information system and identify information gaps 

3. Develop NRCA internal information system and database, including: 
a. identifying physical types of data to be maintained, e.g., computer files, hard 

copy files, maps, photographs, etc. 
b. categories for the types of data to be maintained 
c. methodology for storing and maintaining 
d. referral system for data to be maintained by others 
e. equipment required, including computers, file cabinets, office space, shelves, 

index card files, labels, etc. 
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4. Develop procedures for accessing system 

5. Prepare user manuals/brochures for maintaining and accessing system 

6. Train NRCA staff how to operate system 

7. Conduct user information program, including 
a. notification of existence of system 
b. orientation for potential usen (other organizations), including system 

characteristics, access procedures, training 
c. questionnaire for comments and recommendations on system 

8. Conduct public inforrnation campaign on the existence of system and procedures fcr 
requesting information 

The responsibility for the information clearinghouse function of NRCA will reside in the 
Environmental Data Management Division of NRCA. This presumes the recruitment and 
hiring of the Senior Director of this division to oversee the system. 

The bare bones operating capacity of an information system of the size required by NRCA, 
independent of any data collection activities NRCA should chose to conduct itself, will 
consist of the following: 
1. Senior Director of Environmental Data Management 
2. One technical expert in some environmental discipline, preferably multi- disciplinary 
3. An Operator with an expertise in Library Science and some background in 

information systems 

This staffing structure suggests that the technical expert and operator will assume 
responsibility for data entry in the short term. All three positions will require varied 
degrees of training depending on the qualifications of the individuals when they are hired. 

1. The Senior Director will require short term technical assistance to develop a 
comprehensive data management system. This individual should spend 2-6 months 
working with the Senior Director to develop the system and make him\her aware of 
databases available to them internationally. It may be useful for the Senior Director 
to fly to Washington to visit EPA and other environmental organizations which 
house environmental information systems. 

2. ' r le  Environmental Data Management Division will require additional data entry 
support initially to code and enter existing data into the sqstem. This support can be 
provided locally with minimal training. 

3. NRCA will require assistance in training the users and staff on the system. This 
technical assistance may be possible to provide as part of Number 1 depending on 
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the expertise of the Information Specialist. More than likely, NRCA will require a 
short-term technical assistance in training to bring the staff and users up to speed 
quickly. 

4. The Environmental Data Management Division will require ongoing support in 
computer systems and maintenance. Presumably, the NRCA on a whole will require 
such support; however, it is critical that the data management division have access to 
a computer specialist. Note: perhaps NRCA can compete a one-time contract for a 
local computer firm for on-going technical assistance as requested. 

It is assumed that public and user information dissemination campaigns will be conducted in 
collaboration with the Environmental Education and Public Awareness Division; therefore, 
no short- or long-term capabilities are proposed in this field. 

2.1.4 Im~lementation Schedule 

Identify and Hire Senior Director of 
Environmental Data Management 

Identify and Contract Information 
Specialist (Consultant) 

Prepare Division Operational Strategy and 
Action Plan 

Identify Equipment Needs 

Conduct Survey of Existing Data 

Develop Data Management System 

Recruit and Train Technical Staff and 
Library Science positions 

Internal trial run of system 

Begin Data Entry 

Conduct NRCA staff training 

Appoint Committee to Investigate Official 
Secrets Act 

Prepare Forms and Other Mechanisms for 
User Access 

Immediately 

Within 1 month 

Within 2 morltbs 

Within 3 months 

Within 6 months 

Within 10 months 

Within 12 months 

Within 12 months 

at 6 months (ongoing) 

Within 18 months 

Within 6 months 

Within 18 months 

Within 18 months 
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Inform Users of Existence of System 
Conduct User Orieritation 

Within 24 months 

Inform Public at Large of System 

2.2 ACTION PLAN MODULE 2: ADVISORY SERVICES 

These services will be provided to a wide range of organizations and groups. It should act as 
a consulting body to the Jamaican society as a whole on matters related to environmental 
protection and natural resources conservation. Because a significant portion of its activities 
will involve the provision of information to organizations and groups outside of government, 
it will need to collaborate closely with the office responsible for information systems 
development with respect to the Official Secrets Act. Similarly, on technical issues affecting 
the utilization of information, this office will rely upon its peer organizations in NRCA. 
Finally, the same caveat will have to apply in the case of economic advice except in the case 
of providing specific information to relevant parties regarding environmental impacts of 
economic policy and investment choices. 

An initial action that can be taken by NRCA would be to ascertain the range of likely 
demands that can be anticipated f ~ c  such a service. In particular, this activity would allow 
the agency to compile a database of non-eovernmental organizations and community-based 
groups who have an interest in environr.~~:,~tal protection issues. NRCA could start this effort 
relatively quickly by using the services of t!e University of the West Indies (UWI) and some 
of its students for the design and conduct of the survey and the analysis of the results. This 
information would also be useful to NRCA in connection with its objective of building the 
institutional infrastructure for natural resources conservation activities. 

1. Identify through a survey of existing organizations and groups, including private 
sector operators to determine the likely demand for advisory services; 

a. Categorize this data by type of group or organization and geographic 
location; 

b. Specify areas of interest and activity for groups and the product or service of 
private sector operators; 

c. Potential types of advisory services desired; 

d. Capacity for service utilization, i.e., size of staff, budget information, if 
available, business volume, age of organization or group, etc; 

2. Prepare foundation for establishing the service: 

a. Determine space needs; 
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b. Develop internal coordinating mechanisms to ensure access to technical data 
as needed; 

c. Dete~mine procedures for gaining access to the service; 

d. Assess the utilization of fees for service; 

This service will require the collaboration of both of the departments of NRCA, but the 
principal responsibility will reside in the office of the Deputy Executive Director for 
Policy, Planning and Assessment. The advisory service would represent an expansion of the 
duties for this office, specifically for the Senior Director for Environmental Data 
Management. At least initially, the office could manage this responsibility with no additional 
staff. However, it seems likely that some augmentation in the size of the staff for this office 
will be necessary within the first year. 

Additional Staff: One technical staff member with education and experience in 
environmental discipline 

2.2.3 Im~lementation Schedule 

This scheme will follow closely the schedule outlined for the development of the information 
system with the following modifications: 

Design the advisory service 3 months after employment of Senior Director 

Develop survey plan with UWI Within 4 months of employment of Senior Director 

Develop logistics plan for survey Within 7 months 

Field test of survey instrument Within 9 months 

Initiate survey Within 12 months 

2.3 ACTION PLAN MODULE 3: REGULATION, MONITORING AND 
ENFORCEMENT 

The legal authority for NRCA to promulgate regulations is given in the NRCA Act of 1991, 
and the process of issuing regulations began before the time horizon of this action plan. 
Proposed comprehensive legislation is under development, which will rationalize and extend 
the 22 pieces of environmental legislation in force. Also, there may be need to further 
clarify the legal aspects of NRCA environmental regulations. These and other legal issues 
should be addressed on a priority basis and completed during the first six months of the 
action plan period (October 1992- March 1993). 

Annex 1 gives a generic outline of the major sections of an EIA. 
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Drafting, receiving comments on, revision, and final publication of EIA regulations are 
estimated to require 18 months (October 1992 through March 1994). Hiring and training 
staff may take somewhat longer, but NRCA should aim by the end of the action plan period 
to have adequate capability to write Terms of Reference for, and to review, all of the EIAs 
that are required. 

There are at least six Geographic Information Systems (GIS)s functioning in Jamaica, of 
which the most important for NRCA's work is probably at the University of the West Indies 
Center for Nuclear Studies. The Town Planiling Department (TPD) and Rural Physical 
Planning also operate GISs, as do other agencies. Since these systems use several different 
types of software and do not use a consistent map base, the information they can provide 
cannot be consolidated. NRCA does not intend to develop a GIs of its own but correctly 
views itself as an informed user, or customer, of the existing systems. 

2.3.1 Suecific Actions 

1. Establish a Regulatory Unit 

2. Implement an Environmental Impact Assessment (EIA) System. 

I .  The overall EIA process should be described in detail, indicating the role of each 
stakeholder at every point in the process. A very preliminary flow chart is given in 
Amex X. There must be full agreement on this process, 

2. Describe the technical contents of an EIA. 

3. Define NRCA's primary roles in the EIA process, once it is established. 

1. NRCA should review draft Terms of Reference and revise them, as 
required, to ensure that they focus on critical pollutants and impacts. 

2. NRCA should review completed EIA documents and to recommend 
approval of the developer's application or to require changes that will 
mitigate negative impacts. NRCA should not develop the capacity to 
actually conduct EIAs; this is better left to the private sector. 

3. Identify Institutional Sources of Risk Assessment Data Relevant to Environmental 
Standards in Jamaica and Establish Cooperative Relations with these Institutions. 

1. Train the entire staff of the NRCA regulatory unit to a level of functional 
expertise in acquiring and applying risk assessment data. Short on- the- job training, 
perhaps by a foreign expert, should be sufficient. The major time constraint will be 
hiring the staff members. This action should be completed within 18 months (March 
1W). 
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4. Develop and disseminate information on the procedures for setting environmental 
standards, with emphasis on opportunities for comment by government agencies and 
the public, and adopt required standards. 

5. Compile and review all relevant existing environmental standards and mdify 
(upgrade) them as required. 

6. Select regulatory mechanisms, with emphasis on market-based systems and increased 
revenue 

1. Review the fees and charges for all licenses and permits pertaining to natural 
resources use and environmental pollution. It appears that many of these fees reflect 
substantial under-valuation of the natural resource base. A notable example is the 
Beach License fee, under the Beach Control Act, which is now set at J$lW for large 
hotels and even less for small hotels. A significant increase in this and other fees 
would contribute to general government revenue which can support increased 
budgetary requests by NRCA to fund its operations. Likewise, the fee charges to 
developers to draft Terms of Reference for and to review EIAs should reflect the 
full cost of NRCA services. 

7. Establish formal cooperative relations with other government agencies on 
geographic information systems (GIs) 

8. Issue Environmental Regulations 

Performance of its regulatory functions will have very important staffing implications for 
NRCA, and the Authority must determine what number of staff and what skills are required 
to fulfill its role. Initially, it will require a Senior Director for Regulation, supplemented by 
a staff of four professionals and several clerical/administrative persons. 

Regarding EIAs, the Inter-American Development Bank (IDB) expects to award in late 
September 1992 an 18-month contract to a local consulting firm, Conrad Douglas & 
Associates, to assist in developing the EIA process. Presumably, the IDB's own guidelines 
will form the basis of those which NRCA adopts. 

To train the staff of the NRCA regulatory unit to a level of functional expertise in acquiring 
and applying risk assessment data, Short on- the- job training, perhaps by a foreign expert, 
should be sufficient. The major time constraint will be hiring the staff members. This 
action should be completed within 18 months (March 1994). 

NRCA staff, with assistance from a short-term external adviser, should review strategic 
considerations in the selection of regulatory mechanisms during the early months of the 
action plan period. 
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Since USAID has funded several GIs systems, it would be helpful for USAID to fund a 
short-term external adviser during the first six months of the action plan period, to inventory 
and describe in detail the existing GISs in Jamaica, to specify what NRCA's GIs 
requirements are likely to be, and to recommend steps to rationalize and integrate the 
existing systems in order to meet NRCA's needs. 

2.3.4 Im~lementation Schedule 

Draft priority regulations Begin immediately, to be completed within 6 to 12 
months. 

Develop EIA procedures and guidelines 

Begin drafting watershed protection 
regulations December 1992 

Set timetable for promulgation of all 
regulations, standards and guidelines September 1993 

Train staff to acquirelapply risk 
assessment data March 1% 

2.4 ACTION PLAN MODULE 4: JNTERAGENCY RESOURCE AND PROJECT 
COORDINATION 

The NRCA objectives related to inter- agency coordination should be to: 

1. Keep informed of the activities of other agencies to assist with advising the 
Government of Jamaica (GOJ) resource allocation (financial, human, and 
equipment), prevent duplicating efforts, and direct requests for information and 
services; 

2. Coordinate activities of other agencies in cases in which NRCA resources are 
involved; and 

3. Advise other agencies upon request related to strategies for achieving environmental 
goals. 

The Action Plan assumes that a tracking mechanisms to record all environmentally-related 
activities in Jamaica is included as part of the Information Clearinghouse activity, described 
in section 2.1. 

2.4.1 Swcif'ic Actions 

1. Establish an internal committee within NRCA's Environmental and Natural 
Resources Program Division to track activities and programs of other agencies. 
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2. Develop a reporting mechanism to assist agencies to keep NRCA informed. 

3. Coordinate quarterly or bi- annual meetings of all government agencies with 
environmental management agendas. As part of the agendas, the meetings should 
provide a forum for agencies to make resources and financing requests and to 
comment on needs they have from others in the system. 

4. Develop procedures for referral of requests to other agencies to prevent conflict of 
interests or other issues related to competitiveness between agencies. 

The staffing requirements for ensuring interagency coordination assume that the staffing 
required for the information clearinghouse action plan has been achieved. At a minimum, 
the staffing for this function will require recruiting an hiring the following positions: 

1. The Deputy Executive Director for Environmental and Resource Programs 
2. Four Senior Directors in each of the programmatic areas 
3. One administrator for the Environment and Resource Programs Division 

2.4.3 Traininn. consult in^. contract in^ and Procurement 

1. No training, consulting and contracting, or procurement needs are required above 
and beyond those required for the Division to achieve its overall institutional 
function. 

2.4.4 Imolementation Schedule 

1. Establish an Internal Committee 

2. Develop a Reporting Mechanism 
for Other GOJ Agencies 

3. First Quarterly of Biannual 
Meetings 

4. Develop Procedures for Request 
Referrals 

Immediately (Once staff is hired) 

Within 1 month 

Within 3 months 

Within 1 month 
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2.5 ACTION PLAN MODULE 5: PUBLIC EDUCATION AND INFORMATION 

The Action Plan for Public Education and Information will serve three purposes: (1) prepare 
and disseminate information designed for use by the print and electronic medias, publish an 
in-house newsletter for employees of the NRCA, (2) act as the NRCA focal point in the 
development of education programs aimed for general public use, and (3) design and 
manage education programs for particular populations, e.g., schoolchildren attending 
elementary and secondary schools. As with other aspects of the NRCA program dealing with 
the use of government information, the Plan assumes that the provisions of the Official 
Secrets Act will not adversely affect the development and content of this component. 

One of the earliest tasks that will have to be undertaken is to carefully assess the existing 
government efforts in public education for environmental and natural resource conservation 
purposes. NRCA will also study similar programs produced by non-governmental groups. 
These assessments willserve as a baseline for the development of NRCA's own initiatives in 
these areas. It should also be understood that this Action Plan does not imply the creation of 
a major operational unit within the organization. It is expected that with the exception of the 
in-house newsletter, the majority of the products and programs of this office should be 
produced through contracts and grants using private sector organizations, groups or firms. 

The NRCA will have a routine, ongoing duty to (1) monitor progress and quality of work 
and products produced using its funds, (2) prepare and disseminate an in-house newsletter 
primarily directed to the professional audience, (3) prepare specifications and terms of 
reference (TOR) for public education and information programs and publications addressed , 

to the general public, and (4) participate in the review of all bids received in response to its 
solicitations. 

1. Assess existing public education and information programs on environmental 
matters: 

a. types of organizations involved in production 
b. types of products and programs produced 
c. estimate potential user demand by category, e.g., school, community group, 

etc. 
d. estimate demand for specialized programs or products 

2. Coordinate with the Environmental Data Management Division to establish a 
database of sources by product and type. 

3. Coordinate with the Environmental Data Management Division on the development 
of its user information program 

4. Develop procedures for preparation, issuance and monitoring of bid solicitations and 
grants awarded 
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The principal responsibility for this function will reside in the Environmental Education and 
Public Information Division of the NRCA. An underlying assumption for this function is 
that the Senior Director position will be filled in a timely manner. This individual will be 
responsible for general supervision of the public education and information component. In 
slightly more detail then, the initial personnel requirements will be 
the following: 

1. (Senior Director of Environmental Education and Public Information) 
2. One technical staff with education and work experience in print or electronic 

media, publicity or advertising. Additional experience in desktop publishing 
would be desirable 

3. One technical staff with experience in video or film 

2.5.3 ConsultindTechnical Assistance Plan 

1. There will be a need for short term technical assistance for the development of a 
public education/awareness campaign strategy. 

2. Short term assistance will be requested for preparation of a procurement plan. . 

3. Consultant services for training in contract management and solicitation drafting will 
be required. 

2.5.4 Im~lementation Schedule 

Employment of Senior Director, Public Immediate 
Education and Awareness 

Employment of technical staff Within 3 months 

Develop coordination plan with 
Environmental Data Mgmt. 

Within 6 months 

Carry out assessment of existing capacity Within 6 month 

Identify sources for short term technical 
assistance Within 4 months 

Establish interagency group for public 
awareness Within 9 months 
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2.6 ACTION PLAN MODULE 6: PROJECT IMPLEMENTATION AND 
EXECUTION 

The operational strategy and action plan of the NRCA are designed to assist the agency in 
responding to its broad legal mandate to protect the natural resources and reduce the level of 
degradation in the environmental quality of the country. Taken together, they become a 
means for preparing the NRCA to assume a larger operational responsibility inherent in the 
DEMO project with its several components. 

Among the largest of the demands on NRCA will be the USAID-financed, five-year DEMO 
Project, which will entail the establishment of a Project Management Unit (PMU) within 
NRCA, primarily to execute Phase I1 of the Protected Areas and Resource Conservation 
Project (PARC) and to u~dertake "strategic interventions in the environment" (SITES) at 
four to six locations on the island. The DEMO Project PMU will be managed by a Jamaican 
with assistance from one full-time and several short-term external technical advisers. The 
project will also finance the procurement of vehicles and office equipment, including 
computers. It seems likely that the DEMO- funded office equipment will not meet all of the 
needs of other units of the NRCA. 

2.6.1 5-pecif~ Actions 

1. Prepare provisional six-month workplan that addresses operational strategy and 
action plan items accepted by the NRCA Board immediately after its Retreat in 
October 1992. 

2. Put six-month workplan in final form following Staff Retreat 

3. Begin process for creating the Environmental Regulation Division 

4. Begin process for creation of Economic Policy position 

5. Work with cooperating government agencies to determine the modalities for 
developing a system to ensure interagency coordination for the next two years. 

a. schedule work on modalities for coordination according to action plan 
priorities 

b. determine need for memoranda of understanding prior to formal development 
of coordination approach 

6. Develop a schedule for the recruitment of mid-level managers and junior 
professional staff, giving priority to those positions assigned to monitoring and 
enforcement and technical functions. 

The successful implementation of the operational strategy and the action plan will require 
that NRCA continue to make good progress in filling its senior positiqns, especially those of 
the Deputy Executive Directors and the several Senior Director posts. See individual action 
plans for detailed discussion. 
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2.6.3 Contract indTechnicaI Assistance 

1. The Executive Director will require short term assistance in the following areas 

- organizational analysis (structure, functions and authority) and 
integration of PMU - management information systems design and development 

- legal and regulatory drafting 
- modalities for access to local and international geographic 

information databases 

Hire Deputy Executive Directors Immediate 

Hire Senior Directors Immediate 

Begin development of 
six-month workplan 

Within 1 month 

Complete six-month workplan Within 2 months 

2.7 ACTION PLAN MODULE 7: ECONOMIC POLICY 

Throughout the action plan period, it is likely that an Economic Policy Division, if it 
could be established at all, would be a "one-person shop." Staffed only at the Senior 
Director level, the NRCA might be able to recruit an experienced resource economist who 
would have both internal and external responsibilities. Within NRCA, the resource 
economist should collaborate with the Regulations Division staff to review opportunities to 
use economic incentives as regulatory mecha~isms. And this person would support and 
participate in technical discussions and policy formulation efforts of the PIOJ. 

No specific actions can be planned during the two-year period. On an interim basis, 
NRCA can probably. meet its most urgent economic analytic requirements through contracts 
with local and external economic consultants. USAID andlor CIDA may be potential 
sources of funding for such consultancy services. 

3.0 SUMMARY AND CONCLUSIONS 

The greatest challenge for NRCA during the action plan period will be to hire sufficient 
qualified staff to fulfill the multiple demands and expectations that will be increasing placed 
on the Authority. In addition to the posts which are already under discussion with the 
Ministry of Public Services or for which recruitment efforts are already underway, the 
implementation of this Action Plan calls for hiring eleven additional professionals and 
several clericalladministrative staff members. 
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To recapitulate, the additional staffing requirements called for in this Action Plan are as 
follows: 

Office of the De~uty Executive Director for Policv. Plannine and Assessment 

One technical expert with education and experience in an environmental 
discipline 

Environmental Data Manaeement Division 

One technical expert in an environmental discipline, preferably multi- 
disciplinary 

One computer operator with expertise in library science 

Four professionals 

Several clerical and administrative staff 

Environmental Education and Public Information Division 

One technician with experience in print media, publicity or advertising 

One technician with experience in video or film 

One administrator 

There are obviously a great many uncertainties in the timing of the specific activities noted 
in this Action Plan. Table 3 aggregates them. It will be noted that the action items are 
"front- loaded" and that there are few tasks specified for the second year. There will 
certainly be some slippage in the Plan, particularly related to hiring staff. In any case, the 
Action Plan should be treated as a living document and should be updated bi-annually. 
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ADYISOUY SgaVICES 
H i m  Sr. Director, Bnv Data 
Design senrice 
Develop survey plan 
Develop survey logistics 
Field test survey 
Ini t ia te  s w e y  

Action Plan DM 23 Sep 92 Page 1 of 2 . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  

llODULB 
Action 

Wnth Mo/ Year/ Month 
1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 

'92 '92 '92 '93 '93 '93 '93 '93 '93 '93 '93 '93 '93 '93 '93 '94 '94 '94 '94 '94 '94 '94 '94 '94 
Oct Nov Dec Jan Feb Har Apr b y  Jun Jul Aug Sep Oct Nov Dec Jan Feb Har Apr Hay Jun Jul Aug Sep 

BeCULlUIou 
Draft priority regulations 
Develop EIA procedures 
Begin drafting watershed regs 
Set timetable for  a l l  regs 

x ................................................ 

X 
X 

........................................................................................................................ 
ImFomTI(#I CLEAB1m;HOUSE 

Hire Sr. Director, Env Data 
Contract Info. Consultant 
Div. Op Str 61 Action Plan 
Identif y equip needs 
Survey existing data 
Develop data y t  system 
Recruit and train staff 
In i t i a l  t r i a l  run 
Begin data entq 
Appoint Secrets A c t  Qte 
Prepare forms for users 
Inform lxers of sptea 
I n f o a  public 

X 
X 

X 
X 





NRCA2000 Action Plan 

ANNEX 1: Illustrative Outline for Environmental Assessments 

m r  sections; 

I. Project Description 

11. Discussion of Alternatives 

111. Regulatory Framework 

IV. The Existing Environment 

V. Impact Analysis 

VI. Mitigation 

VII. Monitoring and Training 

VIII . References 

Illustrative Outline for Section IV. The Existine Environment 

A. Water 
* Resources (availability and use) 
* Quality [Basic parameten: BOD, PH, heavy metals, temperature] 

** Surface 
** Underground 
** Marine 

B. Air 
* Quality [Basic criteria pollutants: NO,, SO,, CO,, hydrocarbons] 
* Meteorological and climatic data-- wind rose 
* Rainfall 
* Temperature 

C. Soil 
* Physical description (audit) 

** Qua!@ 
** Erosion 
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* Aquatic 
* Terrestrial 

** List species [Threatened, endangered, sensitive] 
** Biodiversity considerations 

* Land use [historical review] 
** Zoning? 
** Significant sites? 

* Public facilities 
** Transportation 
** Water and sewer 
** Energy 

* Economics 
** Employment 
** Labor availability and requirements 




