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BE-CLME+ Project: Promoting National Blue Economy (BE) Priorities Through Marine

Spatial Planning in the Caribbean Large Marine Ecosystem Plus (GEF Project ID 10211)

Terms of Reference for a National Consultancy to update the Management Plan for the San San
Pond Sak National Wetland Park, Panama

1.0 Background & Justification.

1.1 The BE-CLME+ Project is a regional initiative aimed at promoting blue economy development in
the Caribbean region through Marine Spatial Planning (MSP) and Marine Protected Areas (MPAs),
Ecosystem Approach to Fisheries (EAF), development of climate-smart sustainable fisheries value
chains, and knowledge management in Barbados, Belize, Guyana, Jamaica, Saint Lucia, and Panama.
The Caribbean Regional Fisheries Mechanism (CRFM) is the Executing Agency for the project, while
the Development Bank of Latin America and the Caribbean (CAF) and the Food and Agriculture
Organization (FAQ) of the United Nations are the Global Environment Facility (GEF) Co-Implementing
Agencies.

1.2 The 2026-2027 BE: CLME+ Project Workplan & Budget was approved by the Regional Steering
Committee on 17 March 2026, and calls for a consultancy to establish, expand and/or improve the
management effectiveness of Marine Protected Areas (MPAs) or Other Effective Area-Based
Conservation Measures (OECMs). MPA and OECMs are tools in the conservation space used to
effectively manage natural resources and the marine environment with the intention of meeting
targeted goals and objectives at the site, national or regional level (Activity 1.2.1.1 and Activity
1.2.1.2).

1.3 Panama's National System of Protected Areas comprises 123 protected areas, representing
approximately 35% of the national territory and encompassing nine different protection categories.
Before 2015, Panama's marine area with some type of designated protection totaled 37,676 km?
/376,7600Ha (11%). However, since then, the country has established two significant marine
protected areas: the Coiba Mountain Range (67,908.98 km?) and the Volcan Bank (93,390.90 km?),
increasing Panama's protected marine area from 3.7% to 54.3% of its waters, with a total of 27
declared marine areas. The San San Pond Sak Wetland National Park (PNHSSPS), located in the
northwest of the Bocas del Toro province, Panama, along the border with Costa Rica, represents a
critically important ecosystem and a stronghold of biodiversity. It covers a total area of 37,841
hectares plus 0.58 hectares (5,847.29 m?), divided into 18,023 hectares plus 0.61 hectares (6,096.71
m2) of land and 19,817 hectares plus 0.98 hectares (9,750.56 m?) of marine area, with elevations
ranging from sea level to 10 meters. The seabed of the wetland reaches a maximum depth of 15
meters. This wetland is located in an area of biogeographical importance, both terrestrial and marine.

1 Our commitments at the Ocean Conference. Retrieved November 12 -2020. www.ourocean2016.org
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It encompasses ecoregions such as the Gulf-Caribbean Mesoamerican Mangroves and the Atlantic
Isthmian Very Humid Forests, and is notable for its ecological diversity.

This wetland has demonstrated remarkable resilience in purifying contaminated water from banana
plantations and adjacent urban areas. The San San-Boca del Drago basin also partially supplies
drinking water to the Changuinola district and sustains the area's banana plantations. This wetland
plays a crucial role in mitigating erosion in both the lower basin and the marine-coastal zones. The
PNHSSPS also harbors a unique variety of ecological communities, including peat bogs, Caribbean
mangroves, cativo and matomba communities, coral reefs, and seagrass meadows. These
communities, along with a wide range of terrestrial and marine species, contribute to the area's rich
biodiversity, making it an essential refuge for wildlife.

The San San Pond Sak National Park (PNHSSPS) is Ramsar Site No. 611, recognized on June 9, 1993.
The protected area was initially declared by Board Resolution JD 020-94, dated August 2, 1994, with
an area of 16,125 hectares. Subsequently, through Resolution DM-0111-2025 of March 28, 2025, the
boundaries of the protected area (16,125 Ha) were expanded to include marine areas (21,716Ha), for
a total area of 37,841Ha. The expansion of the San San Pond Sak Ramsar Site is being managed based
on the new regulations for this protected area to improve the effectiveness of the management of
seagrass meadows and coral reefs within the newly expanded area.

These ecosystems face considerable threats due to climate change, particularly sea-level rise, which
endangers marine plant species. The PNHSSPS also protects at least seven ecosystems classified as
threatened or rare by UNESCO, including tropical evergreen forests, wetlands, and mangroves.
Furthermore, conflicts have been observed between traditional fishers from surrounding
communities operating within the protected areas. Law enforcement is limited, and governance is
insufficient to effectively manage this protected area.

1.4 The purpose of this consultancy is to provide technical support for updating the management plan
for the PNHSSPS (San San Pond Sak National Park) to include zones and management approaches for
the recently expanded marine protected area. The management plan was approved by Resolution AG-
0300-2004 of August 2, 2004 (Official Gazette 25116, August 2, 2004) and its validity was extended
until 2016 by Resolution AG-0617-2011 (Official Gazette 26897-B).

The updated management plan will incorporate the participation of local communities, integrating
collaborative processes and promoting coordination among institutions (Ministry of Agricultural
Development (MIDA), Ministry of Health (MINSA), Ministry of Education (MEDUCA), National Border
Service (SENAFRON), National Police, among others). This management plan must be based on the
application of Resolution AG-0170-2006, as well as consider the Open Standards for Conservation
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Practice? . Efforts to achieve effective management will also include the articulation of management
and operational strategies with the aim of strengthening governance and the implementation of
management measures, the sustainable use of resources within the managed areas, and the
strengthening of cross-border cooperation with neighboring Costa Rica. Therefore, these activities will
be fundamental for the PNHSSPS to have its management plan, organize marine uses through zoning,
and improve governance through broad participatory processes, public consultation, compliance with
the Escazu Agreement, training, development of relevant indicators and a protocol for monitoring and
evaluating the effectiveness of management, and the development of management plans that include
the identification of sustainable financing options to support the management and operations of the
site.

2.0 Objective of the Consultancy.

The objective of this consultancy is to update the Management Plan for the San San Pond Sak National
Wetland Park (PNHSSPS) protected area and the RAMSAR Fact Sheet for review, ensuring the
expanded marine protected area is fully integrated into the revised management framework, zoning
scheme, and governance arrangements. The updated Management Plan should incorporate the
participation of local communities, integrate collaborative processes, and promote coordination
among institutions such as MIDA, MINSA, MEDUCA, SENAFRON, national police/ law enforcement,
fisherfolk and civil society. This management plan must also be based on the application of Resolution
AG-0170-2006%, as well as considering the Open Standards for Conservation Practice.

The specific objectives of the consultancy are:

e To carry out an identification, description and analysis of the conservation status of the area,
which would include the physical, biological, ecological, socioeconomic, historical and cultural
characteristics of the protected area, and integrating the territories that are annexed to the
protected area.

e Conduct a threat analysis based on conservation objectives to develop the zoning of the
marine area according to the new limits established in a participatory process and generate
management strategies and actions to reduce or eliminate these threats.

® Ensure a robust and inclusive stakeholder engagement process is implemented during the
development of the Management Plan with meaningful participation from protected area
officials from MIAMBIENTE, government institutions, local communities, indigenous people
fisherfolk, civil society, women and all relevant stakeholders.

e Develop a revised management plan for the San San Pond Sak National Park along with an
updated RAMSAR fact sheet that defines the strategic objectives, guidelines, and actions that

2 https://www.conservationstandards.org/wp-content/uploads/sites/3/2020/10/CMP-Open-Standards-V3-
Spanish.pdf

3 https://www.conservationstandards.org/wp-content/uploads/sites/3/2020/12/CMP-Open-Standards-for-
the-Practice-of-Conservation-v4.0-English.pdf

4
file:///C:/Users/allen/Downloads/Resoluci%C3%B3n%20N0.%20170%20de%202006,%20Elaboraci%C3%B3n%2
0de%20Planes%20de%20Manejo.pdf
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will enable the development and implementation of the Management Plan, from a financial,
technical, administrative, legal, social, and environmental perspective for the 10 years of
validity.

e Undertake stakeholder consultations and validation workshops with key stakeholders on the
proposed strategic guidelines and actions of the revised management plan.

3.0 Key Activities will include, but not be limited to those listed below.

3.1 Prepare Inception Report and Work Plan: The consultant will prepare a detailed workplan
outlining inter alia, the activities to ensure the successful delivery of consultancy outputs; the schedule
inclusive of milestones of the project; and performance monitoring and evaluation; etc. Contingencies
must be built into planning to allow the consultant to adapt to changing conditions. The consultant
will present on the workplan and schedule at an inception meeting convened by the CRFM, with
attendance from other relevant national agencies upon commencement of the assignment to:

a) Review the process for conducting all activities within the scope of services;

b) Determine roles and responsibilities;

c) Discuss the basis on which this work will be implemented, and

d) Finalise the work plan and schedule. A final work plan and inception report on the outcome
of the inception meeting will be prepared by the consultant and submitted to the CRFM for
review and approval.

3.2 Undertake a situational analysis (to include METT) with supporting spatial maps: The consultant
will undertake a data driven situational analysis to include the implementation of Management
Effectiveness Tracking Tool (METT)® assessment to establish baseline and current status of the San San
Pond Sak National Park and expanded marine zone. The findings and results of this analysis should be
supported by a base map of the protected area boundaries (including its regional location, population
centres, road infrastructure, and basic hydrology), a biophysical map, a map of threats, critical areas,
and land-use conflicts, as well as a zoning map and should inform the development of
recommendations for improving MPA management effectiveness and use zones. The consultancy shall
also undertake a comprehensive legal, policy and institutional assessments to ensure that all proposed
management measures, governance arrangements, zoning provisions, and sustainable financing
mechanisms are aligned with relevant national legislation, institutional mandates, interagency
coordination arrangements and multilateral environmental agreements such as the RAMSAR
Convention.

The current status and baseline will be informed through detailed literature/desktop review as well
as in-country visits and consultations with MPA management authorities and stakeholders to obtain
inputs and ensure inclusivity and stakeholder participation in the process of establishing context and
the updating of the MPA management plan. The assessment will include but not be limited to;

1) National Context including;
a. Legal, Institutional and Policy Framework
b. Socio-economic context

5> Based on the IUCN WCPA Framework
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c. Bio-physical environment of the management area

d. Zoning

e. Governance

f. Shared Management
Cultural and socio-economic values of the management area including;

a. Community and stakeholder use, including indigenous people (demonstrating prior
stakeholder involvement and equitable sharing of opportunities through previous
management plans and national policies)

Recreational uses
Land use
Eco-tourism activities

e. Other economic use

Analysis of conservation targets, challenges and threats.

oo T

Identify the current mechanisms (if any) that allow the participation of civil society in the
implementation of management and day-to-day activities of the PNHSSPS.

This task will also review the Park’s current management approaches, including the economic
and financial situation of the protected area and identify existing challenges, threats and
barriers.

Prepare METT Scorecard and descriptive reports which should also identify on the ground
interventions to be implemented to improve the management effectiveness of the PNHSSPS.

3.3 Develop a stakeholder engagement plan, hold stakeholder consultations and validation
workshops: To guide and inform the stakeholder engagement process the consultant will:

1)

Develop and implement a stakeholder engagement plan that identifies, prioritize and
characterize all key stakeholders and actors (including users within the framework of the new
management category of the PNHSSPS) to ensure an inclusive and participatory process in the
development of the management plan and how stakeholders would be engaged.

Conduct at least two in-country visits to the PNHSSPS in order to update and collect
information and hold stakeholder consultations.

Conduct at least two workshops, one to validate the findings and recommendations from the
situation analysis (3.2) and the geolocations of the Park’s management zones (3.3), and
another to validate the Management Plan (3.5). The validation meetings will include staff from
the DAPB (Department of Protected Areas), the protected area, and the Bocas del Toro
Regional Directorate, and other key stakeholders to confirm compliance with Resolution AG-
0170-2006, as well as the Open Standards for Conservation Practice.

4) Incorporate an MPA training component to the validation workshop for MPA managers based

on the MPA Management training curriculum and its core modules developed under the BE
CLME+ project.

5) Prepare national stakeholder workshop reports which would include, workshop activities and

discussions, next steps, and a gender and role disaggregated list of stakeholders consulted
during the process.

6)NB: It is recommended to explicitly mainstream gender, Indigenous Peoples and Afro-

descendant communities throughout the methodology, consultations, analysis of impacts,
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benefit-sharing considerations and governance proposals. Reports should include sex-
disaggregated data and stakeholder disaggregation where possible (as a reporting
requirement).

3.4 Identify the geolocations® of the Park’s management zones and their approaches: Based on the
results from the situational analysis and data from stakeholder consultations and national agencies,
the consultant will develop recommendations that identify and confirm the Park’s geolocations,
management zones, regulatory/governance reform, and appropriate management approaches
supported by zonal maps which would include greater management effectiveness. These
recommendations should cover, among other things, the following aspects;

1)

Strategies to reduce threats to Biodiversity which should include the identification and
selection of Conservation Targets (CTs) based on their ecological importance and threats.
Monitoring of success of conservation strategies

Strengthening of legal and regulatory frameworks, including recommendations for necessary
regulatory and governance reform linked to the implementation of the Management Plan
Participation of the community and stakeholders, including indigenous peoples and Afro
communities, ensuring an equitable distribution of opportunities.

Sustainable Financing options, which take into account the cost of plan implementation and
Park’s operation

MPA/ Park operations

Management policies/ programmes

3.5 Update the San San Pond Sak Management Plan: Based on the findings and recommendations
from tasks 3.2- 3.4, the consultant will update the management plan to include the expanded marine
protected area with supporting zonal maps. The updated management plan will;

1)

Articulate the specific programs, strategies, objectives, goals, actions, and partners that will
enable the development and implementation of the Management Plan, from a financial,
technical, administrative, legal, and socio-environmental perspective, taking into account the
threats to the Conservation Targets and ecosystem services.

Provide an indicative cost for actions/activities identified

Identify potential partners and allies to successfully implement the proposed strategies and
actions.

Define a management model for the PNHSSPS for the implementation of the specific programs
of the Management Plan, where the necessary personnel and the profile of each position/post
are identified.

Incorporate strategy for monitoring, evaluation and reporting on the implementation of the
management plan.

Zoning: Create a zoning scheme that specifies permitted and prohibited activities within the
PNHSSPS to balance conservation and use.

Management programmes and strategies:

®Should be editable and verifiable geospatial outputs, including shapefiles or geodatabases, PDF
maps, coordinates, metadata, and clear criteria used for zoning to allow for monitoring, reporting
and future legal and administrative processes
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a) Natural resource management: priorities and actions for conserving key resources
b) Administration and finance: An administrative structure, staffing plan and budget for
implementing the plan.
8) Provide recommendations for capacity building, technical assistance, and regional and
international cooperation to support the effective implementation of the management plan.

9) As an appendix to the Management Plan, include the updated RAMSAR Fact sheet aligned
with the Management Plan for public consultation.

3.6 Develop communication/visibility material: The consultant shall provide the audiovisual content
collected from workshops and other activities such as voice recordings, videos, and photographs from
interviews, focus groups, etc. as applicable to support the development of at least one (1)
communication and visibility material. The communication and visibility material could include press
releases, newsletters, flyers, brochures, website content, infographics, social media posts which will
be submitted to the CRFM/PMU, vetting of content, and onward communication via the CRFM’s
Knowledge Management and Information System and broader regional networks.

The consultant shall also be responsible for ensuring that all requisite consent forms from persons
whose likeness and/or voice is captured for the purposes of their assignment are filled out and
submitted to the CRFM Secretariat.

3.7 Prepare Final Technical Report: This report should highlight, inter alia:

a) The nature of the assignment undertaken, noting the level of success and constraints;
b) The quality of participation in consultations;

c) Lessons learned during the assignment;

d) Any limitations to the outputs and their intended use; and

e) Recommendations for continued monitoring of consultancy outputs and sustainability.

3.8 Consult with the CRFM/PMU and be informed of the Environmental and Social Safeguards (ESS)
triggered by the BE: CLME+ Project and ensure the Management Plan is in compliance with the ESS
triggered by the BE: CLME+ Project.

4.0 Expected Outcomes and Deliverables.

4.1 The consultant(s) are expected to deliver the following products:

Product 1: Inception Report and Workplan detailing activities, milestones, timeline, and a robust
methodology to carry out the assignment.

Product 2: Situational Analysis Report with METT assessment (including maps)**
Product 3: Stakeholder Engagement Plan and consultation reports**

Product 4: Report on recommendations for MPA management zones geolocations and management
approaches**

Product 5a: Draft Management Plan and 5(b) Stakeholder validation workshop reports**
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Product 6: Final (Costed) Management Plan/Strategy for San San Pond Sak with Ramsar Fact Sheet**’

Product 7(a): Communication and Visibility Materials. Materials consistent with Section 6.0 of these
Terms of Reference. 7(b) Final Technical Report

5.0 Project Schedule and Milestones.

Deliverable Date Payments
Product 1: Inception Report and | 0.5 month after contract
Workplan signature

Product 2: Situational Analysis
Report (including maps) with | 2.5 months after contract
METT Scorecard; 3 Stakeholder | signature

Engagement Plan

Product 4. Report on
recommendations for MPA | 3.5 months after contract
management zones geolocations | signature

and management approaches
Product 5 (a): Draft Management
Plan and 5 (b) Stakeholder | 4 months after contract signature | 20% of contract value
validation workshop reports
Product 5: Final Management
Plan/Strategy for San San Pond
Sak with Ramsar Fact Sheet
Product 6 (a): Communication and
Visibility Material (Spanish and
English); consistent with Section 6.0
of Terms of Reference. Product (b):
Final Technical Report

20% of contract value

20% of contract value

25% of contract value

5.5 months after contract
signature

15% of contract value
6. months after contract

signature

6.0 Reporting Requirements.

6.1 The consultant will present the deliverables following the schedule established in section 5 of
these terms of reference. The deliverables must include reports in Word®, PowerPoint presentation of
major findings and recommendations, and other documents used as the basis of the analysis
(including other formats such as Excel spreadsheets, etc. as applicable) and a folder with the list of
bibliographic references used to develop the analysis. All materials must be delivered in English and
Spanish. All reports, studies, plans, drawings, source code, technical data, specifications, and any
other material prepared by or worked upon by the consultant exclusively for the CRFM under this
Agreement are the sole and exclusive property of the CRFM and as such the CRFM has exclusive title,
rights, and interest in all such material including the right of dissemination, reproduction, and
publication. The consultant will also work closely with the Regional Project Coordinator and the
Marine Spatial Planning Specialist of the BE: CLME+ Project on the assignment.

7 ** One printed color copy of the final deliverable, properly bound along with the digital copies must be
submitted.
8 All reports should follow the CRFM Guidelines for Publications and Reports
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7.0 Acceptance Criteria.

7.1 Payments will be authorized once the CRFM accepts the products specified by the TOR. The CRFM
will have up to three weeks to provide written comments/recommendations to the consultant(s)
reports. Unless previously determined, the CRFM will generally accept the deliverables once the
consultant or consulting firm confirms the following: (i) receipt and additional inclusion of
comments/recommendations in a revised version and (ii) provision of date for presentation of the
revised versions of the submitted deliverables. The consultant(s) are expected to include these
comments two weeks after receipt.

8.0 Consultant’s Effort and Required Skills

8.1 This consultancy has been estimated to require a maximum of 140 Consultant Days.
8.2 The consulting team should meet the following requirements:

Team Leader/ Marine Protected Area Planner

= Master’s Degree in Marine and Coastal Resource Management, Fisheries Science, Natural
Resource Management, Coastal Zone Management, or Marine Science.

= Demonstrated Training in Marine Spatial Planning and/Marine Protected Area Management/
implementation of Protected Area Management Effectiveness Tracking Tools

*  Minimum of 10 years experience working in the management of protected areas and the
elaboration of similar protected area strategies and/or plans

» Experience working with senior government officials, non-governmental organizations
(NGOs), and local communities.

» Experience working with resource users across multiple sectors, especially in the fisheries,
protected areas, tourism, and maritime transport, etc.

* A good understanding of biodiversity, Marine Protected Areas, Climate Change, Marine
Spatial Planning.

=  Work experience in any or all the project countries particularly in Panama (Bocas del Toro
Archipelago Region).

*  Proficient in written and spoken Spanish and English

Technical Team

«  GIS/Planning specialist: MSc in GIS/ Spatial Analysis; demonstrated at least 5 years
experience in spatial data gathering, analysis, modeling, and application of open standards
for conservation practice in the development of protected areas management plans and the
application of GIS in conservation planning.

. Stakeholder Specialist/ Social Development: Postgraduate degree in Social Development,
Gender Studies, Sociology or a related field; demonstrated at least 7 years experience in
community/stakeholder engagement, livelihoods and public consultation.

« Financial Analyst: BSc in Finance, Accounting, Economics; professional qualifications in
related fields; demonstrated at least 5 years experience in developing business plans and
assessment of economic feasibility and sustainable financing options for non-extractive
operations.



DEVELOPMENT BANK Food and Agriculture RFM
ac J v ( lobal
w OF LATIN AMERICA Organization of the = gn\nronment

AND THE CARIBBEAN United Nations Caribbean Regional Fisheries Mechanism gef | BclY. e

. Ecologist/Biodiversity Specialist: BSc in Marine Biology/Ecology; demonstrated at least 7
years experience in undertaking ecological/biological assessments, threat assessments and
zoning.

« Legal and Institutional Governance Specialist: Advanced degree in Environmental Law,
Natural Resource Law, Environmental Governance, Public Policy, or a related field; at least 5
years demonstrated experience in legal and institutional assessments related to protected
areas, biodiversity conservation and marine governance; demonstrated experience
reviewing environmental legislation, regulatory frameworks and institutional arrangements,
knowledge of Panamanian institutional and regulatory frameworks applicable to Marine
Protected Areas, including legal instruments governing the rights and participation of
indigenous peoples and Afro communities.

9.0 Application and Selection Procedure.

9.1 Interested consulting firms are invited to submit their Technical and Financial Proposal outlining
observations on these Terms of Reference, understanding of the objectives of the assignment, details
of methodology to be applied, proposed work plan and timeline, personnel to be involved, skills and
Curriculum Vitae of all proposed team members, declaration of availability, declaration of no conflict
of interest, and tax-inclusive price proposal with details of professional fees for team members,
logistics, travel, printing, and all other associated costs.

9.2 Technical and Financial Proposals will be evaluated using a Quality and Cost-Based Selection
procedure, in which the Technical Proposal can be awarded a maximum of 70% of the evaluation score
and Financial Proposal of 30% of the evaluation score.

9.3 Please submit your application in PDF format by {DATE} to jobs@crfm.int and
secretariat@crfm.int.

Budget breakdown

Cost Item (Description) Cost (USD)
Professional Fees 59,000
Travel and Field missions: 36,000

To cover at least 4 field missions to Panama-

(1) In-country stakeholder consultations (Products 2a and
3) and

(2) National validation workshops(Product 4) (airfare,
accommodation, meals, workshop costs)

Total Budget 95,000.00
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