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Terms of Reference
Mooring Assessment and Implementation Services – SMMA Pilot
(BluEFin Project)

1. BACKGROUND
The BluEFin project, led by the Caribbean Biodiversity Fund (CBF), aims to support the financial sustainability of Marine Protected Areas (MPAs) in the Caribbean through innovative mechanisms such as Digital Payment Systems (DPS).
Within this framework, the Soufrière Marine Management Association (SMMA), in coordination with the Saint Lucia National Conservation Fund (SLUNCF), is implementing a pilot project focused on improving revenue collection, governance, operational efficiency, and conservation outcomes through the implementation of a DPS.
The strengthening of the DPS within the SMMA forms part of a broader effort to improve financial sustainability, transparency, and operational efficiency of MPAs under the BluEFin project. While the DPS provides the technical infrastructure for electronic fee collection, its effectiveness depends on user adoption, stakeholder acceptance, operational functionality, and consistent compliance from tourism operators and visitors.
The DPS is centered around the collection of fees for MPA access and MPA-related services such as mooring fees. The existing mooring system is currently considered an operational bottleneck, and the SMMA pilot therefore necessitates a comprehensive review of the current mooring system to inform the development of an upgraded and climate-resilient mooring system capable of supporting improved visitor management, environmental protection, and sustainable revenue generation.
The upgraded mooring system is expected to integrate with the DPS infrastructure through digital tagging and identification systems associated with each mooring or anchorage. The assignment should also consider how proposed mooring arrangements may affect different user groups, including tourism operators, small-scale operators, local communities, fishers, women-led businesses, and other stakeholders who depend on access to the marine area.
Improvements and strengthening of the mooring system are required to support sustainable marine use, operational efficiency, environmental protection, and revenue generation as core MPA management services.

2. OBJECTIVE
The objective of this assignment is to assess the existing mooring system within the SMMA and determine the feasibility, design, and implementation requirements for an upgraded and climate-resilient mooring system capable of supporting efficient use, environmental sustainability, DPS integration, and sustainable revenue generation.
Specifically, the assignment will focus on:
· Conducting a technical assessment of the existing mooring system and operational capacity
· Identifying gaps, risks, operational constraints, and infrastructure deficiencies associated with the current mooring system
· Assessing user access, utilization patterns, and stakeholder impacts
· Conducting a feasibility assessment for additional mooring installation and/or reallocation
· Designing improved and climate-resilient mooring solutions, including tagging and identification systems
· Estimating costs associated with installation, reallocation, maintenance, and long-term management
· Supporting implementation and/or technical supervision of approved upgrades
· Developing georeferenced mooring maps and spatial management recommendations
· Supporting integration of the mooring system into the DPS framework
Recommendations should be practical, technically sound, environmentally responsible, and mindful of equitable access, user needs, and local livelihoods.

3. SCOPE OF WORK
3.1 Technical Assessment of Existing Mooring System
The service provider will undertake a comprehensive assessment of the existing mooring system within the SMMA.
The assessment shall include:
· Evaluation of the current mooring system’s total capacity, including anchorage areas and permanent moorings
· Assessment of the condition of all physical mooring infrastructure
· Identification of infrastructure gaps, risks, structural constraints, and operational deficiencies
· Review of existing mooring locations and identification of potential alternative or additional sites where appropriate
· Identification of challenges associated with the use of the current mooring system from both visitor and MPA management perspectives
· Assessment of how current mooring use, access, and availability affect different stakeholder groups, including tourism operators, small-scale users, fishers, local communities, and other marine users
· Identification of environmental risks associated with current anchoring and mooring practices
· Review of operational efficiency, safety considerations, and user flow within existing mooring areas
Deliverables under this component shall include:
· A technical assessment report
· Maps of existing mooring infrastructure and anchorage areas where applicable
· Preliminary recommendations for improvement

3.2 Feasibility Study for Additional Mooring Installation and Reallocation
The service provider will conduct a feasibility study for the installation of additional moorings and/or reallocation and optimization of existing moorings within the SMMA.
The feasibility study shall explicitly include:
· Estimation of the maximum feasible mooring capacity under multiple development scenarios, including:
· Maximum vessel accommodation capacity
· Least environmental impact scenario
· Maximum annual revenue generation scenario
· Identification of the optimal scenario balancing revenue generation, environmental sustainability, operational efficiency, and user access
· Assessment of suitable locations for additional mooring installation or reallocation
· Development of climate-resilient mooring design options and infrastructure solutions
· Recommendations for durable tagging and identification systems compatible with DPS integration
· Environmental and operational considerations associated with proposed installations
· Preliminary spatial layouts and mooring allocation concepts
· Cost estimates for installation, reallocation, and annual maintenance requirements
· Assessment of logistical, technical, and operational feasibility
The feasibility study shall include:
· Maps of proposed mooring installations and/or reorganization
· Indicative implementation sequencing
· Recommendations for long-term operational sustainability

3.3 Mooring Implementation and Reallocation 
Based on the results of the technical assessment and feasibility study, the service provider will coordinate the implementation of the approved mooring system improvements within the SMMA.
This component will be conditional upon:
· Validation of assessment findings
· Approval of proposed investments
· Availability of project resources
The scope of this phase may include:
· Installation of new moorings where identified as necessary and feasible
· Reallocation and optimization of existing moorings to improve spatial organization, user flow, environmental protection, and operational efficiency
· Installation of climate-resilient mooring systems and anchoring solutions adapted to local environmental conditions
· Installation of durable tagging and identification systems compatible with DPS integration
· Preparation of detailed implementation and installation plans
· Technical supervision and quality assurance of installation works
· Development of unit cost estimates for:
· New mooring installation
· Mooring reallocation
· Annual maintenance
· Development of georeferenced mooring maps including:
· GPS coordinates of each mooring
· Spatial organization and zoning considerations and its classification by vessel type and size
· Recommendations for long-term management, maintenance, inspection, and sustainability
Where installation works are subcontracted, the service provider may be required to provide technical supervision and quality assurance oversight.

3.4 Environmental Compliance and Safeguards
All installation, reallocation, and marine infrastructure works undertaken under this assignment shall comply with applicable environmental regulations, marine protected area management guidelines, and recognized best practices for minimizing ecological disturbance during installation and operation.
The service provider shall ensure that proposed interventions:
· Minimize impacts on coral reefs and sensitive marine habitats
· Consider climate resilience and long-term sustainability
· Align with SMMA zoning and environmental management objectives

4. DELIVERABLES
The service provider will deliver the following outputs:
1. Technical Assessment Report
Including:
· Existing mooring system assessment
· Infrastructure condition analysis
· Stakeholder and operational assessment
· Existing mooring maps and infrastructure inventory
· Gap and risk analysis
2. Feasibility Study and Cost Estimation Report
Including:
· Capacity analysis scenarios
· Climate-resilient mooring recommendations
· Environmental and operational considerations
· Proposed layouts and maps
· Cost estimates for installation, reallocation, and maintenance
· Revenue optimization recommendations
3. Mooring Implementation and Reallocation Final Report
Including:
· Final approved mooring layout
· Georeferenced mooring map
· Climate Resilient Label/Tagging system mooring identification and tagging systems, including durable, climate-resistant solutions (e.g., stainless steel or polypropylene or polyethylene tags, QR codes, or equivalent systems), ensuring traceability and integration with the DPS
· Technical specifications
· Installation and/or reallocation records
· Quality assurance documentation
· Unit cost breakdown and investment needs
· Long-term maintenance recommendations
4. Geospatial and Mapping Outputs
Including:
· GPS coordinates for all moorings
· GIS-compatible spatial datasets where applicable
· Classification and zoning information
5. Operations and Maintenance Guidance
Including:
· Maintenance protocols
· Inspection schedules
· Operational management recommendations
· Sustainability recommendations

5. TIMELINE
The assignment is expected to commence in July 2026 and continue over a fifteen (4) month implementation period ending in October 2026.
Activities will be implemented in phases, including:
· Technical assessment
· Feasibility analysis
· Design and planning
· Installation and/or reallocation 
· Final reporting and handover
The exact commencement date will be confirmed upon contract award.

6. COORDINATION AND GOVERNANCE
The service provider will work in close coordination with:
· SMMA (technical and operational lead)
· SLUNCF (implementation and financial coordination)
· CBF and ICSEM/Deuman (strategic oversight)
Regular check-ins, reporting, and validation meetings will be required throughout the assignment.
Monthly progress updates and periodic technical review meetings shall be conducted to ensure alignment with project implementation milestones.
All reports, maps, technical outputs, datasets, and materials developed under this assignment shall remain the property of SMMA and SLUNCF.

7. PROFILE OF THE SERVICE PROVIDER
The service provider should demonstrate substantial experience in designing, assessing, implementing, and/or supervising marine mooring systems and coastal infrastructure projects.
Experience working within marine protected areas, tourism-dependent coastal systems, and Small Island Developing States (SIDS) will be considered an advantage.
Minimum Qualifications and Experience
Interested service providers should demonstrate:
· At least five (5) years of relevant professional experience in marine engineering, mooring systems, coastal infrastructure, marine spatial planning, or related fields
· Proven experience conducting technical assessments and feasibility studies for marine infrastructure
· Demonstrated experience in designing and implementing climate-resilient mooring systems and marine anchoring solutions
· Experience in GIS mapping and georeferenced infrastructure mapping
· Experience supervising marine infrastructure installation works
· Demonstrated understanding of environmental management considerations associated with marine infrastructure
· Experience preparing technical reports, feasibility studies, cost estimates, and implementation plans
· Fluency in English
Desirable Experience
The following experience will be considered an advantage:
· Previous work within MPAs
· Experience in tourism-dependent marine environments
· Experience in Caribbean SIDS
· Familiarity with DPS-integrated marine systems
· Experience working with conservation organizations, NGOs, and public institutions
Proposal Submission Requirements
Interested service providers should submit:
· Company or consultant profile
· CV(s) of key technical personnel
· Evidence of similar assignments completed
· Proposed methodology and workplan
· Financial proposal including indicative unit costs
· Examples of relevant previous work where applicable

8. EXPECTED OUTCOMES
Expected outcomes of the assignment include:
· Improved understanding of the capacity, condition, and limitations of the existing SMMA mooring system
· Identification of practical and climate-resilient mooring solutions suitable for the SMMA context
· Reduced environmental risks associated with anchoring and vessel activities
· Improved spatial organization, safety, and operational efficiency within designated mooring areas
· Improved traceability and management of mooring infrastructure through tagging and georeferenced systems
· Availability of accurate geospatial and technical information to support future marine planning and investment decisions

Application Process
Interested applicants must submit:
· A cover letter outlining relevant experience and suitability for the assignment; and
· A current Curriculum Vitae (CV) or company profile.
Applications should be emailed to ceo@sluncf.org with the subject line:
"Consultant – Mooring Assessment and Implementation Services – SMMA Pilot"
Deadline for submission: 18 July 2026
Only shortlisted candidates will be contacted. Late or incomplete applications will not be considered.
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