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In December 2007 and January 2008, I spent four weeks at Greencastle Estate in St. Mary’s Parish, Jamaica, participating in a sustainable agriculture internship and water quality class. Throughout that time I evaluated the environmental, economical, and social sustainability of the overall operation of Greencastle.  







The purpose of this report is to provide historical context of Greencastle as both a private business and community figure in Robins Bay, and to suggest potential opportunities for development as an economically feasible business that promotes environmental stewardship, educational opportunities, and community support. 






The information in this report and the conclusions are based on personal observations, documented historical facts, interviews with stakeholders in their professional capacities, and informal conversations with community members.  Information gathered from individuals outside of their professional capacities is not cited to protect their identities.  Also, community members were often asked about the opinions of other stakeholders in the community, therefore their responses are not necessarily reflections of their own personal opinions.   
The History of Greencastle Estate Prior to 1950

The first known human settlement on Greencastle was by Jamaica’s first people the Arawak Indians, also named the Taino by Spanish conquistadors.  An archeological dig at Greencastle performed by professors and students at the University of West Indies, Mona, Jamaica, and Murray State University, Kentucky, USA, from 1999-2002, revealed three periods of occupation by the Arawak people over a period of 500 years or more prior to 1550.
  During the third and last occupation of the Arawak people on the land now know as Greencastle circa late 1490’s, Spanish conquistadors arrived on the North Coast.  Archeological evidence from the university dig suggests the two groups never made contact.
 


Shortly after the Spanish arrived on the North Coast it is believed they abandoned the area and moved south.
  Then in 1656, English soldiers invaded Jamaica’s Eastern and Southern Coasts and took possession of the Island
 initiating 300 years of colonial rule.
 

Throughout its history under colonial rule, Greencastle and the surrounding areas had numerous owners who created large plantations cultivating sugarcane, cocoa, coconuts, pimento, and cattle.
  Exact property boundaries periodically changed as the property was sold and resold and even taken over by unauthorized squatters.  And the labor force changed from hundreds of African slaves, to East Indian immigrants, and finally local wage labor.
          

History of Greencastle Estate 1950-2000
Ownership


From 1950 to 2007 Greencastle Estate was leased and owned by John Hugh MacMillan Jr. of Minnesota.
  Prior to 1950, the MacMillan family vacationed in Stony Hill, Jamaica, North of Kingston, when in 1950 they were introduced to Greencastle.  It is rumored that buying land in Jamaica at that time was difficult due to various repercussions of WWII, 
 so John MacMillan Jr. leased Greencastle from its owner Joseph Johnson.  Almost three years later on July 21, 1953, John MacMillan Jr. purchased the 957 acre Greencastle parcel from the Johnson family.
  

On December 23, 1960, John Hugh MacMillan Jr. died and the property was inherited by his three children John H. MacMillan III, Marion MacMillan, and W. Duncan MacMillan.
  Later, the estate was transferred to Duncan and John III.
  However, Duncan was the most directly involved in its operation.  Then on March 3, 1983, John III and Duncan purchased the neighboring 635 acre Newry property.
  The combination of the Greencastle and Newry parcels constitutes the current 1600 acre Greencastle Estate.
  

Land-Use
 

Historically, Greencastle was an agricultural estate and remained in production even after the MacMillans purchased it.  The Greencastle portion of land purchased in 1951 was known mainly for its tree crops of coconuts, cocoa, and pimento, and for its cattle.  The neighboring Newry portion of land grew mainly sugarcane and bananas.  After the MacMillans Purchased the Newry Property they continued to produce sugarcane and bananas.  Roughly six months after the purchase, the local sugar refinery in Annatto Bay closed. The machinery in many of the refineries across the island was breaking down and no one was investing money to fix it.  The government consolidated them into four or five large refineries.  After the consolidation, the closest refinery to Greencastle was in Kingston, but Junction, the road connecting St. Mary’s Parish with Kingston was virtually impossible for delivery trucks to drive because it was very narrow and windy.  The second closest factory to Greencastle was in Trelawney near Montego Bay.  Though the road to Trelawney was easier to navigate, transportation costs were too high and Greencastle stopped producing sugarcane for refinement. 


Under the advisement of Quantum 4, a land management group from Bolder Colorado, the MacMillans decided to create a cattle feedlot near the entrance of the Newry parcel.  The idea was to feed the cattle an “ag bag” which was a mixture of grain sorghum, grass, and sugarcane stocks that were previous grown for refined sugar.  Greencastle’s General Manager Robin Crum Ewing and other employees drove around the island buying cattle to put into the feedlot.  Greencastle already had cattle on their property, but they were used more for a calf cow operation and not for a feedlot scenario.  That year the rains were especially heavy and the field where the sugarcane, sorghum, and grass was being grown had been altered in order to grow the crops which lead to flooding.  The cattle were pastured in a nearby field that flooded and became extremely muddy.  The cattle were literally up to their briskets in mud and had to exert great efforts to feed because they did not want to walk around in the mud.  As a result, most of the cattle lost weight and the feedlot was a bust.  A smaller feedlot was soon recreated on top of the hill by the Newry house, but lasted only a few years. 

During the redirection of the sugarcane, Bananas continued to be produced on the Newry parcel, but Duncan was left with a large parcel of land where the sugarcane and cattle had been and decided he wanted to fill the space with another crop.


In 1986, Duncan MacMillan with a friend who owned a strawberry farm near Montego Bay formed a joint venture Papaya operation on the Newry and lower Greencastle land. Then Hurricane Gilbert hit Jamaica and Greencastle with 149 mph winds and destroyed almost all of the Papaya plants.  The next season, new trees were planted, this time without the assistance of Duncan’s friend.  Over time the quality of the papaya fruit increase and Greencastle shipped its fruit to the United States, Canada, and Europe. In 1993, there were approximately 100 acres an increase from the 60 to 80 acres that were originally planted in 1986, eventually it grew to its largest size of 138 acres in 1995.  At its height, the highest producing six months produced 12,000 boxes of papaya and shipped them via airplane to Germany, England, Canada, United States, and France.  Greencastle even received recognition from British airways as the top cargo shipper on its airlines.  At that time Greencastle employed 330 people total in two shifts in the packing house.  Then in 1996, Ring Spot a vector that causes spots in the shape of rings on the fruit came to Jamaica just east of Kingston. Within six months it made its way to Greencastle and dramatically decreased the number of Papaya plants thus decreasing the overall size of the operation. The work force was downsized from 300 to 70 workers which required major payments of redundancy, and the papaya that was still being produced was still being shipped via airfreight.  The combination of the reduction in production, air freight costs, and redundancy payments caused the Papaya operation to close.  Even in its heyday however, the papaya operation never really made any money.  There were high capital costs associated with growing papaya like the packing house, irrigation tubing, packaging, etc.  Though there were years that the papaya operation yielded positive profits, it was never able to cover the Duncan’s capital investment.  After the operation closed in 1998, papaya was not grown on the estate again until 2001.  

Elsewhere on the estate in the late 1990’s, Greencastle stopped growing bananas because the there was a shift in climate.  There were seven years of below average rainfall so the environment became too dry.  They continued to produce coconuts, pimento, cacao, and cattle.   Greencastle also started producing Orchids.

History of Greencastle Estate 2000-2007

Between 2000 and 2007, three major occurrences happened.  Greencastle started implementing Organic Agricultural practices, the Greencastle Tropical Study Center was created, and Duncan and John MacMillan III sold the Estate to Richard Padgett.

Transition to Organic Agriculture

In 2001, a decision was made to replant thirty-five acres of papaya. The Ring Spot virus did not come back. But according to Mr. Crum Ewing, they never grew more than thirty-five acres because “mono cropping was not the way to go.”  Mr. Crum Ewing remembers being told by the Jamaican extension service during the prime years of the papaya production that the only green that should be seen in the papaya field is the papaya leaves.  Greencastle used incredible amounts of herbicides to keep weeds away from the plants.  As a result, every time it would rain the rivers would run red from the top soil washing away from around the papaya.  In addition to herbicides, Greencastle used heavy amounts of fertilizers and pesticides.  At one point, workers went from spraying pesticides from once every twenty-one days to ten days because the pests developed immunities to the poison.  The soil was completely sterile, void of insects and nutrients.  So in 2001 when they replanted the papaya, Greencastle decided to employ more organic practices. 

The Crum Ewings knew about organic agriculture and organic agriculture practices from personal research and the Jamaican Organic Agriculture Movement (JOAM).
  The Greencastle management team used substantially less chemicals, mowed between rows instead of using herbicides, and decided to implement a rotation of papaya, cattle, and fallow to maximize soil nutrients.  The rotation was never fully completed because the decision was made a few years later to stop growing papaya altogether.  Concurrently, the chemical inputs of the tree crops had become very expensive and seemed unnecessary so Greencastle stopped using them all together.

Creation of the Greencastle Tropical Study Center

In the early 2000s, Greencastle had stopped growing papaya, cattle and cacao prices were down so the estate virtually stopped selling them.  The pimento operation did not yield a large enough crop to sustain a workforce.  The coconut crop was not returning a profit.  The orchid operation was doing well but it was not making enough money to recapture its capital investment.  And Duncan MacMillan was becoming to elderly to frequent Greencastle and did not want to keep financially subsidizing the Estate.  Therefore Duncan wanted to find a way to transition out of the Estate.  After reviewing all of the options, he decided to create a non-profit called the Greencastle Tropical Study Center. 

The Greencastle Tropical Study Center is “a not-for-profit institution formed to provide economic, social and educational benefits to rural Jamaican communities, students and visitors through the integration of sustainable agriculture, eco-tourism and education… the purpose is to preserve the land and its heritage while demonstrating a sustainable way to generate income for the Center and its employees.”
 


In 2005, the Board of directors of the study center hired Angie Dickson as Greencastle’s Business Development Manger for Eco-Tourism and Education, and Joe Loer as its Managing Director.   

The Sale of Greencastle

In 2006 Duncan MacMillan died and the heirs of the Estate decided to sell it.  When deciding who to sell it to, it was important to the family that someone buy it who would have a positive impact on the community.  The best option for selling the property seems to be Richard Padgett who declared he was interested in low-impact ecologically sound eco-tourism development that takes the needs and wants of the community into consideration.  In fall of 2007, Richard Padgett purchased the Estate.  

Greencastle Estate: 2008 and Beyond

Richard Padgett is a real estate developer who wants to create low-impact sustainable eco-lodges on Greencastle that integrates agriculture, local entrepreneurial opportunities, and education through the Greencastle Tropical Study Center.  Mr. Padgett decided to create a lessees association on Greencastle and lease out the various non-lodging business operations to people in the community.  There are four lessees on Greencastle, they are: JamOrganix (JOX), GC Orchids, Eastern Livestock Development Company, and Jack’s Bay Beach.
JamOrganix (JOX)


JamOrganix is an organic food operation that is leasing a sizable portion of land near the Calabash Bottom River at Greencastle to grow organic fruits, vegetables, and root provisions.  It was started in 2005 and officially registered in 2007 by four board members. In addition to its operation near the Lower Calabash, JOX possesses harvesting rights to reap the various organic tree crops on Greencastle including cocoa, pimento, and coconuts for two years.  JOX may not improve, plant, or manage the tree crops at this time, but they may harvest them.  

JOX currently has eight employees that are all dedicated to producing JOX’s organic cold pressed coconut oil.  By the end of this year however they would like to hire additional workers to work primarily in their organic farm.  One of the major goals of JOX is to produce organic food commercially that is sold in grocery stores throughout Jamaica and for their label to become a household name.  
Fruit, Vegetable, and Ground Provision Operation

Island wide, there is a lack of commercially grown organic food.  JOX is unique in that it is going to get locally grown organic food into commercial grocery stores.  Jamaica is an island nation that has traditionally promoted the heavy use of pesticides, herbicides, and fertilizers which has led to environmental degradation.  Also, Jamaica relies on imported food grown in other parts of the world.  When JOX is fully operational, they will be a multi-functioning operation providing greater accessibility to chemical free food, increasing island food security, supplying jobs to local community members, creating educational opportunities for students to learn about farming and perform research on an organic farm, and they will be an attraction for eco-tourists who are interested in local Jamaican organic food production.  Also, the operation will create beneficial wildlife habitat. 
Philosophy 


JOX is centered on growing crops that are compatible with soil composition, climate, and water availability.  This type of farming requires more skill and labor than conventional farming because the farm workers have to be more in-tune with the plants so that they can respond appropriately to changes in the environment.  Some of the methods JOX will utilize to maximize the quality of their products are: utilizing legume ground covers to put nutrients back into the soil and to prevent water evaporation and soil erosion; employ integrated pest management strategies which utilize predator insects to manage insect pest; install raised bed so that their crops will not flood when it rains; grow drought resistant varieties of plants so that they can maximize their water supply; and use drip irrigation when watering is necessary.     
Challenges

JOX is still facing numerous challenges in their farming operation.  Exercising the above mentioned methods requires a significant knowledge base.  Workers have to know how to integrate pest management and water saving techniques, affix nutrients to soil, how to incorporate diverse farm planning philosophies and keep stringent records for the organic certification board.  JOX is increasing worker knowledge of organic farming methods by holding classroom trainings.  Initially however, there is going to be a steep learning curve in all areas; planning, production, management, marketing, and distribution.  In addition to the natural uncertainties of any business, farming incurs extra environmental vulnerabilities.   

Jamaica is experiencing an increase in the frequency of hurricanes.  Hurricanes often increase the severity of rain and wind which could significantly impact the successes of the operation.  

Also unknown are the potential effects of theft.  Multiple stakeholders mentioned theft as a concern in any agricultural operation.  Since the crops are currently not in the ground it is impossible to predict the affects of theft on the operation.


Finally, all farms require experimentation, especially commercial organic farms.   Farmers have to experiment with plant varieties, timing, layout, pest integration, compost and nutrients, and watering regimes in order to determine which strategies and combination of strategies produce the highest quality crops.  It will take a few seasonal rotations to determine the best combination of strategies to employ to receive the maximum quality.   

Organic Tree Crops

As mentioned above, JOX has reaping rights to harvest the estate coconuts, cacao, and pimento.  In recent history, the pimento and cacao have not been a central part of Greencastle’s operation, rather a greater emphasize has been placed on coconuts.  Coconuts alone do not return a high profit, but in 2005 Greencastle started producing coconut oil which has significantly increased the value added to the coconuts.  JOX took over the coconut oil factory when the Estate was sold and continues to produce the oil. 
Information on Pimiento

There are numerous pimento (allspice) trees located on Greencastle.  The trees are organic and require very little maintenance.  They receive no pesticides, herbicides, fertilizers and require little or no trimming and are harvested once a year in August and September.
  The pimento crop produced at Greencastle is relatively small and is not enough to sustain a work force.  There is a commercial market for pimento as it is a common ingredient in BBQ and Jerk spices but the demand in the past few years has not been viewed as high enough to plant more trees.   If a new pimento tree appears on Greencastle, it was most likely planted by a bird or the wind.  People on the estate notice anytime a coconut tree dies, a pimento tree usually grows in its place.   
Information on Cacao

Records cited in Higman & Blake recorded cacao at Greencastle in the 1600s.  Over the years the cacao trees have been maintained and the beans sold to market.  During the MacMillan years it was sold to a Hershey's factory in Manchester England.  In recent years however, the price of cacao has been so low that Greencastle stopped investing in chemical inputs to reduce capital costs and eventually stopped selling cacao all together.  Now, cacao prices have dramatically increased and JOX has plans to harvest and sell it.
  

Since the cacao trees stopped receiving chemical inputs, they are now organic.  They still do not receive any chemical inputs and there is little other maintenance that is performed on the trees, but the one major issue confronting the cacao crop is an infestation of rats.  Rats climb in the trees and nibble on the cacao pods and eat all of the beans, thus eating the entire product.  This issue has to be addressed if there is going to be viable crop production.  In addition to addressing the rat issue, ideally JOX would hire someone to prune the trees on a continual basis throughout the year.  However, they are currently unable to maintain the trees because they do not have permission under their lease, but the trees could be more productive if they were trimmed.    
Information on Coconuts

Coconuts play a significant role in Jamaican agriculture and in the agriculture of Greencastle.  In the late 60’s and early 70’s when Robin Crum Ewing first started working on the estate, the estate possessed roughly 18,000 coconut trees of the Jamaican Tall variety producing 1 million nuts a year.  Many of the trees on Greencastle just like in most of Jamaica were attacked by a disease known as Lethal Yellowing and by the late 70’s only 45 Jamaican Talls remained on Greencastle.  In an attempt to save the coconut industry in the island, the government imported Malaysian Dwarf and Panama Tall coconuts for people to plant on their farms. The government even developed a hybrid of the two.  Greencastle invested in the three varieties and replanted thousands of trees.  Over the years they sold their coconuts to the coconut industry board and to hagglers in the Highgate community, and sold the coir (the husk fiber surrounding the coconut) as packing material in the exportation of Yams.  


The coconuts at Greencastle are organic and do not receive any chemical inputs.  They do not need to be trimmed and are harvest continuously throughout the year.  A coconut tree grows a new bunch of coconuts every one to two months.  Therefore one bunch of coconuts can be harvest from a coconut tree every month or two.  The major issue facing the viability of the coconut trees is Lethal Yellowing.  This same disease that decimated the coconut tree population in the 70’s still exists on the Island and on Greencastle.  Though it does not seem to be as rampant as in previous years, it still presents a threat.  Currently, most all harvested coconuts are used in the production of coconut oil because it adds significant value to the product.   
Coconut Oil Production

Greencastle Estate has been producing coconut oil since 2005.  It is cold-pressed and 100% organic.  The oil is sold locally in Jamaica as there is such a high demand Greencastle has never been able to produce enough to export.  Now, JOX has taken over the operation and continues to produce the oil in the same fashion as it was produced before the change in ownership.  

There is one person who reaps the coconuts using a hook shaped blade attached to a long pole that cuts the stem a bunch of coconuts.  Another person collects the coconuts after they fall and brings them to the nearest road and puts them in a pile that is collected by a tractor.  The tractor then brings them to the old papaya packing house.  The reapers can reap 700 to 1,000 coconuts per week. 


After the coconuts are brought to the old packing house, another person takes each one of the coconuts and removes the husks.  The husks are removed by stabbing each nut onto a vertical metal stake and then pulling it away.  The person who husks the coconuts can husk the coconuts faster than they can be reaped because the reapers often have to climb hills through thick brush to access many of the trees, therefore the husker only three days a week.  In those three days working from 7am to 2 pm., he can husk 1,300 coconuts.  


After the coconuts are husked they are brought to the oil factory where they are cut in half.  The person who cuts them in half brings them to another person who removes the meat from the shell by holding on a mechanical blade that spins around shredding the meat as it turns. The shredded meat is then brought to the drying tables. 


The drying tables are two approximately 6 meter long tables.  The sides of the table are constructed from cinder blocks stacked on top of each other and fixed with cement mortar to form solid walls.  The top of the table is constructed from three layers.  The first layer is metal mesh followed by large flat stones, and toped with a thin layer of solid metal material to make an even smooth surface.  To dry the coconut, the shreds are placed on top of the metal topped drying tables and a fire is built inside of the tables that heats up the rocks that comprise the table top which then heats up the top metal layer.  The heat from the metal causes the water in the coconut shreds to evaporate leaving only the oil in the shreds.  To ensure the coconut is evenly dried in a timely fashion, two to three employees walk around each table scooping up the coconut, mixing it, and then redistributes it over the table top.  The fire under the table is made at one end of the table through a two-by-two foot hole in the cinder blocks.  As a result, one end of the table is always hotter than the other.  The coconut on that side dries faster.  As those shreds are removed, coconut that is less dry and located further down the table in a spot that is not as hot is gathered and redistributed over the area that is hotter.  This process occurs all day.  

After the coconut shreds are dry, they are collected in plastic 50-gallong drums ready to press.  The shreds are put into the press and the oil is squeezed out of them.  The oil is collected and put in five-gallon buckets.  The oil has to sit for a week so that any sediment settles to the bottom of the bucket.  After the oil has settled it is put into individual size bottles, capped, labeled, and ready to be sold.  As of the date of this document, JOX’s goal is to produce thirty-three bottles per day. 

Challenges of Tree Crops


From the production side of the operation, there are two main challenges afflicting the tree crops, accessibility and theft.  In previous years the cattle on Greencastle estate have had access to the foliage underneath the trees and have eaten it which has minimized overgrowth.  Now that the estates agricultural operations have been divided there is concern that foliage will overtake the area surrounding some of the tree crops and they will be hard to reap.  If there is an overgrowth of foliage and the cattle are not allowed to graze underneath the trees, then the foliage will have to be cleared by hand.  Another issue mentioned was the incidence of theft.  There was evidence throughout Greencastle of coconut theft from piles of husks in areas where they were not supposed to be. 
G.C. Orchids

History and Operation

In the mid-1990’s, Ring Spot infected papaya production and overtime yields declined.  In 1997 Robin Crum Ewing had the idea to start an orchid operation.  A man from England went to Greencastle to initiate the process and started growing orchids in trays.  After a short time however it was obvious he was unfit for Greencastle and John and Nancy Hicks of Minnesota were hired to expand the operation.  John and Nancy intended to build the operation for one year but stayed for ten until the Estate was sold in 2007.  During their tenure they built four greenhouses and significantly expanded the business.  After the sale of Greencastle, John and Nancy Hicks returned to the United States and Mr. Lloyd Pringle leased the operation from Taino Hills and named his business, G.C. Orchids. 


G.C. Orchids is one the largest orchid operations in Jamaica.  They provide both cut flowers and potted plants to Jamaican flower shops, florists, and hotels.  Orchids are highly desirable for wedding bouquets, including those of tourist, holiday parties, graduation lays, funerals, and hotel ambiance.  One of the largest orders ever filled was 500 dozen cut bouquets for one wedding.  Each dozen is twelve stems and each stem has multiple flowers.  There is such a demand for orchids locally on the island that G.C. Orchids only sells nationally and sometimes even has to limit the number of orders they can accept.  G.C. Orchids prides itself on only sending the best quality orchids to market. Before Greencastle Orchids entered the market years ago, there were poor quality orchids on the Jamaican market.  John and Nancy Hicks along with their crew decided there needed to be better quality orchids on the market.  Greencastle only provided spikes that were straight and flowers with no spots on them.  Orchid buyers became accustomed to better quality and now expect only the best quality orchids from all suppliers.  Mr. Pringle is proud of this fact and prides himself on maintaining the highest quality orchids.  

G.C. Orchids sells many different varieties of orchids, but all of them originate from either Hawaii or Thailand.  The Hawaiian varieties produce more spikes per year, grow more flowers per spike, and have a longer shelf life.  Cut flowers of the Hawaiian variety will last six to eight weeks in the winter time and four weeks in summer.  On average, Hawaiian plants are highly productive for five years.  Orchids of the Thai variety produce less stems and less flowers per stem, but each flower is bigger and when the orchid market first started the Thai variety was the only variety available and so hotels became accustomed to them.  Thai orchids will produce high yields on average for three years.        

Care/Quality 

During the summer, the plants are watered twice daily for ten minutes each watering.  During the winter, plants are only watered once daily for five minutes.  Mr. Pringle does not know of any orchid operation that has been able to produce organic orchids in Jamaica or elsewhere, but he does take measures to limit chemical inputs.  All plants are hand fertilized twice weekly in the summer an once weekly in the winter. Plants are susceptible to mites, thrips, mealy bugs, and many other pests.  To reduce infestation, Mr. Pringle ensures that the foliage around the greenhouse where bugs live is absent, maintains a tight mesh eco-net around the outside of each of the greenhouses to keep pests out, and practices strict sanitation practices by removing dead leaves immediately so that the pest do not spread to healthy plant.  These precautions are not 100% effective and the plants must still be sprayed with pesticides.  To reduce chemical input however, the plants are only sprayed when there is evidence of pest infestation which is usually every three to four months.

Insurance 


There is a general consensus among people in the Robins Bay community that the frequency of hurricanes is increasing.  Insurance companies have made the same assessment and have dramatically increased Hurricane insurance premiums.   Due to the increase G.C. orchids has decided to self insure.

Education


In Mr. Pringle’s opinion, farming in St. Mary’s parish is dying out.  He sees the introduction of greenhouse farming to young people as very positive.  Greenhouse farming can be cooler then working in the direct sun and the work is often not as hard as out in the field.  To help teach young people about farming G.C. Orchids sponsors field trips at no charge so that school children can learn as much about farming as possible.  G.C. also sponsors three month internships to high school students so that they can experience farming and hopefully want to become farmers.  Overall in Jamaica the Rural Agriculture Development Agency is working with 4-H and the agricultural extension service to install garden plots at school and inspire children to become involved in agriculture and Mr. Pringle is proud to be apart of the process.  

Theft 


Theft is a widely discussed issue on Greencastle Estate and in Jamaica.  In the past, the orchid operation used to experience monthly theft.  The most popular items were backpack sprayers, tools, drills, motors, and some plants.  G.C. Orchids has now invested in a security guard from 4pm until 7am everyday and contributes money to Greencastle’s over all security force. Since the initiation of the security force G.C. Orchids has not experienced any theft. 
Eastern Cattle Company


The Jamaican Livestock Association Limited credits Jamaica as the cattle “stud farm for the tropical countries of the Americas.”  This is because the climate is moderate, there is excellent pasture land, and there are minimal disease problems.  Most importantly however, Jamaica has developed four tropical hardy breads that are increasingly demanded by breeders in other tropical locations.  There are four main types of Jamaican Cattle, the Jamaica Brahman, the Jamaica Red Poll, the Jamaica Black, and one dairy breed, the Jamaica Hope.  These four breeds have been carefully developed through generations of genetic selection of the best traits of British breeds, the original Spanish (Creole) breeds, and Brahman cattle from India. The results of strict breeding programs are hardy, clean skinned, disease resistant cattle that are highly productive.
 

History and Operation 


Records indicate that Greencastle has owned and bread cattle since its creation in the 1600’s.  Today, there are roughly 600 head of the three unique Jamaican breeds: Jamaica Brahman, Jamaica Red Poll, and Jamaica Black.  Greencastle does not own any Dairy Jamaica Hope.  In October 2007 when Mr. Padgett bought Greencastle, former General Manager Robin Crum Ewing purchased the Cattle from Mr. Padgett and formed the Eastern Cattle Company.   


Greencastle did not always have so many cattle.  Ten years ago when the papaya operation was crushed by Ring Spot, there were 300. However, after the papaya operation closed, the pastures previously reserved for growing papaya were opened and the cattle were able to graze them which meant the estate could accommodate more. Also, in the late 90’s and early 2000’s, the price of beef was as low as the industry had ever seen.  Many beef farmers across the island sold their cattle and got out of the business.  Greencastle decided not to sell but to wait until the price of beef increase.  Prices finally increased in 2006 and the Estate started selling more of its cattle.  Before the transition, the cattle roamed over half of the estate. Now, Mr. Crum Ewing’s lease is limited to 100 acres for ten years with permission to graze in the pastures that face the sea for the next two years.  This is not enough land to sustain the current number of cattle and some will have to be sold.
Cattle Activities in Jamaica and Greencastle  


The Jamaican Government, Jamaica Livestock Association Limited, and Jamaica Cattle Breed Societies are encouraging Jamaican farmers to produce cattle.  There is a high demand for the product, it yields a high return compared to other agricultural products, the price of imported beef is increasing as is the cost of imported inputs, and locally grown cattle increases Island food security.  Also, there is a high demand from other tropical countries across the world for Jamaican Cattle genetic material (egg and sperm).  Tropical farmers want to cross their cattle with Jamaican cattle because they are so well adapted to the tropical environment. The cattle on Greencastle are important because they have the ability to provide both food security and quality genetic material for other countries.  


The owner of the Eastern Cattle Company Mr. Crum Ewing, views the cattle at Greencastle not just as his own private heard, but rather as part of the larger national Jamaican Heard and part of a larger societal benefit.   Mr. Crum Ewing is very involved island wide in the Jamaican Cattle Societies and is constantly working with cattle farmers and the government to improve the agricultural environment on the island.  He works with other farmers to write grants that would fund and support heifer rescue and pasture improvement programs.  Heifer rescue programs set aside land to raise heifers and then give the heifers to farmers to help them re-stock their supplies.  Pasture improvement programs provide funds for replanting pastures, mending and installing fencing, and purchasing watering supplies. 

Challenges


Although cattle have been at Greencastle for hundreds of years, there are always challenges that arise in their production.  Some of these challenges are more exemplified now that the cattle operation is its own entity.  


Since the cattle are now or will be shortly confined to a smaller area, some of them will have to be sold.  Also, in order to remain productive in a smaller area, their pastures will have to be more intensely managed by creating more pastures that are smaller in size and then moving the cattle more often.  Intense pasture management will require fencing, preferably moveable electric fencing, and a water system to get water to the cattle that previously watered in wetlands or rivers. Mr. Crum Ewing would like to invest in electric fencing and watering supplies that are powered by solar panels and batteries, but he is concerned about theft of the batteries and will have to work through the logistics.   

Another challenge is effectively managing grass lice. Grass lice are small sized ticks that live in grass and are often associated with cattle.  The belief is that there is an increase in grass lice where there are cattle. There is concern from Greencastle management that abundant grass lice due to a high number of cattle or cattle roaming in areas near visitors will upset guests.

Jack’s Bay Beach


Jack’s Bay is a small bay inside of Robins Bay located on Greencastle property that was used in early colonial times as a pier to ship commodity crops to England and the United States, and to receive slaves from Africa. 


Today, Jack’s Bay Beach is a private day use beach and grassy area that charges a small day use fee in exchange for use of the beach and its amenities.  There is a bar that serves a variety of alcoholic and non-alcoholic drinks and food dishes, restroom facilities, a clothes changing area, and roofed bar.  It is nestled between the main road that leads to Robins Bay and the Caribbean Sea.  The Lessees of Jack’s Bay Beach Gary Smith and Malicia Clarke have erected a fence along the road to protect the beach and grassy knoll from car traffic and litter.  The beach is a 100% natural and has not been physically altered like many of the beaches in Jamaica.  The sand at Jack’s Bay Beach is composed of small dark pebbles and the water is clean and clear, but not the turquoise most people think of when they think of the Caribbean.  However, Jack’s Bay harbors amazing flora and fauna in its nearby reef and people who go to the beach get to experience a natural beach with lots of history.  Additionally, what makes this beach very appealing to visitors is it’s proximity to local communities and Kingston, its cleanliness, and the host of amenities that it affords.  Ultimately, Jack’s Bay has the potential to become a significant part of the Greencastle experience.   

Highlights of Jack’s Bay Beach
Location: Jack’s Bay is a great place for locals and travelers alike.  Neighboring residents enjoy going to Jack’s Bay to cool off and relax after work, and according to partner Gary Smith, Jack’s Bay is the closest clean beach to Kingston and St. Andrews.  On the weekends and holidays when people want to escape the city and enjoy a day at the beach to swim or eat seafood, Jack’s Bay is a convenient choice.  

Cleanliness: Both the water and beach area at Jack’s Bay are clean and safe.  There are areas of Jamaica especially surrounding Kingston that have poor water quality and from a health perspective are dangerous to swim in.  Besides water cleanliness, the beach is impeccably clean.  Many beaches on the North Coast even surrounding Jack’s Bay are full of biological and anthropogenic trash.  Giant bamboo, coconuts, and trash enter streams and rivers in upland areas and eventually make it to the sea.  When the tide comes in it brings the trash with it littering the beach.  Gary and Malicia work very hard to keep the beach clean by disposing of trash in receptacles that are collected and brought to a local dump, and biological litter is burned.    
Amenities: As mentioned before, Jack’s Bay Beach has restroom facilities, a changing area, and food and drink bar.  There are few beaches in the surrounding areas that afford these amenities.  These amenities are desirable because when people go to the beach for that day they would like to feel comfortable and have a good time, especially if they have to travel to get there.  People want to know they can go to the beach, change their clothes, use the restroom, and enjoy a home cooked style lunch or dinner. 
The Future of Jack’s Bay Beach

The lessees and operators of Jack’s Bay Beach would like to expand its services and develop a restaurant, construct a more permanent bar structure, and improve the picnic area in the grass area so that families and businesses could host events there.  At the present time however, there are major constraints.  The most constraining factor is the weather.  The increase in the frequency of hurricanes causes larger more destructive waves and stronger winds, both of which are detrimental to a business on the beach.  One of the best ways to minimize weather damage is to construct strong permanent structures.  This issue is complicated because the current lessees only have a two year lease with Taino Hills and investing a lot of capital into building structures is risky on a sort lease. 


Another challenge to creating more improvements is the lack of electricity.  There is currently no access to electricity at the beach.  All activities that require electricity such as speakers for beach parties, lights, and other needs are generated by a gas generator.  If the operation grows and starts serving more people, depending on a gas generator could become inefficient.  The same is true about drinking water and waste water.  There does not appear to be a problem providing drinking water or disposing of waste water as the volume is still small.  But as the population of users increases, these issues might become more important.    
Educational Opportunities


Greencastle Estate affords many educational opportunities.  Researchers and interns have come from the University of the West Indies, Mona, in Kingston, and from various universities in the United States to research archeology, history, birds, and agriculture.  In addition, tour groups and school groups have toured the Estate and have had the opportunity to learn more about local culture, agriculture, and the environment.  And, in January of 2008, Greencastle hosted its first two week university course on the Estate.  Most all of the educational experiences at Greencastle have been both beneficial and positive experiences. 

Eco-Tourism


There is a consensus from Greencastle stakeholders that eco-tourism and agro-tourism (visiting agricultural sites) is growing.  Evidence of this can be seen in vacation brochures and books that advertise “green vacations” and “eco-friendly lodges.”  People who are attracted to these types of excursions want to get to know more about the places they are visiting.  Its culture and its environment and they want to be able to interact with people who live there.   Greencastle offers all of these opportunities because it has beautiful lush green forests, ample wildlife, unique farming operations, a research center, and a natural beach.  People who come to Greencastle not only get to leave their busy lives behind at home and enjoy their vacations, but they get to learn new things and have unique experiences compared with those tourist that never leave resort areas.       

Conclusions and Potential Opportunities for Development

Marketing

Greencastle is located in St. Mary’s Parish which is not known as a tourist destination.  But, people who are attracted to eco-tours and eco-lodging will go out of their way to find Greencastle if it is presented as a unique and worthwhile experience.  This is not surprising to anyone, but there are a few really interesting things about Greencastle and the surrounding area that could be mentioned in advertisements to make it stand out even more.

· Highlight the fact that Robins Bay and the area between Robins Bay and Port Maria is the only portion of the North Coast that is undeveloped.  
· Read this report and then talk to the lessees more about what makes them unique.  There is already a rich history of agriculture at Greencastle, but now all of the agricultural operations are unique island wide, and they are all part of a larger social movement to change the face of tourism.  The kind of tourism they offer allows people to get to know the lessees and about what the lessees are doing and why it is important socially, culturally, and environmentally.  For example:  JOX is one of the largest commercial organic farms on the island and an essential part of the larger Jamaican organic movement.  The orchid operation is the largest cut flower operation on the Island and responsible for increasing the overall quality of Jamaican orchids.  The cattle are recognized as a large part of the national herd and the owner is constantly working with the government and other farmers to improve working and living conditions of other farmers.  Jack’s Bay Beach is the cleanest friendliest natural beaches in the surrounding area which is important because many of the beaches that have been altered have devastated turtle grass populations and other essential flora and fauna to the eco-system.  And, there is always research that is occurring on Greencastle which is contributing to the body of literature that exist in the world, and significantly contributing to the literature about Jamaica.    

Community Involvement

· There are mixed feelings about further developing Robins Bay.  Some people think that bringing in more tourists to stay in the community will generate more money to local businesses if people who stay in Robins Bay are encouraged to go out into the community.  Other people are not necessarily against it, but are concerned that it will create unwanted development.  As mentioned before, Robins Bay and the area connecting Robins Bay to Port Maria is the only portion of the North Coast that is not developed.  There is a secluded beach, beautiful waterfall, and incredible amount of wildlife habitat that reside in that area.  If there is more development, some people are concerned that it will put pressure on the Parish or community to construct a road to Port Maria and some community member do not want this.  I only had the opportunity to speak to a limited number of people about this issue so it might be worth talking to more people about it more in depth.  

· There is a belief though I did not confirm it, that Duncan MacMillan used to pay to have the Robins Bay school yard and football field mowed.  Now that the property has been sold it has stopped or someone else has had to do it, but people appreciated the gesture.  Also, many people are concerned about the state of the local schools and would like to see Greencastle donate some computers or other goods to the Robins Bay and/or Rosend schools.

· There are no streetlights on the main road leading to Robins Bay on the portion that goes through Greencastle.  Numerous people mentioned how they felt it was unsafe because they thought thieves hung out there and people dump there trash there in the middle of the night.  That area is also well known as a location frequented by couples who hide in the dark to be intimate.  Some community members think that it scares tourist away form the area because they feel unsafe to enter or leave the village because the road is so dark.  I realize that Greencastle is not responsible for installing streetlights, but Greencastle is well known and might have more weight in getting streetlight installed.  Streetlights would improve tourism for the entirety of Robins Bay, but also for Greencastle

· Perform a thorough investigation into the opinions, wants, needs, and desires of the community in order to better understand their perceptions and work with the community to develop Greencastle in a way that is mutually beneficial to all.  In return, the local community will be more likely to embrace changes that might occur.   There is some sort of a belief among a sector of the community that tourist used to frequent Robins Bay decades ago but that they were scared away by people from outside the community who were pushing drugs and were otherwise unpleasant.  This drove away annual tourist and they never returned.  When the tourist left, so did their money.  Now some people in the community would like to see tourist come back and understand that they need make tourist feel safe and welcome.  People who go to Greencastle and venture out into the community and meet local people who care about the quality of the stay of the tourist, will encourage the tourist to return.  If Greencastle supports the community, they should be able to support Greencastle and its visitors.  
· Utilize local knowledge.  There are numerous local spots that are amazing!  However, they are not mentioned in tourist guides, they are not on road maps, and there are no signs.  The only way to visit pristine rivers, delicious Jerk stands, and get to know rural Jamaica is with the help of local people.  Utilize local knowledge for tourist excursions, but only with the permission of the community.   The reason why some of the local spots are special is because tourists do not go there.  However if approached in the right way, a strategy could be created that allows visitors to see local attractions and is still respectful of the community.  
· Start thinking about how to move visitors around.  Jamaican roads are very dangerous if someone is not used to driving them and there is limited signage.  Currently there are never more than a few visitors at any one time at Greencastle, but once numerous guest arrive, how are they going to get from place to place?  There are a limited amount of local taxis. 

Attitudes about Safety


People in Robins Bay are very concerned about safety, especially the safety of tourist and women.  This can be a positive asset because visitors should know the local risks.  However, when everyone is telling a guest to be careful because it is dangerous, it might intimidate visitors and maybe even scare them.  Perhaps Greencastle could create some sort of training that talks to employees and community members about how to talk to visitors about safety.  The message should not underestimate the value of safe behavior, but in my opinion, Robins Bay is a relatively safe community and employing good common sense goes along way.  When visitors enter a new community they often look towards local people for safety advice and when community members are constantly telling visitors a place is dangerous, then visitors might be scared away.  
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� Jamaica Became in independent country August 6, 1962.


� Higman & Blake.


� Higman & Blake.  A comprehensive report on the history of the Greencastle Estate prior to 1950 by Barry Higman & Beverly Blake, 1992, can be found at the Greencastle management office.


� Greencastle Estate Registered Title.


� Loer, Greencastle General Manager, 1/2/08.
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� Greencastle Estate Registered Title.


�     There are four property deeds to the current property known as Greencastle Estate.  In the thirties and forties before Greencastle was the combination of both the Greencastle and Newry parcels, the owners of the respective properties each exchanged a parcel of land with the other. At the time, the Greencastle parcel did not have sufficient water to support itself and the Newry parcel lacked sea access.   Nineteen acres of land from the Newry Property in the area that is now known as the reservoir was transferred to the owners of the Greencastle parcel in order to provide sufficient water accessibility, and five acres of the southern most sea access from the Greencastle parcel was transferred to the Newry owners (Title Deed, Crum Ewing, Loer 1/2/08).  


� The historical information on land use between 1950 and 2007 is based on interviews with past Greencastle Estate General Manager Robin Crum Ewing and Current General Manager Joe Loer. 


� To learn more about the history of the orchid operation see the section later in this document on orchids. 


� In 1996, Greencastle was approached by JOAM and asked if they could have a ten acre trial plot to research organic agriculture in Jamaica.  The plot was used for companion plant testing of cabbage and peanuts and the effects of using compost as a fertilizer.


� Greencastle Tropical Study Center website. 


� Information on the JamOrganix fruit, vegetable and ground provision farm is based on information provided by Dwight Robinson, President of the Board of Directors, JamOrganix.  Information about the organic tree crops is provided by Dwight Robinson, Maki MacFarlane, JamOrganix, and Robin Crum Ewing, past General Manager.


� A worker can reap roughly 50 pounds in one day.  


� Cacao is harvested once a year in March.  


� Information about the orchids was gathered from Lloyd Pringle, Owner and Operator of G.C. Orchids, and Robin Crum Ewing, Past General Manager of Greencastle Estate. 


� Information about Eastern Cattle Company was received from Robin Crum Ewing, Owner and Operator of the Eastern Cattle Company.


� Jamaica Breeds Fine Livestock. A pamphlet produced by The Jamaica Livestock Association Limited. November 1979.


� Information about Jack’s bay Beach was collected from interviews with Gary Smith and through personal observation. 


� The information on Educational Opportunities was collected through interviews with Angie Dickson, Business Development Manger for Eco-Tourism and Education and through personal experience.  


� The information on Eco-Tourism was collected from interviews with Dwight Robinson, Angie Dickson, Joe Loer, and personal observation. 


� The opinions expressed in the Conclusions and Opportunities for development are 100% my own reflections and conclusions.   
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