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SAINT LUCIA SOLID WASTE MANAGEMENT AUTHORITY

TERMS OF REFERENCE
FOR THE CONDUCT OF A SAINT LUCIA WASTE COLLECTION SYSTEM OPTIMIZATION STUDY
1. BACKGROUND

The Saint Lucia Solid Waste Management Authority is a body corporate established through an Act of Parliament in 1996, with a mandate for solid waste management, which it carries out through the operation of two waste management facilities.  Dividing the island into eleven (11) waste collection zones, the Authority has engaged the services of sixteen (16) private contractors to provide waste collection services.  More specifically, the collection of regular (residential / household and institutional) waste and bulky waste, in eleven waste collection zones.  One contractor is also responsible for the collection of biomedical waste from medical facilities island wide.  Private sector commercial entities are responsible for transporting the waste that they generate to the waste management facilities. This arrangement covers an area of 610 square kilometers and a population of approximately one hundred and eighty-two thousand (182,000) inhabitants (2019). 

The two waste management facilities are the Deglos Sanitary Landfill in Castries and the Vieux Fort Solid Waste Transfer Facility (VFSWTF) in the south of the island.  The landfill, which commenced operation in 2003, was estimated to have a lifespan of twenty (20) years; however, had only reached approximately 50% of its designed capacity of 1,174,000 tonnes in 2021.  The Vieux Fort facility is a controlled disposal site that the Government ordered closed and decommissioned by the end of 2017, to accommodate the implementation of the Desert Star Holding Caribbean Star Project.  Nevertheless, in the absence of a sanitary landfill for the south of the island, the facility is still in operation as a transfer station. Most of the waste collected (approximately five thousand tonnes monthly) is loaded into walking floor trailers and transported to the Deglos Sanitary Landfill.  Note that plans are in train to facilitate the establishment of a new landfill in the south of the island within the short to medium term.





Table 1. Basic Waste Generation Statistics
	Category
	Annual Amount (Approximate)

	Saint Lucia Solid Waste (Total)
	76,500 Tonnes (2023/24 estimates)

	Per Capita waste
	1588kg/year (4.35kg/day)

	Plastic Waste (2024-2025)
	12000 tonnes

	Single‑use plastics
	50% of plastic waste

	Plastic share of domestic waste
	22% of ~33,000 t (2019)



As per the table above, a 2015 estimate from the World Bank reported approximately 77,616 tons of solid waste generated in the entire country annually. In 2019, a waste audit estimated an island-wide per‑person daily average of 4.35 kg of Saint Lucia waste, placing Saint Lucia among the top per-capita waste generators globally (about 1,588 kg per person annually). In 2025, a comprehensive baseline study found that Saint Lucia produced around 12,000 tonnes of plastic waste in that year, nearly half of which was single‑use plastics.
With increasing population growth, urbanization, and consumption patterns, the volume and complexity of Saint Lucia solid waste will continue to grow, placing immense pressure on existing waste management systems. Inefficiencies in waste collection, transportation, processing and disposal will result in environmental degradation, resource wastage and public dissatisfaction.  Recognizing these challenges, the Saint Lucia Solid Waste Management Authority seeks to undertake a Saint Lucia Solid Waste Collection Optimization Study to evaluate current systems, identify inefficiencies and recommend actionable strategies for improving the performance, cost-effectiveness, and sustainability of the Saint Lucia solid waste services.

2. OBJECTIVE OF THE CONSULTANCY

The overall objective of this consultancy is to assess and optimize the current MSW management system to ensure:
· promotion and adoption of source separation practices.
· Enhanced efficiency in waste collection, transportation and disposal. Including the examination of waste data collection systems.
· Increased waste diversion through the practice of the 7R’s.
1. Rethink
2. Refuse
3. Reduce
4. Reuse
5. Repair
6. Recycle
7. Recover

· Improved financial viability and operational sustainability.
· Strengthened institutional capacity and regulatory frameworks.
· Reduced environmental degradation and public health risks.
Specific objectives include:
1. [bookmark: _Hlk211566432]Evaluate current national waste generation rates, composition and temporal trends for all waste streams.
2. Map and evaluate the existing waste management value chain, including key actors (formal and informal) and processes. 
3. Analyze operational performance, infrastructure adequacy, equipment functionality and human resource capacity.
4. Conduct a comprehensive cost-benefit analysis of current waste collection and disposal operations. This analysis should include inter alia the following considerations;
1. Political
2. Economic and financial concerns
3. Social 
4. Technological
5. Environmental and climate change
5. Identify opportunities for improvement in logistics, routing, segregation and processing efficiency. 
6. Recommend short, medium and long-term optimization strategies, including policy and operational reforms.
7. Develop an implementation roadmap and monitoring framework that incorporates  a source separation pilot program.
8. Develop a public information and sensitization campaign to support behavioural change.

3. SCOPE OF SERVICES

The scope of the proposed consulting services shall include, but not be limited to, the following tasks:

Task 1. Evaluate current waste generation rates, composition and temporal trends

The consulting team / firm is required to:

· Collect and review existing data on waste quantities, sources and historical trends. 
· Conduct a waste characterization study to determine composition by sector and material type.
· Analyze seasonal and temporal variations in waste generation patterns.
· Map spatial distribution of waste generation using GIS tools.
· Calculate per capita and sector-specific waste generation rates and benchmark against regional and international standards.
· Forecast future waste generation trends based on demographic and economic projections.
· Document findings and data gaps to inform system optimization.

Task 2. Map and evaluate the existing waste management value chain, including key actors and processes. 

The consulting team / firm shall conduct a comprehensive mapping and analysis of the municipal solid waste value chain to identify inefficiencies, leakages and opportunities for circular economy interventions. This includes:

1. Identifying all stakeholders (formal and informal).

2. Mapping infrastructure and service routes using GIS.

3. Quantifying material and financial flows, including uncollected and illegally dumped waste.

4. Assessing market demand and pricing for recovered materials

5. Reviewing regulatory and institutional frameworks.

6. Producing a value chain map, stakeholder matrix, and diagnostic report with recommendations.


Task 3.  Analyze operational performance, infrastructure adequacy, equipment functionality and human resource capacity

The consulting team / firm shall conduct a comprehensive analysis which includes:

1. Assessing how effectively the waste system currently operates.
2. Determining whether existing infrastructure meets current and future was management needs.
3. Evaluate the condition and performance of waste management equipment.
4. Assess staffing levels, skills and institutional capacity.
5. Determine readiness for waste optimization interventions
.

[bookmark: _Hlk212975200]Task 4. Conduct a comprehensive cost-benefit analysis of current waste collection and disposal operations

The consulting team / firm shall evaluate the political, environmental, social, technological, economic and financial sustainability of current waste management operations and assess the viability of alternative service models to be identified. This includes:

1. Compiling all cost streams (e.g., contracts, fuel, salaries, operation and maintenance).

2. Estimating financial and socio-environmental benefits (e.g., recyclables, avoided disposal, health impacts, GHG emissions).

3. Modeling business-as-usual versus improved scenarios (e.g., source separation, composting, routing optimization).

4. Conducting sensitivity analysis on key variables (e.g., fuel prices, market volatility)

5. Applying standard financial metrics (e.g., net present value, internal rate of return) and documenting assumptions.

6. 
7. Providing recommendations for cost-effective and sustainable interventions.


Task 5. Identify opportunities for improvement in logistics, routing, segregation and processing efficiency. 

The Consultant shall evaluate current logistics and service delivery systems to propose optimization strategies that reduce costs, minimize fuel use and increase diversion of recyclables and organics. This includes:

1. Analyzing routing efficiency using GPS data.

2. Proposing optimized routes and collection frequencies.

3. Identifying suitable segregation strategies and enabling conditions.

4. Evaluating appropriate processing technologies (e.g., Material recovery facilities,  composting, refuse derived fuel)

5. Exploring public-private partnership models for processing infrastructure.

6. Benchmarking proposed improvements against best practices.
7. Delivering route maps, technology options and public private partnership feasibility recommendations.

Task 6. Recommend short, medium, and long term optimization strategies, including policy and operational reforms.

The Consultant shall develop a phased and costed set of recommendations to improve the efficiency, sustainability and resilience of the waste management system. This includes:

1. Prioritizing interventions into short-term (0–1 year), medium-term (1–3 years), and long-term (3–10 years).

2. Defining estimated budgets, financing mechanisms, and responsible agencies.

3. Developing a risk register with mitigation measures.

4. Proposing policy, operational, and institutional reforms.
5. Outlining a phased implementation roadmap and monitoring framework.

Task 7. Develop an implementation roadmap and monitoring framework that incorporates a source separation pilot programe 

The Consultant shall prepare a phased implementation roadmap and monitoring framework, including a pilot program to test source separation strategies. This includes:

1. Designing a roadmap with Gantt chart, milestones, and procurement plan.

2. Developing a Monitoring & Evaluation (M&E) framework with key performance indicators (KPIs).

3. Designing  a source separation pilot program for 2–4 representative communities, incorporating a detailed monitoring and evaluation framework. The design shall include proposed methods for tracking participation, contamination levels, material capture rates and operational costs. 
4. Defining success criteria, outline data collection and analysis methods and develop recommendations for scaling up based on anticipated outcomes. Implementation of the pilot is not included in this task.

Task 8. Develop a public information and sensitization campaign to support behavioural change

The Consultant shall design a targeted public information and sensitization campaign to promote behavioural change and citizen engagement in waste management reforms. This includes:

1. Segmenting audiences (e.g., schools, households, tourism sector, businesses).

2. Developing key messages for waste reduction, separation, and proper disposal.

3. Producing culturally relevant communication materials (e.g., radio jingles, social media, posters, school kits)
4. Training community ambassadors and school eco-clubs.
5. Establishing feedback mechanisms (e.g., hotline, WhatsApp, community surveys)
6. Defining behavioural change indicators and monitoring methods


4. DELIVERABLES

This is a deliverable based assignment and payment for the services provided are tied to deliverables.  

All deliverables will initially be designated as draft submissions and subject to review and comments by the SLSWMA.  The Consultants will incorporate a minimum of three (3) stakeholder consultations/engagements, two of which (Consultation on Situational Analysis and Consultation on Optimization Report and Technical Deliverables) shall be for the validation of findings and recommendations and the promotion of consensus.   The Consultant will finalize and resubmit each deliverable based on the comments received.

The Consultants are responsible for the development and submission of the following reports (deliverables): 



Table 1:	Deliverables and Proposed Timeframe for Submission

	DELIVERABLE
	PROPOSED TIMEFRAME 
FOR SUBMISSION
	PAYMENT 
(percentage of contract sum)


	1. Inception Report
	Within ten (10) working days of the signing of the contract between the SLSWMA and the Consultants.

	10%

	2. Situational Analysis Report

	Within eight (8) weeks of Acceptance of the Inception Report
	20%


	3. Draft Optimization Report

	Within eight (8) weeks of Acceptance of the Situational Analysis Report
	60%


	4. Technical Deliverables
	Coincide with the delivery of the Draft Optimization Report
	

	5. Final Report

	Within eight (8) weeks of Acceptance of Draft Optimization Report and Technical Deliverables. 
	10%



1. The Inception Report shall include, but not be limited to, the following:

i. Background information pertaining to the assignment.
ii. The Scope of Services as confirmed by the Consultants and the SLSWMA at an initial meeting 
iii. The understood outputs of the assignment.
iv. The Consultants’ approach to the assignment and work plan.
v. The Consultants’ work schedule (including submission of deliverables).

The Inception Report must include all proposed logistical procedures to accomplish the tasks outlined in the Scope of Services and the Consultants’ workplan, as well as establish the communication and reporting means required to secure necessary and timely input and approvals of the SLSWMA throughout the consultancy. 

2. Situational Analysis Report.  The required outputs of this report are detailed in Section 3 – Scope of Services. This report shall account for the full Scope of Services detailed in Tasks 1, 2 and 5.

3. Draft Optimization Report. This report shall account for the full Scope of Services detailed Section 3 – Scope of Services. The report shall comprise but not be limited to the following:
a. Executive summary.
b. National waste generation and composition profile.
c. Sectoral and seasonal variations documented.
d. Dataset and GIS maps of routes, showing waste generation hotspots.
e. Waste flow diagram (generation → collection → transfer → disposal).
f. Value chain map with economic linkages and leakages.
g. Institutional roles and gaps report.
h. Asset register with age, condition and replacement schedule.
i. Human Resource capacity assessment with training recommendations. i.e.-
1. Assessing staffing levels, skills, training needs and Occupational Health and Safety compliance.
2. Evaluating existing job descriptions and organizational structure.
3. Identifying gaps and recommending an optimal staffing structure, capacity and training.
j. Performance dashboard with key Performance Indicators.
k. Cost Benefit Analysis report with financial models.
l. Comparative analysis of Business As Usual vs. alternatives.
m. Recommendations on least-cost, highest-benefit options.
n. Finding of Characterization study.
o. Route optimization plan.
p. Technology options report with cost and environmental impact analysis.
q. Feasibility ranking of interventions.
r. Prioritized action plan with budgets and timelines.
s. Policy and regulatory recommendations.
t. Implementation roadmap document.
u. M&E toolkit.
v. Communication strategy and calendar.
w. Awareness materials (flyers, posters, radio ads).


4. Technical Deliverables.  The required outputs of this deliverable are;
a. A Source Separation Pilot Roadmap
b. Container Specification Sheets, including quantities, for Waste Segregation and Compost Bins
c. Equipment Specification Sheets for Pilot on Source Separation and Composting Facility
d. Workforce Assessment and Optimization.
e. Public Information and Awareness Strategy and Actions for Implementation

5. Final Optimization Report.  This report shall constitute a complete record of the assignment, together with the revised Draft Optimization Report and Technical Deliverable after gathering stakeholder input within a presentation and workshop type setting.


5. PROJECT MANAGEMENT

The General Manager – SLSWMA or any other duly authorized officer shall be responsible for the management of this consultancy assignment / project.  The officer will be responsible for the coordination of activities under the Contract and for the management of the Contract (i.e., for communicating the SLSWMA’s acceptance and approval of reports and other deliverables and for receiving and approving invoices for the payment). Note that a minimum of ten (10) working days must be provided to the SLSWMA to respond to the draft reports provided.

The SLSWMA will provide the team of consultants with logistical support for the duration of the assignment.  Logistical support to be provided will include facilitation of communication between the Consultants and staff of the Authority, access to available documentation pertinent to the assignment; and facilitation of access to government officials/personnel and other stakeholders with whom the Consultants may need to confer.

The Consultants shall effectively manage and provide all the required resources to accomplish the consultancy objectives and scope of services.  

It is expected that the Team Leader will be the primary point of contact for all matters related to this consultancy and will work closely with the designated SLSWMA representative on all aspects of the assignment.  



6. REQUIRED QUALIFICATIONS AND EXPERIENCE 

The Consulting Firm must demonstrate a proven track record of delivering complex, multi-disciplinary infrastructure and service optimization projects. The firm is expected to have the following qualifications and experiences:
1. General Sector Experience: At least 5 years of demonstrated experience in providing consulting services for solid waste management systems or related public utility sectors (e.g., water, sanitation, public works).
2. System Optimization Experience: Demonstrated experience in planning and implementing at least two (2) similar assignments focused on the operational optimization of municipal solid waste collection and transportation systems.
3. Waste Value Chain & Financial Analysis: Demonstrated experience in at least two (2) assignments involving comprehensive cost-benefit analysis of waste management operations, including the quantification of material flows, financial modeling of "business-as-usual" versus alternative scenarios (e.g., incorporating source separation, recycling, or composting), and the application of standard financial metrics.
4. Infrastructure & Technology Assessment: Demonstrated experience in at least two (2) assignments that involved the assessment of waste processing infrastructure and the evaluation of appropriate technologies (e.g., Material Recovery Facilities, composting plants). This should include the development of feasibility studies and/or technical specifications for such facilities.
5. Pilot Program Design: Demonstrated experience in at least one (1) assignment involving the design of a pilot program to test new operational strategies (such as source separation), including the development of a detailed monitoring and evaluation framework with clear KPIs and success criteria.
6. Caribbean Context (Highly Desirable): Experience working within the Caribbean region or in Small Island Developing States (SIDS) will be considered a strong asset, given the specific logistical, environmental, and institutional contexts of Saint Lucia.

7. PERSONNEL AND EXPERTISE 

The members of the Consulting Firm must possess professional qualifications appropriate to their specified areas of responsibility.  The minimum levels of qualifications and professional experience are presented in Table 2 overleaf.
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Table 2:	Minimum Qualification and Professional Experience for Key Members of the Consulting Team

	Position
	Qualification
	Specific Experience


	Civil / Environmental Engineer - Team Leader

	Post graduate degree in civil, environmental or solid waste management engineering.

OR

	Minimum 10 years of demonstrated experience in landfill design and operations, solid waste project management and consultancy assignments. Proven leadership in multidisciplinary teams and stakeholder coordination. Experience within the Caribbean solid waste sector, including institutional frameworks, PPP models and optimization strategies will be considered a strong asset.


	
	Undergraduate degree in civil, environmental or solid waste management engineering.

	Minimum 15 years of demonstrated experience in landfill design and operations, solid waste project management and consultancy assignments. Proven leadership in multidisciplinary teams and stakeholder coordination. Experience within the Caribbean solid waste sector, including institutional frameworks, PPP models and optimization strategies will be considered a strong asset.


	Technical Expert - Solid Waste Management

	Post graduate degree in solid waste management or a related field. 

	Minimum of 10 years of demonstrated experience in the planning, design and implementation of solid waste management systems, including treatment technologies and facility development. Proven expertise in evaluating and optimizing waste processing infrastructure, with a strong understanding of environmental standards, operational efficiency, and sustainability principles.


	Environmental and Social Specialist

	Post Graduate degree in Environmental Science, Environmental Planning and Management or a related field.
	8–10 years of experience in environmental and social assessments for infrastructure or waste projects; with expertise in applying relevant standards, engaging stakeholders and designing inclusive mitigation strategies. Experience within the Caribbean solid waste sector and the ability to prepare Environmental and Social management Plans and compliance tools are considered strong assets.


	Financial Specialist 

	Post graduate degree in Finance and/or Economics related field.

	Minimum of 10 years of demonstrated experience in financial forecasting, business modeling and return-on-investment (ROI) analysis for infrastructure or service-oriented projects. Proven ability to assess financial viability, cost recovery strategies and investment scenarios. Experience within the Caribbean solid waste management sector, including public-private partnership frameworks and service optimization will be considered a strong asset. 

	Communication Specialist 

	Post graduate degree in Communications, Journalism and/or related field.

	Demonstrated expertise in designing and implementing at least two multimedia, multi-channel public awareness and communication campaigns, with proven impact across diverse audiences. Experience in behavior change communication, stakeholder engagement, and strategic messaging is essential. Prior work within the solid waste management sector or environmental communication will be considered a strong asset.



8. PROCEDURE FOR REVIEW OF REPORTS

A committee will be established for the specific purpose of reviewing and providing comments on the deliverables submitted.  The committee shall provide comments/feedback within ten (10) working days of receiving each report.

Where necessary, the Consultants shall incorporate the feedback received and submit the revised version of the report within ten (10) working days.
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