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Terms of Reference
Communication and Stakeholder Engagement 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, transparency, 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, accountability, 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.
In the SMMA context, where the MPA operates under an open-access model and multiple user groups interact within the same space, targeted communication and stakeholder engagement are required to foster a payment culture, improve understanding of fee structures, strengthen trust in the management system, and reinforce the link between user fees and conservation outcomes.
Communication and stakeholder engagement are therefore critical to ensuring compliance, user adoption, institutional transparency, and the long-term sustainability of the DPS system.

2. OBJECTIVE
The objective of this assignment is to design and implement a targeted communication and stakeholder engagement programme that supports the operational rollout, adoption, and sustainability of the SMMA DPS.
Specifically, the assignment will focus on:
· Increasing awareness and compliance with SMMA user fee requirements
· Improving understanding of the DPS among tourism operators, visitors, and local stakeholders
· Strengthening community trust and transparency regarding the role of SMMA and the management of user fees
· Supporting behavioural change among key user groups to encourage voluntary payment and compliance
· Improving stakeholder understanding of how user fees support conservation, marine management, and local benefits
· Strengthening communication and outreach capacity within SMMA
· Developing practical communication tools and stakeholder engagement processes that can be maintained beyond the project period

3. SCOPE OF WORK
The consultant will provide communication and stakeholder engagement services to support the successful rollout and implementation of the DPS within the SMMA.
The assignment will include communication diagnostics, stakeholder mapping, engagement activities, communication campaigns, development of communication materials, staff capacity building, and implementation support throughout the DPS rollout period.
Activities should be practical, implementation-focused, and tailored to the tourism and marine management context of the SMMA.

3.1 Communication Diagnostics and Strategy Development
The consultant shall undertake a rapid communication diagnostic to assess existing communication practices related to SMMA operations, visitor management, user fee collection, and DPS implementation.
This component shall include:
· Identification of barriers to awareness, understanding, and compliance with SMMA user fees and the DPS
· Stakeholder mapping and audience segmentation
· Assessment of communication needs, incentives, perceptions, and concerns among key stakeholder groups
· Identification of opportunities to improve communication effectiveness and user engagement
Stakeholder groups may include:
· Tourism operators
· Visitors and tourists
· Local communities
· Fishers and marine users
· Institutional partners
· Public agencies and enforcement actors
Based on the assessment, the consultant shall develop a Communication and Stakeholder Engagement Strategy to guide implementation activities.
The strategy shall include:
· Identification of priority audiences
· Key communication messages
· Behavioural change and awareness objectives
· Recommended communication channels and engagement approaches
· Campaign concepts and outreach approaches
· Stakeholder engagement plan
· Monitoring indicators and feedback mechanisms
· Implementation schedule and responsibilities




3.2 Stakeholder Engagement Activities
The consultant shall design and support stakeholder engagement activities aimed at building awareness, trust, and support for the DPS among tourism operators, local communities, institutional stakeholders, and other marine users.
Engagement activities should:
· Explain how the DPS system works
· Clarify payment responsibilities and procedures
· Address concerns, misconceptions, or resistance related to fee collection
· Reinforce the relationship between user fees, conservation financing, and marine management
Particular attention should be given to tourism operators and service providers who interact directly with visitors and may facilitate DPS payments.
Activities may include:
· Structured consultation sessions with tourism operators and service providers
· Community engagement sessions
· Stakeholder information meetings
· Awareness sessions with institutional partners and governance actors
· Small-group consultations or feedback sessions where appropriate
These activities should strengthen stakeholder understanding of the DPS system and build support for its implementation.

3.3 Communication Campaigns
The consultant shall design and support implementation of a communication campaign explaining:
· The purpose of SMMA user fees
· How the DPS system operates
· How visitors and operators can make payments
· How revenues contribute to conservation, management, and local benefits
The campaign should communicate clear, consistent, and user-friendly messages appropriate to the tourism and marine management context of the SMMA.
Communication channels may include:
· Digital communication platforms
· Social media campaigns
· Visitor information materials
· Tourism operator engagement
· On-site signage and visual communication
· Website and online communication
· Short digital or audiovisual content
Campaign activities should aim to ensure that visitors and operators clearly understand payment procedures before or during their visit.

3.4 Development of Communication Materials
The consultant shall develop practical communication materials to support DPS implementation and improve visitor awareness of SMMA rules, payment procedures, and conservation messaging.
Materials should be practical, accessible, and usable by SMMA staff, tourism operators, and visitors.
Outputs may include:
· Visitor-facing information materials
· Tourism operator guidance materials
· Printed and digital communication products
· Signage concepts for visitor entry points and operator locations
· Social media communication content
· Website content and digital marketing materials
· Short instructional audiovisual content explaining the DPS payment process
· Awareness and outreach materials supporting stakeholder engagement activities
All communication materials shall be submitted in editable digital formats where applicable.

3.5 Capacity Building and Institutional Support
The consultant shall support SMMA staff and rangers in strengthening their communication and outreach capacity related to DPS implementation and user fee communication.
Training and capacity-building activities shall include:
· Explaining the DPS payment process to visitors
· Responding to questions or concerns related to user fees
· Communicating the conservation and management role of the SMMA
· Strengthening communication, marketing, customer engagement, and digital media skills
· Supporting practical communication approaches for visitor interaction
Training should be practical and tailored to the day-to-day interaction SMMA staff have with visitors and tourism operators.
Training materials developed under this assignment shall be provided to SMMA and SLUNCF for continued institutional use beyond the consultancy period.

3.6 Implementation Support, Monitoring, and Adaptation
The consultant shall support implementation of communication and stakeholder engagement activities throughout the DPS pilot rollout period.
This component shall include:
· Coordination of communication activities
· Monitoring stakeholder response and engagement
· Documentation of stakeholder feedback and lessons learned
· Adjustments to communication approaches where necessary to improve effectiveness
Monitoring should consider:
· Stakeholder participation in engagement activities
· Visitor awareness and understanding of the DPS system
· Tourism operator participation and feedback
· Communication reach and engagement
· Feedback from SMMA staff and stakeholders
· Evidence of improved understanding or compliance trends
Lessons learned during implementation should be documented and used to refine communication activities over the course of the assignment.

4. DELIVERABLES
The service provider will deliver the following outputs:
4.1. Communication Diagnostics Note
Including:
· Communication gap assessment
· Stakeholder perceptions analysis
· Stakeholder mapping and audience segmentation
· Identification of communication barriers and opportunities
4.2. Communication and Stakeholder Engagement Strategy
Including:
· Target audiences
· Key messages
· Communication channels
· Stakeholder engagement approaches
· Behavioural change objectives
· Monitoring indicators
· Implementation plan and timeline
4.3. Communication Materials Package and Campaign Delivery
Including:
· Stakeholder engagement materials
· Visitor information products
· Tourism operator guidance materials
· Printed and digital communication materials
· Social media and website communication content
· Visual signage concepts
· Short instructional audiovisual content
· Campaign implementation support and stakeholder outreach activities
All communication materials shall be submitted in editable digital formats where applicable.
4.4. Stakeholder Engagement and Monitoring Records
Including:
· Records of stakeholder engagement activities
· Participation summaries
· Communication reach and engagement summaries
· Stakeholder feedback summaries
· Monitoring observations and recommendations
4.5. Training Delivery and Capacity Building Materials
Including:
· Delivery of training sessions for SMMA staff and rangers
· Training materials and presentations
· Practical communication guidance materials
4.6. Final Implementation Report
Including:
· Summary of activities implemented
· Stakeholder engagement outcomes
· Lessons learned
· Monitoring findings
· Recommendations for continued communication and stakeholder engagement beyond the pilot phase

5. TIMELINE
The assignment is expected to commence in July 2026 and continue over a fifteen (15) month implementation period ending in September 2027.
Activities will be implemented in phases aligned with the DPS pilot rollout schedule, including:
· Communication diagnostics and stakeholder mapping (30 days after commencement date)
· Strategy development (45 days after commencement date)
· Stakeholder engagement and campaign implementation (start at least 60 days after commencement date)
· Capacity building and training (start at least 90 days after commencement date)
· Monitoring, adaptation, and final reporting
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 coordination meetings, reporting updates, and validation meetings will be required throughout the assignment.
Monthly progress updates and periodic technical review meetings may be required to support implementation planning and coordination.
All communication materials, campaign content, graphics, reports, datasets, training materials, and outputs 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 communication, stakeholder engagement, behavioural change communication, public awareness campaigns, tourism communication, or related fields.
Experience working within tourism-dependent coastal systems, marine conservation initiatives, or 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 communications, stakeholder engagement, behavioural change communication, public awareness campaigns, tourism communication, marketing, or related fields
· Demonstrated experience designing and implementing communication strategies and stakeholder engagement programmes
· Experience facilitating stakeholder engagement processes involving local communities, tourism operators, public institutions, or conservation stakeholders
· Experience producing communication materials across multiple formats including digital media, printed materials, signage, and audiovisual content
· Experience delivering practical training and capacity-building activities
· Demonstrated understanding of behavioural change and public engagement approaches
· Excellent written and verbal English communication skills
Desirable Experience
The following experience will be considered an advantage:
· Experience working with marine protected areas or conservation programmes
· Experience working within tourism-dependent contexts
· Experience in Caribbean SIDS
· Familiarity with environmental communication and conservation awareness campaigns
· Experience working with NGOs, public agencies, or donor-funded programmes
Proposal Submission Requirements
Interested service providers should submit:
· Company or consultant profile
· CV(s) of key personnel
· Evidence of similar assignments completed
· Proposed methodology and implementation approach
· Proposed workplan and timeline
· Financial proposal
· Examples of communication products, campaigns, or previous assignments where applicable
Joint ventures or multidisciplinary teams with expertise in communications, behavioural change, tourism engagement, and digital communications are encouraged.

8. EXPECTED OUTCOMES
Expected outcomes of the assignment include:
· Increased awareness among visitors and tourism operators regarding SMMA user fee requirements and DPS procedures
· Improved compliance with DPS payment requirements and user fee systems
· Improved understanding of how SMMA revenues support conservation, marine management, and local benefits
· Strengthened stakeholder trust and transparency regarding SMMA operations and fee management
· Improved engagement and cooperation among tourism operators, visitors, and institutional stakeholders
· Strengthened communication and outreach capacity of SMMA staff and rangers
· Availability of practical communication tools and materials that SMMA can continue using beyond the pilot phase
· Improved stakeholder understanding of the relationship between conservation financing and marine resource management
· Increased institutional readiness to sustain long-term DPS communication and outreach activities
Application Process
Interested applicants must submit:
· A cover letter outlining relevant experience and suitability for the assignment;
· A current Curriculum Vitae (CV) or company profile.

Applications should be emailed to ceo@sluncf.org with the subject line:
"Consultant - Communication and Stakeholder Engagement 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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