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OVERVIEW

Introduction

The 1999 South Coast Sustainable Development Plan (Plan) sought to respond to concerns that unplanned development of the South Coast would permanently damage the heritage and environment of the area. The Master Plan studied the region across a comprehensive range of disciplines and sectors including agriculture, hydrology, marine resources, tourism, the environment and land use. In addition to this, the Master Plan for Sustainable Tourism Development (Master Plan)
 has identified that the tourism sector was likely to be the main driver of economic growth for the country and could help to move Jamaica on the path of sustainable development. 

This feasibility study takes the Plan’s recommendations to the next phase, detailing how the lead elements are to be implemented. It evaluates the economic viability of these lead elements that constitute the South Coast Development Programme (SCSDP).  

The Terms of Reference for this feasibility study identified three components, fisheries, protected areas and tourism upon which a sustainable solution, to the issues facing the South Coast, could be based. However, it was recognised that on their own, these components would be unlikely to produce a long-term viable and sustainable solution. Therefore, the complimentary components of institutional capacity, and regulatory reform have been included within the scope of the Study. Finally, to ensure long-term sustainability an economic evaluation is provided to confirm the viability of the proposals.

The Study essentially asks two questions:

1. Is there a sustainable alternative for the South Coast, to the type of development that has been experienced along the North Coast. 

2. If so, is that alternative economically viable.

In looking for alternatives, the study team sought, through consultation, to include the views of the broad range of stakeholders within the South Coast area to provide a strategy that has buy-in from the communities involved.

The Study was also tasked with ensuring that the recommendations produced implementable, physical results.  The deliverables within the Terms of Reference therefore included conceptual tasks – such as identifying pre-requisties for the establishment of protected areas, and prescriptive tasks – such as provision of designs for the development of Black River as a Heritage Theme Town.

In answering the questions posed by the Terms of Reference, the report has arrived at a vision for how it sees the development of the South Coast being approached to ensure that the product – the South Coast – is sustainable, and economically viable and that the SCSDP is delivered in a practical and readily implementable manner to also achieve tangible results.

A Vision for the South Coast

The South Coast is experiencing decline. The two sectors on which its wealth was based in the past, mining and agriculture, are experiencing international competition as a result of which investment and activity levels are falling. Fishing, the other main source of employment, has suffered years of over exploitation which is now resulting in declining yields and poor fisher incomes. In general, the rate of growth of national income in the South Coast, is failing to keep pace with even the very poor rate of growth of income in Jamaica as a whole.

In rural communities there is high unemployment, declining levels of household income and the disintegration of community and family units. In the towns the influx of people has given rise to informal and unplanned urban sprawl and it threatening to destroy the very environment which draws tourists to the island. The growth of population in towns such as May Pen and Mandeville has been amongst the fastest in Jamaica and rural residents have also migrated to Kingston, Spanish Town and the tourist resort centres on the North Coast.

The South Coast has immense opportunities through its natural, and cultural heritage and the dynamism of its people. If these resources are developed they have the potential to provide economic growth for the region. Tourism could provide the impetus for economic and social regeneration, as envisaged in the Master Plan.

However, as the North Coast has demonstrated, heritage is a fragile commodity and the danger is that if the South Coast is developed without adequate planning and a clear strategy, it is likely that the opportunities which have the potential to regenerate the area, will only serve to exacerbate the current social problems and accelerate the destruction of the environment. The unplanned development of tourism in the North Coast has served to cause social, environmental and  planning blight.  The economic growth that tourism has generated has benefited only a few.

The North Coast therefore provides little in the way of a model for sustainable development of the South Coast. During the exhaustive process of consultation that accompanied the preparation of the South Coast Plan and was integral to our design of the SCSDP, stakeholders in the Region made it abundantly clear that they were strongly opposed to the South Coast following the North Coast model.

The alternative for the South Coast is to embrace the principles of sustainable development that focus on integrating economic with social development and protecting and managing the environment. These principles put local communities and stakeholders at the heart of the planning and decision making process and make quality of life, opportunity, capability, voice and empowerment targets that must be achieved along with high rates of economic growth.

The vision of the South Coast that these principles support, is of a region that derives its identity from the cultural and historic heritage of its people and its distinctiveness arising from its unique natural environment.  It is a vision where local stakeholders are empowered to participate in planning and decision making and enabled to play a lead role in economic development. The South Coast Plan articulates and elaborates this vision and provides guidelines for its realisation.

The SCSDP serves as the vehicle for the implementation of the Plan and provides a framework that enables the vision to be achieved over the next  decade.  The SCSDP is structured on five main themes:

Sustainable Tourism based on the unique South Coast product.  In line with the principles of sustainable tourism, in the South Coast, tourism must reflect the culture and aspirations of local people, take positive steps to avoid gender and other forms of discrimination and help to preserve the environment. These principles are broadly in line with the tourism product as it exists in the South Coast. Product development must therefore remain true to the unique characteristics of the current South Coast product. This is the basis on which the tourism strategy for the South Coast has been developed (see below):
· Tourism led, broad based growth.  The Region has the assets to participate in the growth of tourism in Jamaica and to increase its share of the Jamaican tourism sector. The growth of tourism, however, must not be confined to large hotels, as it has been in the North Coast. What is appropriate for the South Coast is low density tourism that does not make huge demands upon infrastructure and the environment and whose benefits accrue to all types and size of accommodation as well as a broad range of ancillary industries and supplier sectors. The object of broad based growth means that particular attention must be given to ensuring that ancillary sectors such as shopping, food and beverages, entertainment (cultural and popular), sports, arts and crafts and transport benefit from the growth of tourism.  Further, that sectors that supply inputs to tourism such as agriculture, fisheries, manufacturing, construction, infrastructure and the utilities, public services such as health and waste management and commercial and personal services such as repair and maintenance, hair dressing and laundry, must be assisted in capturing a higher proportion of the tourism dollar within the region. The tourism, protected areas, fisheries and institutional components outline how this will be achieved through the SCSDP.

· Interweaving economic, social and environmental development.  The principles of sustainable development require a balance to be achieved between providing opportunities for sustainable livelihoods, capability to participate in social and economic activity through providing health, education and other welfare services and the preservation of the natural environment. The way to achieve this balance is to interweave them in all SCSDP components. Thus, local organisations involved in a mix of economic, social and environmental development such as the PDCs and especially the sustainable development NGOs will be assisted in taking part in all three types of activity.

· An integrated programme.  In our view, SCSDP must be viewed as a single, integrated programme, not a combination of three discrete complements - tourism, protected areas and fisheries. The protected areas and fisheries components need the financial resources generated by tourism to be effective. Unless there are opportunities for local organisations co-managing the protected areas to earn income from visitors, the result is likely to be a reduction in the incentive for local communities to protect precious habitats and of the financial resources available to local organisations to sustain the task. The sustainable use of fisheries requires the diversion of fishing effort into alternative livelihoods, one of which must be tourism.  The tourism component relies on the preservation of fragile habitats on land and off-shore to sustain the interest of visitors and to protect tourism assets such as beaches. In the design of the SCSDP therefore, tourism takes the lead and is integrated with the other components.

· Local empowerment.  The institutional framework for the SCSDP provides for the pivotal role in planning economic, social and physical development to local organisations such as the Parish Councils, the PDCs and the sustainable development NGOs (CCAM, SEEPA and others).  Organisation that themselves represent a diverse range of local interests and stakeholders such as PDCS and the sustainable development NGOs are given priority in institutional strengthening. The component also includes strengthening the planning function of Parish Councils so that the combined power of the national regulatory frameworks for tourism, protected areas and fisheries can be combined with local planning powers to ensure sustainable development. 

The objective of SCSDP is to ensure the sustainable regeneration of the South Coast through an integrated approach to the implementation of its components, led by tourism to ensure economic sustainability but with protected areas, fisheries and the institutional and legal components ensuring social development and environmental conservation.  The three aspects of sustainable development, economic, social and environmental will be interwoven into each component. The glue that binds the components together into a single programme will be the institutional, regulatory and planning frameworks, which build on the existing skills and capacities of the national, regional and local organisations.

How do the Components Feed into the Vision?


Tourism

The tourism component comprises a market assessment and strategy, guidelines for preparing Parish marketing plans, a web site and infrastructure and technical assistance proposals required to support the development of the sector and the tourism product. The process for developing the strategy and plans commenced with an assessment and definition of the South Coast Tourism Product upon which the market strategy could be based. The assessment identified relevant market segments and from these visitor forecasts were developed. The strategy focuses on the identification and capture of target market segments which offer the best prospects for the South Coast to establish a significant and sustainable market position.  In support of the strategy, outlines for a series of marketing plans at Parish and community level have been prepared. These seek to consolidate the existing tourism assets and resources and build on the foundation providing a framework for marketing. The approach and findings of the tourism component are summarised:

The South Coast Tourism Product

The South Coast, offers the potential attract of significant new market segments that provide the opportunity for Jamaica to diversify its national tourism product.  The variety of nature based tourism assets along the South Coast, the diversity and intensity of culture in small and intimate communities, the rich histories of those communities and small scale tourism development enables the South Coast to cater for a less intensive and more diverse form of tourism than is available on the North Coast. The form of tourism that is appropriate to the South Coast would emphasise the richness of tourism experience rather than the volumes of visitors attracted. It is thus intrinsically likely to make less demands upon the environment than the mass tourism generated by the resorts of the North Coast. 

Market Assessment

The current market for the commercially provided accommodation is not dominated by one single sector, and consists of holiday, business and social trips, from the Jamaican (40% of visitors), European (36%) and North American (24%) markets. It is estimated that there are 47,500 tourists coming to the South Coast study area each year, with 38,500 of these staying in commercial accommodation and 9,000 in private homes.

A detailed analysis of key international markets (USA, Canada, UK, Germany, Italy, France and Netherlands) has identified the potential demand for a South Coast product; this is based on the appeal of nature tourism in a community environment that also provides the sun, sand and sea required by winter sunshine visitors. This is consistent with the trends within these markets and the aspirations of the JTB in developing new markets.

The South Coast needs to establish a market profile that builds on its diversity of natural and cultural resources as a destination that offers the real Jamaica through a combination of traditional sun and sea facilities with community and nature-based facilities and activities. The nature tourism markets, should be the South Coast’s main target, and making conservative comparisons with what has been achieved for similar markets in the Caribbean, an additional 15,000 visitors should be captured in the next five years from increasing the performance and standard of existing establishments and attractions and an additional 15,000 over the next five years through the development of new facilities. This market would come from the USA (40%), Canada (10%) and Europe (45%).and other (5%).

In addition to nature tourism, there also needs to be a focus on the potential of attracting two other markets, namely the Jamaican born foreign nationals and Jamaicans resident overseas returning to visit friends and relatives (VFR), and the resident Jamaican market. 

Marketing Strategy

The strategy for the South Coast focuses on attracting the key North American and European markets by promoting the region as the Caribbean’s new nature  tourism destination.  The main vehicle for promoting the area will be the Heritage Trail, supported by promotional literature, onsite signage and interpretation and the new South Coast Website.

The Marketing Action Plan consists of 12 Action Points covering:

· Developing a segmented mix of target markets.

· Building a strong South Coast brand to be presented through the JTB’s mainstream destination promotion and resort marketing programmes.

· Commissioning a library of high quality photographs.

· Producing 100,000 copies of a free Heritage Trail map.

· Producing 25,000 copies of a saleable Visitor Guide.

· A domestic advertising campaign.

· Initiating an extensive PR campaign.

· Developing and maintain a South Coast Web site.

· Creating a series of information sheets in support of a number of South Coast themes.

· Supporting South Coast presence at international travel trade shows.

· Establishing programme of regular market research and monitoring.

· Sharing market intelligence with stakeholders in the South Coast.

In addition the Marketing Plan identifies the individual approaches to reaching key sectors in the US, Canadian, UK, German and domestic markets.

A central element of the strategy is the South Coast Heritage Trail which is a popular method for destinations to present the range of attractions and sights that they have on offer in a co-ordinated fashion. A survey of resources along the South Coast of Jamaica concluded that there was a sufficient range and quality of attractions and features to justify their promotion by means of a South Coast Heritage Trail. A series of guidelines has been presented for the preparation of the trail.

In addition to targeting an increase in stopover visitors, the marketing strategy focuses on excursion visitors drawn from the resort centres of the North Coast and Kingston, facilitated by improvements in transport infrastructure. With the emphasis on quality of experience rather than quantity of visitors,  a major thrust of the strategy is to increase spend per visitor within the region. This means that whenever new accommodation comes on stream or new attractions are developed such as the renewal of Black River and the Heritage Trail, there is provision made for food and beverages, entertainment, shopping, the vending and production of arts and crafts, tours and excursions and transportation.

Increasing spend per visitor, especially outside accommodation, is important for the viability of SCSDP and essential for sustainable development of the region. Without it, tourism would not have the pull-through effect on other sectors that is necessary to revive the economy and create the sustainable livelihoods on which the future of the region depends.  

Accommodation Plan

The Marketing Plan recognises that the broad ‘nature tourism market’ will provide business for a range of accommodation across the South Coast from small 3 star hotels to B&B establishments. There is a need for a system, that builds on the current accommodation licensing system, that not only reflects the capacity and aspirations of local communities, but also meets the expectations of customers and conveys to them a structure of quality standards that helps them choose their accommodation and plan their holiday.

The recommendation is for a new system of Minimum Standards to be introduced, for both B&B and the self catering sector. This would allow for a ‘grading’ system to be introduced that could be presented to the visitor as a new ‘brand’ of traditional Jamaican style accommodation. This would be in a similar format to the French ‘Gîtes de France’ system which has become a key vehicle for the promotion of rural tourism in France.

Parish Marketing Plan

Detailed guidance on the preparation of a Parish Plan and in particular the key role of consultation during their preparation is provided. The role of the plan is to assist local communities in a review of what they wish to develop and how they wish to manage and promote tourism.  Such plans will provide a clear and shared vision of tourism among all the stakeholders, whether public or private sector.  This would provide a context for private investment in tourism, as well as to assist in securing additional funds from the public sector and other sources.

Community Tourism Plan

Guidelines are provided for the use of local communities in assessing what role tourism can play in their cultural and economic development. This will ensure that the local community has substantial control over and involvement in, the development and management of a range of accommodation, attraction and support facilities and that a major proportion of the benefits from these activities remain with the local community.

Infrastructure Proposals

Designs for a range of infrastructure items to support the tourism component are proposed. In general they serve to enhance the visitor experience at the attractions along the whole Heritage Trail. However, specific attention has been given to laying to foundations for Black River town to be developed at as a heritage theme town. Detailed designs are proposed for the drainage, sewerage and highway improvements to the centre of the town.

Website

The website will evolve with the Project. In the implementation phase its purpose will be to disseminate information to the communities on the project’s progress and to give the opportunity for feedback. In the subsequent phase its role as a marketing tool will be developed to allow operators of accommodation establishments and attractions to advertise their product.

Protected Areas (PA)

The Study into the feasibility of establishing and operating two PAs at Black River Morass and Canoe Valley, focussed on the achievement of Sustainable Development and this has involved proposals which integrate environmental, economic and social development. For this to be achieved, the proposals must involve the communities within the proposed PA boundaries in management and monitoring roles. In this way they become part of the project, develop a sense of ownership of the PAs and see the benefits that the PAs bring to those communities and the wider South Coast. Mobilising this essential resource will be achieved by ensuring that management and monitoring of the PAs is undertaken through the community organisations. The SCSDP therefore ensures that funding is available to strengthen and support these organisations in this role and in doing so it facilitates social development.
The goals and objectives covering each and all of the dimensions of Sustainable Development have been identified.  These formed the basis for determining the pre-requisites that need to be in place to ensure that the PAs can be successfully established and operated.  Although many of the resources within the potential PAs are fragile, the areas have the resources to accommodate a wide range of potential uses provided that the levels of use do not exceed carrying capacities.  Research into the latter is required as a matter of top priority.

Identification and preparation of the pre-requisites in effect served as the criteria for assessing the extent to which a case exists for including a PA component as part of the SCSDP.  An assessment was then undertaken on the status of these pre-requisites and from these a programme of actions have been developed.

Four other pre-requisites received particular attention during the Study: carrying capacity considerations, the legal and institutional frameworks required, together with determination of the scope of work for the PA component of the Project.  

Important provisions for strengthening both the laws, affecting establishment of the PAs, and the planning/control of developments within them, are recommended.

The Study concludes with a recommendation that the PA component of the SCSDP should be progressed in an incremental manner, starting with a two year pre-establishment phase.  Then, providing that the key tasks of securing the funding, of providing the necessary legal framework and enforcement capacities, of strengthening the development planning and control system and of determining that the PAs have the potential to generate positive net benefits for the stakeholders, are sufficiently far advanced should the PA component be continued under the Project.  In this respect considerable importance is attached to helping the local stakeholders to initiate small to medium scale Sustainable Development Projects.  These need to demonstrate clearly for all to see and appreciate that the PAs have important roles to contribute at both micro- and macro-scales (e.g. watershed and skyline protection, the conservation of biodiversity, endangered species and valued cultural resources etc).

In terms of funding for the PAs, it is understood that there are considerable funds available from sources such as EFJ. However, what agencies such as EFJ lack are high quality project proposals. The SCSDP will, through the PIU, provide training and assistance to the community organisations, to prepare funding proposals for the priority projects, such that the organisations will have the resources and skills to obtain funding beyond the duration of SCSDP funding.

Once the pre-establishment phase has been successfully concluded it is recommended that formal designation of Category VI, Protected Areas should proceed.

Fisheries

The fisheries of the project area make an important contribution to the economy of its coastal communities, contributing first-hand sales revenues in the order of J$50 million (US$11 million) per year and contributing directly to the livelihoods of some 4,000 full and part-time fishermen.

With few barriers to entry to the industry, participation in the industry has grown rapidly in recent decades, and the resource has come under a level of fishing effort that it cannot sustain.  For most fishermen, this source of income makes up but one of several income generating activities.

It is generally accepted that the resources of the South Coast of Jamaica have been subject to chronic over-exploitation over several decades, and that the yield from the fishery is declining year on year.  This is not only in the quantity of product caught and landed, but also in the average value of the mix of species making up landings. If the current situation is allowed to go on unchecked it is considered that permanent damage to the coastal marine ecosystem will occur. Clearly this situation is unsustainable and strikes at the very core of South Coast sustainability – threatening the environment of the South Coast, the social fabric of fishery dependent coastal communities and the economic development of this region.  Declining environmental quality leads to reduced standards and quality of living, higher costs of living, and undermines the viability of many other economic activities, not least tourism, that so depend on a pristine and healthy natural environment.  

The fisheries component of this study seeks to:

· bring these natural resources under sustainable management;

· develop their commercial and sustainable exploitation to increase their economic benefits; and

· integrate the fishing activities with the tourism sector through a balanced mix of businesses.

To achieve this a three pronged approach is proposed for short to medium term actions that comprise:

· Substantial strengthening of the quality of fisheries management.

· Encouraging the establishment of a system of community-based co-management of the fisheries sector.

· Actively identifying and promoting alternate business and employment opportunities, both within and additional to the fishery sector, through a programme of training, re-skilling, project piloting and business mentoring and development.

The key recommendations arising from the fisheries component are as follows:

· Institute universal licensing of fishing vessels and fishermen along the South Coast against payment of a licence fee, within a policy of fleet and fisherman reduction, and a system that accommodates fleet renewal and allows for new entrants to the fishery - to be managed by the Fisheries Department and its representatives or agents.

· Institute the licensing of fish processing and trading businesses that employ three or more individuals, including packer boat operations.

· Actively promote co-management as the basis of fisheries management, with the Portland Bight Protected Area as its test-bed, under the local management of the body established to manage and administer the Portland Bight Protected Area, and implemented through community-based fishery associations. 

· Provide long-term management and organisational support to the formation and operation of community-based fishery associations, including the construction and leasing of basic infrastructure facilities to such associations.

· Actively promote and facilitate alternate economic activity (and entrepreneurship) within fishing communities along the South Coast (concentrating initially on the communities of the Portland Bight), focusing only in part on the development of domestic and visitor tourism.     

· Implement a system of closed areas, restricted areas, seasonal fisheries and gear controls within the Portland Bight area, backed up by a system of local activity monitoring and enforcement, and the monitoring of catches and landings and the economics of operation – largely as recommended in the management proposals presented by CCAM in their PBPA Management Plan 1999 – 2004.

· Promote the formation of regional fisheries management bodies (as distinct from Protected Area management, as in the case of the Portland Bight) covering discrete and contiguous sea areas along the South Coast (equivalent to the fisheries responsibility of the managers and administrators of the Portland Bight Protected Area) as the local focal point for the extension of co-management along the South Coast; the identification / start-up of such organisations is a pre-requisite for extension of co-management along the South Coast of Jamaica.

· Strengthen the capacity of both the Fisheries Department and the regional fisheries co-management bodies (in the first instance the managers and administrators of the Portland Bight Protected Area) in the collection, collation, manipulation, interpretation and use of fisheries management data, incorporating the monitoring of key stocks, the monitoring of fishing activity, and the monitoring of the economics of operation of each component of the fishery.

· Explore ways of cost-effectively improving the organisation of fishing activities on Pedro Bank, and of improving the monitoring and control of such fisheries - involving the Department of Fisheries, the Coastguard and such other bodies as may have an interest in the monitoring and control of movements on the high seas; basic management of the Pedro Bank fisheries is to be exercised through the licensing and monitoring of inputs to the fishery, and the monitoring of the outputs and economic performance of fishing activities.

Integration through Institutional Capacity, Planning and Regulatory Reform

Institution Capacity and Framework & Planning

The institutional component seeks to define the mechanisms through which the components of the SCSDP will be delivered against the context of a sustainable, economically viable programme. The institutional proposals should therefore be viewed as the thread which binds the three components into a single sustainable package.

The design of the institutional component follows the established principles including, accountability, transparency, co-ordination and flexibility. In addition, there are a number of principles specific to the SCSDP. These recognise that the project is part of a wider plan and must facilitate the process of that plan. It must support co-ordination across the Parishes. It must foster local community buy-in to ensure long-term sustainability is achievable and there needs to be capacity for the proposals to be replicated across regions since the Plan and SCSDP are pilot projects for Jamaica.

The design guidelines which influence the proposals include the limited resources of the government agencies and that if they are to be involved in the implementation phase, resources will be needed to support them in this role. Expansion of the civil service runs against GoJ policy and is unsustainable. No new permanent posts should therefore be established. Finally, in a country with a plethora of government agencies, it was clear that, if possible, the SCSDP should not add to that number.

Status of the Plan and SCSDP 

To overcome the constraints of lack of resources and huge bureaucracy that have stymied many development initiatives, it is proposed that the Prime Minister declare SCSDP to be a national priority programme, to be afforded the level of backing and support from all agencies of government as is currently being given to Highway 2000. The rationale for this is that SCSDP seeks to pioneer the concept of sustainable development which, if successful, would change the development paradigm pursued up to now in Jamaica. The result of such status being afforded SCSDP should be a stronger, more effective, institutional framework for the programme. 

Further, it is recommended that the Minister of Lands and the Environment lay the South Coast Plan before parliament and declare it to be the framework for the development of the region. The South Coast Plan should therefore guide all agencies of government, civil society and the private sector in their planning and decision making. The Plan has yet to receive such formal endorsement.

Institutional Framework

The institutional framework aims to harness the expertise and regulatory powers of national government agencies whilst making the delivery of programme components work through local government and local NGOs. It combines centralised accountability for the delivery of the programme with decentralised implementation that allows the participation and commitment of the widest range of local stakeholders. A chart setting out the proposed institutional structure appears overleaf.  

Programme Steering Committee - The apex organisation will be a Programme Steering Committee (PSC) made up of the IDB’s representative, main national agencies and ministries, the five parish councils and the main civic organisations (PDCs, NGOs, chambers of commerce, resort board, local branches of the tourism industry associations). The role of this body will be oversight of the programme, ensure inter-organisational co-ordination and provide guidance to TPDCo, the implementation agency for SCSDP. 

TPDCo Programme Implementation Unit – TPDCo will be the national implementing agency mandated by the loan agreement between IDB and GoJ. It would be accountable to GoJ and IDB for executing a fiduciary responsibility over programme funds and effective delivery of the SCSDP. It is proposed that TPDCo establish a separate programme implementation unit (PIU) to manage SCSDP. The budget for this Unit would come from the SCSDP, thus ensuring that the resources of TPDCo are not diverted into the SCSDP and the programme can be truly regarded as wholly incremental to Jamaica. The Unit will be responsible for resource allocation and monitoring all components as well as play an important role in project implementation, particularly institutional strengthening. 

We envisage that the team leader of the PIU would, in view of the focus of SCSDP, have skills in sustainable development, focusing on the strengthening of community organisations to enable them to participate in integrated economic, social and environmental development. The team would have skills in fisheries, natural resources management, business development/economics and tourism. The team would be operative for the four-year investment phase of the project but not all members would be permanently employed throughout the period. The team would be recruited on an international basis. But with local knowledge and awareness of local issues important criteria, it is anticipated that most team members would be Jamaican, thus helping also to increase local capacity.

National Partner Agencies - In respect of national policy and organizational frameworks, the SCSDP has been viewed as seven elements. This includes Town and Country Planning, which is not specifically within the SCSDP terms of reference, but must be included within the proposals if sustainability is to be achieved. The seven elements and the national partner agencies proposed for them are:

Infrastructure - The key agency is the NWC. It has the competence to maintain the proposed infrastructure such as the foul sewerage and surface water drainage in Black River. Indeed they would make a valuable contribution to the delivery of these works. However, the budgetary constraints on the NWC would mean that provision of finance under the Project for maintenance would have to be made.

Black River Urban Plan - At national level, the two agencies involved would be JNHT who would focus on protecting the heritage aspects of the town, and TPDCo with responsibility for developing the tourism product. JNHT’s involvement in the scheme is vital to ensure that the heritage of the town is protected through the project’s implementation phase and beyond.

At local level, the St Elizabeth PDC would provide the link between the public and private sectors and other government agencies. The St Elizabeth PDC is a well constituted body  but lacks the resources that would be required for this project. It would need to be strengthened to undertake its role effectively.

Heritage Trail - As with the Black River Urban Plan, the two organisations involved would be JNHT and TPDCo At parish level the suitable organisation would be the PDC, however, the ability of the five PDCs varies considerably with Manchester and St. Elizabeth able to fulfil their mandates and the others at only a fledgling state. It is proposed that a further detailed review is undertaken into their capabilities before finalising an appropriate strengthening programme. In addition the ambitions of the ENGOs such as SEEPA and CCAM, to participate in tourism projects should be supported by the SCSDP.

Tourism Strategy, Product Development and Parish Marketing - At national level the two organisations would be, TPDCo, with responsibility for product development, standards and servicing community initiatives with the involvement of the resort board and JTB, which is responsible for marketing the South Coast.  Both organisations have the capacity and capability to undertake these roles. At regional level the involvement of the resort board will be crucial. It will be required to guide the national agencies and to co-ordinate between the parishes. 

Protected Areas - The principal national organisation would be NEPA, the organisation is committed to the principle of co-management and to designating the Black River Morass and Canoe Valley as protected areas.   However, in order to fulfil its role in co-management effectively the skill base and resources of its Protected Area Branch will need to be increased. Candidates at the local level are, for Black River, SEEPA which is well established but will require support and training, while at Canoe Valley there are a number of bodies including MEPA, Clarendon Chamber of Commerce and CCAM or SEEPA. The choice of co-management agency for Canoe Valley should be made when SCSDP implementation starts.

Fisheries - Management of the fisheries will be approached on three levels, national, area and local. At national level, the Fisheries Division of the Ministry of Agriculture will be assisted to discharge its core fisheries management function, including licensing, enforcement and control. The division will need to be strengthened in order that the fisheries component can be managed effectively. At area level it is proposed to follow the precedent set by CCAM in Portland Bight with an NGO responsible for managing regional fisheries, working through local fisher organisations.  CCAM and SEEPA are obvious candidates for their respective areas and others need to be encouraged to take on the role in the remaining areas. At local level, the fishers will be managed through the community based fishery associations. These will need to be developed and strengthened. The common principle through this structure would be co-management which will provide the basis for enforcement of the regulations and adherence to good practice from within the communities, rather than them being imposed by an external body. The principle of sustainability requires that the regional organisations be assisted to find alternative income generation opportunities, strengthen the social impact of their activities to support fishing communities and enable local communities to play a major role in the management of the environment. 

Planning - The Town Planning Department has the core skills to discharge its functions but is hugely under resourced. The Department must be involved in the SCSDP to provide continuity for replicating sustainable development across Jamaica, to develop the capacity to support the planning functions of the Parishes and to ensure a co-ordinated approach is applied to these issues across the country. 

Local Government - All five Parish Councils would be closely involved in the SCSDP with their managers invited to serve on the PSC. Their planning function would be involved in translating the South Coast Plan into a planning framework that guides their decision making. They would, in particular, be motivated to protect the integrity of the SCSDP components. Their staff would be trained and a mentoring service made available through the PIU for those who require it. The Parish Councils would also be consulted and informed about other components as they have a developmental function.

PDCs - the key role of turning SCSDP into a continuous process of sustainable development would be played by the PDCs. To enable the PDC to play this role, they would be supported by the PIU team and a facility to call-off short term expertise. Where PDCs are not strong or effective, support would be provided to strengthen them or an alternative body, such as the chamber of commerce, assisted to forge a partnership between the public and private sectors. The programme of strengthening the PDCs would be designed after a situation review has been carried out by the team leader of the PIU at Programme inception.

NGOs for sustainable development - the aim of sustainable development would be served by developing NGOs that combine economic, social and environmental development roles across the South Coast. These NGOs would be involved in all the main components of the SCSDP, tourism, protected areas and fisheries.  CCAM and SEEPA select themselves for this role to cover Portland Bight and St. Elizabeth. Other candidates include MEPA, Clarendon Chamber of Commerce and ISBCO. These candidate NGOs should be evaluated by the team leader of the PIU at Programme inception to select candidates for inclusion in the programme. For sustainability, each would be assisted in securing sources of finance and to develop the capacity to manage its business effectively. To ensure sustainability, avoid donor dependence and contribute to economic development, it is proposed to help the NGOs become commercially involved in some ventures to provide a flow of income – e.g. marketing agricultural (including organic) produce to the hotels, aquaculture, managing sites for vending.  This would support financial sustainability.

It would be the role of these NGOs to work to support and co-ordinate the activities of smaller local organisations, in conjunction with the area development committees – fishermen’s co-operatives, youth groups, church groups etc. It is the mobilisation, motivation and enabling of these groups to participate in developmental activities that lies at the heart of sustainable development.

CCAM, SEEPA and when more developed, other NGOs would deliver both the protected areas and fisheries components and be involved in tourism. They could be involved also in monitoring developments to identify planning abuses. This way, institutional strengthening of these organisations would benefit more than one component.  

Capacity Building

The building of capacity to deliver the programme and to sustain the implementation of the South Coast Plan will be the responsibility of the  PIU. It is proposed to have capability in all three disciplines necessary for sustainable development –economic, social and natural resource management – as well as specialist skills in fisheries and tourism. Each expert will be charged with supporting the team leader in working through national partner agencies to strengthen the capabilities of Parish Councils, PDCs and, most importantly, NGOs for sustainable development. 

To strengthen the national partner agencies, it is intended to start the implementation of components with programmes of training. Thus training programmes have been developed for the planning component that are aimed at the planning function of parish councils, the PDCs and NGOs, with the TPD also attending to increase exposure to the South Coast Plan, planning for heritage and tourism and the processes for involving local stakeholders in the development of plans and monitoring the enforcement of planning regulations and decisions. Training would be provided also in heritage tourism with the involvement of JNHT, in community tourism and the strengthening of local community organisations and understanding market segment served by B&Bs, in conjunction with TPDCo and in implementing co-management and developing and implementing sustainable development plans for protected areas with NEPA. The fisheries component includes the preparation of guides and manuals for training purposes, involving the Fisheries Division. In addition, resources are provided for NEPA and Fisheries Division to enable to discharge their responsibilities.  
The strengthening of the PDCs needs to focus on building capacity within them to plan the development of their parishes and to implement projects in support of the Plan. The stating point of such capacity building would be to reinforce their knowledge of the South Coast Sustainable Development Plan as it affects their parishes. The Plan serves as a framework for the more detailed planning they need to undertake for their parishes. The progressive PDCs such as St. Elizabeth and Manchester have already started the process of developing an inventory of opportunities and potential projects. The PIU must guide them in turning these inventories into a prioritised, plan of action.

The PDCs are likely to need specialist expertise to conceive their plans and to implement priority projects. The PIU has been provided with the resources to call in such expertise on a demand led basis. The focus of such expertise is likely to be feasibility assessments and identifying financing structures for priority projects and also developing planning guidelines for areas of outstanding tourism a potential and/or environmental sensitivity.

The PDCs are also constrained by not having any sizeable sums at their disposal for bringing their priority projects to a level that they can attract funding. Seed funds have been provided for their priority projects. They would need to apply to the PIU for the funds. Having vetted the application, the PIU would refer the decision to the Programme Steering Committee for final approval.

NGOs for sustainable development will be assisted to:

1. Improve their constitutions, organisational structure and member services to broaden their member/volunteer base and become more responsive to member needs and aspirations.

2. Strengthen ties between the ENGO and local community organisations so that the latter are enabled to play a more active role in the organisations’ management and empowered to contribute to its activities.

3. Prepare a business plan to set targets (financial and physical) for all activities to which the whole organisation is committed and to enable resource requirements and potential sources can be identified.

4. Develop plans and undertake feasibility assessments of priority projects.

5. Prepare funding applications to commercial and non-commercial sources to enable the organisation to meet its targets and implement priority projects.

6. Develop systems of financial management and control.

7. Prepare and implement a human resource plan.

The assistance will be provided by short term experts under the supervision of the PIU. Apart from CCAM, the NGOs are very short of experienced staff. It is proposed to establish four full-time posts within the nominated NGOs for SCDSP (SEEPA, MEPA/other) with at least one post in each being reserved for a natural resources planning and management specialist. The other post may comprise individuals with other skills relevant for sustainable development (social development, business development, tourism).  

These posts should be filled as soon as possible to ensure that there is sufficient capacity within these organisations to absorb the skill transfer envisaged in all three components. In particular, the natural resources planning and management specialist must be in place to supervise the development of management plans for the Protected Areas and to participate in the training envisaged in the Fisheries component.  

Legal and Regulatory Reform

The binding document that would help set the policies, objectives activities and legal and institutional framework for the SCSDP is likely to be the loan agreement  signed between the IDB and GoJ. In the interest of clarity, transparency and to establish binding commitment on the part of all concerned, we recommend that the document set out clearly the programme of action, including institutional frameworks and legal reform, that is summarised in this volume of the Feasibility Study. The document would provide the basis of subsidiary agreements between GoJ and TPDCo as the implementation agency and between TPDCo and the national partner agencies.   

From the perspective of legal and regulatory reform, the recommendations for each of the components have been assessed to ensure that they are legally permissible and where required, to propose necessary legislative reform. In addition recommendations have been made for the agreements between the national, area and local organisations to define their function and responsibilities. Key recommendations for SCSDP components are as follows:

· Tourism: The definition of hotels under the Hotel Incentives Act 1968 should be expanded to include the smaller establishments found along the South Coast and that the owner-operators should be exempt from having to prove that the business is a successful enterprise before becoming eligible to the tax incentive available under the Act.

· Fisheries: Co-management is a fundamental principle within the fisheries proposals. The memorandum signed between the IDB and GoJ for the loan funds for SCSDP should include as a condition that the amendment to the Fishery Management part of the draft Bill to include for co-management by established and credible NGO’s and other organisations.

· Protected Areas: Amendments are proposed to the NRCA Act and the National Marine Parks Regulations. It is recommended that these are enacted in the comprehensive and holistic approach suggested by the NRCA legal consultant. The South Coast Plan recommendation that a Sustainable Development Planning Act be enacted is endorsed. It is also recommended that no further studies be commissioned in respect of Jamaica’s environmental laws. Finally, it is strongly recommended that  the loan agreement between the IDB and GoJ  include a commitment to enact the amendments proposed by the NRCA legal consultant, the Government of Jamaica and the South Coast Plan Technical Report 11 and the Policy and Legislative Frameworks for Sustainable Development: Considerations and Recommendations for Jamaica (2001), as a matter of urgency.

Benefits and Costs of the Vision

Tourism

Visitor Impacts

Based on the market projections of incremental visitors and the underlying assumptions regarding length of stay and daily expenditures, total visitor expenditures reach US$17.4 million in year 10 of the Project, of which US$13.3 million are a result of stop-over visitors and the remaining US$4.1 million come from day-trip spending.  Total visitor spending over the entire 10-year horizon of the Project exceeds US$75.4 million.

Converting this spending into impacts on economic activity results in a total GDP impact of US$6.9 million in year 10 leading to the creation of 1,409 jobs in that year and US$1.4 million in government revenues.  Over the ten-year planning horizon, US$29.7 million in GDP (excluding depreciation), 6,099 annual jobs, and US$6.2 million in government revenues are generated.  In addition to the direct impacts on the economy, visitor spending also has indirect impacts.  These amounted to US$20.1 million in additional GDP and 3,097 annual jobs.

Infrastructure Impacts

Total investment in Project infrastructure related to tourism (including funds allocated for maintenance) is estimated at US$10.3 million, all excepting maintenance, occurring in the first four years of the Project.  After accounting for the depreciation of the Project infrastructure over the ten-year time horizon of the Project, the accumulated increase in GDP is estimated at US$3.8 million.  The total number of jobs generated is estimated at 342 while the gross receipts of government over the ten years are estimated at US$1.0 million.

Given the increase in visitor nights in each accommodation type and a profile of hotel occupancy rates averaging roughly 5 percent, the Project envisages 744 refurbished and/or new rooms will be required by year 10 in order to accommodate all visitors.  Total investment by the private sector in refurbishing extant hotels and guest houses/villas and in constructing new hotels and guest houses/villas is estimated at US$21.5 million.  After accounting for depreciation of the stock over time, the estimated GDP impacts over the ten years reaches US$8.3 million with the creation of 1,456 annual jobs and an accumulated contribution of US$2.4 million to government coffers.  The indirect impacts are estimated at US$9.0 million in additional GDP and 476 annual jobs.

Institutional Strengthening Impacts

Total investment in Institutional Strengthening devoted to tourism including marketing is estimated at US$2.3 millions, resulting in an increase in GDP of US$1.9 million, 26 jobs and US$0.1 million in government revenues.  The indirect impacts on GDP and employment are $0.2 and 22 jobs respectively.

Fisheries

Total investment in fisheries infrastructure amounts to US$5.0 million, generating a total of US$2.0 million in GDP over the Project horizon.  The impacts on jobs and government revenues over the ten-year time horizon amounts to 191 annual jobs and US$0.5 million respectively.  The estimated indirect impacts are US$1.0 million in GDP and 109 jobs.

Investment in fisheries Institutional Strengthening is US$2.4 million, resulting in an increase in GDP of $2.3 million, in jobs of 32 and in government revenues of US$0.2 million.  The estimated indirect impacts are US$0.1 million in GDP and six jobs.

Protected Areas

Total investment in Protected Areas infrastructure amounts to US$3.5 million (excluding US$4.0 million allotted to the Protected Areas HQ and the Bio-diversity Centre and funded by GEF), generating a total of US$1.2 million in GDP over the Project horizon.  The impacts on jobs and government revenues over the ten-year time horizon amounts to 88 jobs and US$0.4 million respectively.  The estimated indirect impacts are US$0.7 million in GDP and 76 jobs.

Investment in protected areas Institutional Strengthening is US$1.3 million, resulting in an increase in GDP of $1.1 million, in jobs of 15 and in government revenues of under US$0.1million.  The estimated indirect impacts are US$0.1 million in GDP and 12 jobs.

Total Impacts and Internal Rate of Return

As part of the Inter-American Development Bank requirements, the South Coast Project must achieve at least a 12 percent Internal Rate of Return (IRR) in order to be eligible for funding. The IRR of a project is defined as the annualised discounted return on the project investment divided by the annualised discounted total project cost, where ‘return’ is defined by the total GDP (less depreciation) generated by the project.

The South Coast Project ‘s total cost is US$24.8 million or US$19.9 million on a discounted basis (using the IDB-prescribed discount rate of 12%).  The total expected increase in GDP (less depreciation) is US$50.2 million (undiscounted) or US$29.9 million on a discounted basis.  This results in an IRR of 13.7 percent for the Project as a whole, surpassing the IDB requirements.

Some analysts argue that domestic tourism does not really add to the economy; rather, tourism spending by locals is simply a re-allocation of dollars from one domestic activity to another.  In response, resident visitor spending was excluded from the calculation of total benefits and the IRR re-calculated.  The IRR excluding domestic tourism is estimated at 12.7 per cent, a payback still exceeding the IDB requirements.

While the Inter-American Development Bank IRR requirements are based on the expected increase in direct GDP (less depreciation), the Project also generates indirect benefits to the Jamaican economy.  Indirect benefits stem from the increased economic activity of firms supplying goods and services to say, hotels, restaurants and other tourist-servicing businesses as well as firms supplying the construction goods necessary to build the Project infrastructure.  As a consequence of these indirect impacts, GDP is estimated to increase by an additional US$33.2 million over the 10-year life of the Project and to add a total of 4,024 annual jobs to the economy.

Risks and Sensitivity Analysis

The most important assumption in generating the estimated rate of return was the number of foreign-born international visitors coming to the South Coast.  This figure was estimated at between 25,000 and 40,000 and for the purposes of the analysis a figure of 30,000 was used.

In order to test the sensitivity of the results to changes in visitor assumptions, the model was re-run using the low estimate of 25,000 visitors by year ten of the Project.  In this case, the IRR is estimated at 12.6 percent, a value still greater than the prescribed IDB rate of 12 percent.

Recommendations

The Study Team makes two recommendations: First, that all operations assisted by the Project be required to submit visitor information to a central agency (preferably the JTB); and second, that the JTB revamp its Expenditure and Opinion Surveys in order to collect reliable visitor information at the South Coast level.

Conclusions

There is a clear opportunity for an integrated development programme comprising tourism, protected areas and fisheries to be implemented across the South Coast, to provide an economically, environmentally and socially  sustainable solution to the problems that are currently facing the area. In providing this solution, the South Coast has a real prospect of developing in  manner that is complimentary to the aspirations of the local communities and the capacity of its environment.

The recommendations of each component are given within their respective sections of the report. However, in order to identify the headline actions which must be done for the Project to succeed, the key recommendations are listed below:

Programme Status and Implementation

1. Prime Minister to declare SCSDP a national priority programme.

2. Minister of Lands & Environment to lay the South Coast Plan before Parliament and declares it the guiding framework for the development of the region.

3. Form PSC and establish PIU with a high profile individual as team leader.

4. Signing of a detailed loan agreement between IDB and GoJ that sets out the other six recommendations that follow and the work programme set out in the charts that follow as undertakings from GoJ. The signing of subsidiary agreements between GoJ (MoF) and TPDCo. and TPDCo, and national partner agencies to commit to the work programme.

Implementation Strategy

5. Consider SCSDP as a means to realise the aims of the South Coast Plan and the vision elaborated above.  Regard it as a single project, led by tourism but with protected areas and fisheries integrated to achieve sustainable development of all components. Economic and social development and natural resource management should be inter woven into all components.

6. The sustainable development strategy should be for tourism to lead the economy with the SCSDP providing the mechanism for capturing tourism revenues within the region and using them to pull through ancillary and supply sectors.

7. The approach to protected areas should ensure that natural resource management is accompanied with providing opportunities for local people to benefit economically and socially from the establishment of the area. The fisheries component should stress the creation of alternative income generating activities to reduce the fishing effort and strict enforcement to establish a level playing field for those who abode by the law.

8. Amend the legal and regulatory frameworks for all three components. Amend the NRCA Act as proposed to improve the process of arriving at working arrangements for the co-management of protected areas. Ensure that the new Fishing Industries Bill 2000 formally adopts the co-management and facilitates its implementation.

9. Implement a programme of capacity building that focuses on PDCs and the sustainable development NGOs.

10. Establish the sustainable development NGOs as financially sustainable organisations, working through local organisations to improve social conditions and to mange the environment.

Tourism

11. Develop a South Coast Brand – building on the different strengths Treasure Beach and Black River.

12. Produce a South Coast wide touring map featuring the South Coast Heritage Trail.

13. Raise the profile of the South Coast as the Caribbean’s new destination for nature tourism.

Fisheries

14. Licensing of fishing vessels and fishermen.

15. Strengthen capacity of the Fisheries Department and regional fisheries co-management bodies.

Protected Areas

16. Identification and procurement of funding. 

17. Provision of legal framework and enforcement capacities for the establishment and operation of the PAs. 

18. Establishment two co-management agencies.



















1 The Master Plan for Sustainable Tourism Development, Draft, November 2001. Ministry of Tourism & Sport (MOTS), Emerging Market Economics. 
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