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​Executive Summary​
​In​ ​April​ ​2026,​ ​a​​comprehensive​​evaluation​​of​​the​​coral​​restoration​​initiative​​was​​conducted​​12​
​months​ ​after​ ​corals​ ​were​ ​outplanted​ ​at​ ​Nosy​ ​Sakatia.​ ​This​ ​assessment​ ​followed​ ​the​ ​2025​
​strategic​ ​plan​ ​and​ ​included​ ​the​ ​development​ ​of​ ​a​ ​long-term​ ​financial​ ​sustainability​ ​plan.​
​Representing​​Moshun.Earth's​​final​​scheduled​​site​​visit,​​this​​assessment​​is​​a​​key​​component​​of​
​the​ ​CEPF-funded​ ​"​​Restoration​ ​Koraï​ ​in​ ​Nosy​ ​Sakatia​ ​with​​Corail​ ​Noir​​Hotel​​"​ ​project.​​A​​primary​
​focus​ ​of​ ​the​ ​financial​ ​strategy​ ​was​ ​to​ ​establish​ ​a​ ​viable​ ​framework​ ​for​ ​maintaining​ ​project​
​operations once CEPF funding concludes.​

​The core objectives for Moshun.Earth during this mission included:​

​●​ ​Executing​ ​a​ ​detailed​ ​analysis​ ​of​ ​the​ ​restoration​​sites​​established​​by​​the​​local​​team​​in​
​2025 (appendix 01).​

​●​ ​Mentoring​ ​the​ ​candidate​ ​for​ ​coral​ ​reef​ ​restoration​ ​manager​ ​to​​facilitate​​his​​transition​
​into a leadership role.​

​●​ ​Developing​ ​a​ ​financial​ ​model​ ​to​ ​value​ ​expenses,​ ​income​ ​streams​ ​in​​order​​to​​build​​the​
​project capacity to ensure financial sustainability.​

​Key insights from the coral restoration project evaluation​

​●​ ​There is a tendency to overclean coral frames​
​●​ ​Despite coral disease, corals show good survival after 8 months​
​●​ ​Edio is ready to take on a managerial position​
​●​ ​Positive business case indicates a potential self sustainable and profitable project​

​Top 4 recommendations​

​●​ ​Decrease cleaning effort, while increase maintenance efforts​
​●​ ​Test the water quality on a regular basis to monitor nutrients and bacteria​
​●​ ​On​​an​​annual​​basis,​​develop​​an​​objectives​​chart​​for​​the​​project​​and​​produce​​a​​calendar​

​that specifies the tasks required to achieve these targets​
​●​ ​Focus on implementing  eco tours in Corail Noir hotel  in  and diversify income streams​
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​Deliverables​
​In addition to this report, Moshun.Earth has provided in a separate folder:​

​●​ ​An Excel spreadsheet containing the metrics and the timeline of the restoration project​
​●​ ​A Coral Restoration Manager handbook​
​●​ ​A Gantt chart example detailing objectives and activities for 2026​
​●​ ​A Master Budget Excel spreadsheet​
​●​ ​A 1 Pager “at a glance “  Business model​

​Coral Restoration Assessment​
​The​​project​​is​​located​​on​​Nosy​​Sakatia,​​a​​small​​island​​positioned​​directly​​across​​from​​the​​Corail​
​Noir​ ​hotel.​ ​Selected​ ​for​ ​their​ ​better​ ​water​ ​circulation​ ​and​ ​accessibility​ ​from​ ​the​ ​hotel,​ ​the​
​restoration​ ​sites​ ​are​ ​situated​ ​near​ ​the​ ​establishment's​ ​private​ ​beach.​ ​Currently,​ ​these​ ​sites​
​contain​ ​15​ ​coral​ ​frames​ ​each,​ ​supporting​ ​a​ ​total​ ​of​ ​630​ ​fragments​ ​of​ ​Acropora​ ​sp​​.​ ​Every​
​fragment​ ​planted​ ​was​ ​propagated​ ​from​ ​healthy​ ​colonies​ ​located​ ​on​ ​the​​island's​​South-West​
​reef.​
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​Figure 01.  Map of Nosy Sakatia restoration sites 1 & 2, donor site and Corail Noir private beach​

​Koraï​​implemented​​a​​monitoring​​protocol​​to​​track​​the​​project's​​progress,​​evaluating​​30%​​of​​the​
​coral​​structures​​at​​key​​intervals:​​approximately​​15​​days​​(T0),​​3​​months​​(T1),​​and​​8​​months​​(T2)​
​post-planting.​ ​These​ ​assessments​ ​focus​ ​on​ ​analyzing​ ​the​ ​health,​ ​survival​​rates,​​and​​growth​
​metrics of individual coral fragments.​

​Prior​​to​​planting,​​a​​baseline​​survey​​was​​conducted​​at​​both​​the​​restoration​​and​​control​​sites​​to​
​establish​ ​a​​reference​​for​​future​​annual​​comparisons.​​This​​initial​​study​​documented​​substrate​
​composition​ ​alongside​ ​the​ ​diversity​ ​and​ ​abundance​ ​of​ ​fish​ ​and​ ​macroinvertebrates.​
​Scheduled​ ​annually​ ​to​ ​measure​ ​the​ ​project's​ ​long-term​ ​ecological​ ​impact,​ ​the​ ​subsequent​
​survey is planned for July 2026.​

​Coral frames visual evaluation​

​Overall,​ ​the​ ​sedimentation​ ​and​ ​turbidity​​are​​quite​​high​​on​​the​​frames​​and​​on​​the​​nearby​​reef.​
​This​ ​didn’t​ ​prevent​ ​corals​ ​from​ ​thriving​ ​on​ ​the​ ​reef.​ ​We​ ​found​​some​​very​​healthy​​colonies​​on​
​the​ ​nearby​ ​reef​​with​​no​​sign​​of​​stress​​that​​could​​potentially​​be​​propagated​​onto​​some​​of​​the​
​future frames.​

​Figure 02 & 03. Healthy coral colonies on the nearby reef of the restoration sites​

​After​​eight​​months​​of​​monitoring,​​coral​​health​​remains​​positive,​​with​​a​​survival​​rate​​exceeding​
​75%​ ​for​ ​the​ ​transplanted​ ​fragments.​ ​The​ ​restoration​ ​area​ ​has​ ​also​ ​become​ ​a​ ​habitat​ ​for​
​various​ ​fish​ ​species;​ ​damselfish,​ ​wrasses,​ ​and​ ​juvenile​ ​batfish​ ​were​ ​observed,​ ​either​ ​as​
​permanent residents or transient visitors, during the surveys.​
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​Figure 04 & 05. Healthy coral frames of site 1 and 2 of Nosy Sakatia​

​Observations​​indicated​​that​​many​​fragments​​were​​not​​entirely​​healthy,​​with​​several​​exhibiting​
​symptoms​​of​​coral​​diseases.​​To​​quantify​​this,​​Moshun​​and​​Koraï​​conducted​​an​​assessment​​of​
​the​ ​infection​ ​rates​ ​across​ ​the​ ​sites.​ ​The​ ​results,​ ​illustrated​ ​in​ ​the​ ​figure​​below,​​showed​​that​
​24% of fragments at Site 1 and 21% at Site 2 were affected by disease.​

​Figure 06.  Percentage of infected, live and dead coral fragments in site 1 and 2​

​While​ ​brown​ ​or​ ​white​ ​band​ ​diseases​ ​are​ ​prevalent​ ​throughout​ ​the​ ​Indian​ ​Ocean,​ ​they​ ​are​
​highly​​contagious​​among​​coral​​colonies.​​Observations​​of​​the​​infected​​structures​​reveal​​a​​rapid​
​transmission​​rate.​​This​​proliferation​​is​​primarily​​attributed​​to​​maintenance​​practices;​​the​​use​​of​
​brushes​ ​during​ ​frame​ ​cleaning​ ​allows​ ​for​ ​direct​ ​contact​ ​with​ ​fragments,​ ​inadvertently​
​distributing the pathogen across and between the various coral frames.​
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​FIgure 07 & 08: Infected fragments that can easily spread disease​

​Cleaning​ ​is​ ​primarily​ ​performed​ ​to​ ​protect​ ​coral​ ​from​ ​infection​ ​during​ ​the​ ​healing​ ​phase​
​following​​propagation.​​While​​it​​is​​crucial​​to​​ensure​​wounds​​remain​​clear​​of​​sediment,​​extensive​
​cleaning​ ​becomes​ ​unnecessary​ ​unless​ ​the​ ​site​ ​is​ ​invaded​ ​by​ ​sponges​ ​or​ ​algae​ ​that​ ​require​
​removal.​ ​Conversely,​ ​consistent​ ​maintenance​ ​is​ ​vital​ ​for​ ​addressing​ ​predators​ ​and​ ​repairing​
​damaged fragments or loose cable ties.​

​After​ ​eight​ ​months​ ​in​ ​the​ ​water,​ ​a​ ​limited​ ​number​ ​of​ ​coral​ ​fragments​ ​had​ ​successfully​
​self-attached​ ​to​ ​the​​frames.​​A​​majority​​remained​​loose,​​resulting​​in​​them​​rubbing​​against​​the​
​metal​​bars.​​This​​situation​​indicates​​an​​"overcleaning"​​issue,​​where​​the​​frequent​​use​​of​​brushes​
​hinders​ ​the​ ​corals'​ ​ability​ ​to​ ​self-attach​ ​to​ ​the​ ​frames​ ​or​ ​inadvertently​ ​dislodges​ ​them​ ​from​
​their cable ties.​

​Consequently,​ ​the​ ​project​ ​focus​ ​should​ ​shift​ ​from​ ​intensive​ ​cleaning​ ​toward​ ​regular​
​maintenance.​

​Monitoring Results​

​The​​assessment​​utilized​​data​​collected​​by​​the​​Koraï​​team​​two​​weeks​​before​​Moshun's​​site​​visit.​
​This​​monitoring​​focused​​on​​30%​​of​​the​​total​​coral​​frames,​​specifically​​evaluating​​five​​frames​​at​
​each​ ​site.​ ​The​ ​following​ ​findings​ ​summarize​ ​the​ ​project's​ ​status​ ​eight​ ​months​ ​after​
​implementation.​

​Health​

​Survival​​rates​​vary​​between​​the​​two​​locations.​​Site​​2​​demonstrated​​superior​​results​​with​​a​​92%​
​fragment​ ​survival​ ​rate​ ​after​ ​eight​ ​months,​ ​compared​ ​to​ ​76%​ ​at​ ​Site​ ​1.​ ​This​ ​discrepancy​ ​is​
​largely​ ​attributed​ ​to​ ​specific​ ​structures​ ​within​ ​Site​ ​1—specifically​ ​frames​ ​4​ ​and​ ​10—which​
​suffered​ ​the​ ​most​ ​significant​ ​impact​ ​from​ ​disease​ ​transmission.​ ​The​ ​monitoring​ ​groups​
​included​​frames​​4,​​10,​​18,​​22,​​and​​23​​at​​Site​​1,​​while​​Site​​2​​evaluation​​focused​​on​​frames​​6,​​13,​​16,​
​28, and 30.​
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​Figure 09.  Percentage of live corals per frames in site 1 and 2​

​At​ ​Site​ ​1,​ ​the​​survival​​rates​​for​​A.​​nasuta​​and​​A.​​muricata​​are​​lower​​than​​those​​observed​​for​​A.​
​secale​​.​ ​This​ ​discrepancy​ ​is​ ​likely​ ​linked​ ​to​ ​the​​presence​​of​​Drupella​​sp​​.,​ ​a​​predatory​​sea​​snail​
​that​​primarily​​targets​​arborescent​​corals,​​resulting​​in​​a​​decline​​of​​healthy​​A.​​muricata​​colonies.​
​Notably, Site 2 remained unaffected by these predators.​

​An​​analysis​​of​​species​​composition​​and​​survival​​does​​not​​indicate​​a​​clear​​correlation​​between​
​the​ ​two​ ​on​ ​the​ ​coral​ ​frames.​ ​However,​ ​A.​ ​secale​ ​appears​ ​to​ ​demonstrate​ ​better​ ​resilience​
​compared to other species across both sites.​
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​Figure 09. Number of coral fragments that are entirely healthy per species and per frame. Left​
​site 1, right site 2​​.​

​Currently,​​only​​four​​species​​have​​been​​propagated.​​In​​the​​absence​​of​​DNA​​testing,​​the​​precise​
​number​ ​and​ ​specific​ ​species​ ​of​ ​the​ ​propagated​ ​colonies​ ​remain​ ​unconfirmed.​ ​It​ ​is​ ​highly​
​recommended​ ​to​ ​maximize​ ​diversity​ ​in​ ​coral​ ​propagation​ ​efforts.​ ​Hence,​ ​there​ ​should​ ​be​ ​a​
​greater​ ​focus​ ​on​ ​incorporating​ ​other​ ​genera​ ​-​ ​such​ ​as​ ​Porites​​,​ ​Seriatopora​​,​ ​or​ ​Montipora​ ​—​
​alongside a varied range of​​Acropora​​growth forms​​to increase reproductive potential.​

​Growth​
​Coral​ ​fragments​ ​have​ ​demonstrated​ ​consistent​ ​growth​ ​despite​ ​minor​ ​health​ ​challenges.​ ​A​
​majority​ ​of​ ​these​ ​fragments​ ​have​ ​progressed​ ​into​ ​larger​ ​size​ ​classifications,​ ​evidenced​ ​by​​a​
​decrease​ ​in​ ​the​ ​“smaller​ ​than​ ​5​ ​cm​ ​category”​ ​and​ ​a​ ​corresponding​ ​increase​ ​in​ ​subsequent​
​classes.​​Although​​the​​corals​​have​​not​​yet​​reached​​full​​maturity,​​initial​​fusion​​between​​adjacent​
​fragments has already been observed at Site 2.​
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​Figure 10. Size classes per frame. Left site 01, right site 2​

​The​ ​practice​ ​of​ ​over-cleaning​ ​coral​ ​frames​ ​with​ ​brushes​ ​presents​ ​another​ ​challenge,​​as​​the​
​physical​ ​contact​ ​can​ ​slightly​ ​shift​ ​the​ ​fragments.​ ​This​ ​movement​ ​hinders​ ​their​ ​ability​ ​to​
​self-attach​ ​to​ ​the​ ​metal​ ​structures​ ​and​ ​subsequently​ ​stunts​ ​their​ ​growth.​ ​Observation​
​confirmed​ ​that​ ​only​ ​a​ ​limited​ ​number​ ​of​ ​fragments​ ​had​ ​achieved​ ​self-attachment.​ ​As​ ​an​
​example,​ ​the​ ​specimen​ ​shown​ ​in​ ​Figure​ ​11​ ​has​ ​successfully​ ​grown​ ​over​ ​its​ ​cable​ ​tie​ ​to​
​self-attach​​to​​the​​frame.​​Ideally,​​following​​an​​eight-month​​period,​​all​​coral​​fragments​​should​​be​
​firmly self-attached to the frames.​

​Figure 11. Self-attached coral fragment​
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​Analysis of Seawater Quality​

​Upon​ ​Moshun’s​ ​recommendation,​ ​a​ ​water​ ​quality​ ​assessment​ ​was​ ​conducted​ ​at​​both​​donor​
​and​ ​restoration​ ​sites​ ​in​ ​collaboration​ ​with​ ​the​ ​CNRO.​ ​The​ ​findings​ ​(appendix​ ​03)​ ​revealed​
​significant​ ​environmental​ ​stressors:​ ​restoration​ ​sites​ ​exhibited​ ​high​ ​phosphate​ ​levels,​
​reduced​​salinity,​​and​​a​​steep​​pH​​gradient,​​while​​donor​​sites​​showed​​elevated​​concentrations​​of​
​phosphate​ ​and​ ​nitrate.​ ​These​ ​metrics​ ​indicate​ ​substantial​ ​anthropogenic​ ​pollution,​ ​likely​
​originating​​from​​laundry​​detergents​​and​​agricultural​​fertilizers​​transported​​by​​rivers​​from​​Nosy​
​Be and the mainland, such as the Sambirano River.​

​Nitrates​ ​and​ ​phosphates​ ​typically​ ​stem​ ​from​ ​human-driven​ ​sources,​ ​including​ ​the​
​decomposition​ ​of​ ​organic​ ​waste​ ​(primarily​ ​animal​ ​excrement​ ​near​ ​waterways),​ ​industrial​
​discharge,​​agricultural​​runoff,​​and​​household​​detergents.​​Encouragingly,​​Total​​Dissolved​​Solids​
​(TDS)​ ​remained​ ​low​ ​or​ ​comparable​ ​to​ ​standard​ ​seawater,​ ​suggesting​ ​an​ ​absence​ ​of​ ​certain​
​chemical​​contaminants.​​However,​​continuous​​monitoring​​of​​TDS​​is​​essential,​​as​​elevated​​levels​
​can signal ecological imbalances that jeopardize marine biodiversity.​

​It​ ​is​ ​important​ ​to​ ​note​ ​that​ ​these​ ​data​ ​represent​ ​a​ ​single​ ​snapshot​ ​and​ ​do​ ​not​ ​fully​
​characterize​ ​the​​long-term​​nutrient​​cycles​​at​​these​​locations.​​Consequently,​​regular​​analysis​
​is​ ​required​ ​to​ ​correlate​ ​pollution​ ​levels​ ​with​ ​coral​ ​survival​ ​rates.​ ​If​ ​consistent​ ​degradation​ ​of​
​water​​quality​​is​​observed,​​the​​viability​​of​​the​​project​​must​​be​​re-evaluated,​​potentially​​leading​
​to its termination.​

​Stressors / Challenge​

​The​​project​​faces​​consistent​​stressors​​and​​challenges​​that​​must​​be​​addressed​​to​​enhance​​its​
​overall success and long-term viability.​

​Sedimentation​ ​remains​ ​the​ ​primary​ ​threat​ ​to​ ​the​ ​coral​ ​reefs​ ​of​ ​Nosy​ ​Be,​ ​driven​ ​by​ ​ongoing​
​deforestation​ ​and​ ​mangrove​ ​removal​ ​for​ ​charcoal​ ​production,​ ​agriculture,​ ​and​ ​construction.​
​Furthermore,​ ​wastewater—comprising​ ​sewage​​and​​land​​runoff—degrades​​seawater​​quality​​by​
​introducing excess nutrients.​

​While​​current​​restoration​​sites​​do​​not​​yet​​attract​​large​​fish,​​overfishing​​around​​Nosy​​Sakatia​​is​
​a​​growing​​concern​​due​​to​​the​​establishment​​of​​a​​new​​MPA​​that​​restricts​​access​​to​​traditional​
​fishing​ ​grounds.​ ​Prioritizing​ ​education​ ​and​ ​awareness​ ​for​ ​local​ ​fishermen​ ​is​ ​essential​ ​to​
​prevent​ ​accidental​ ​damage​ ​to​ ​coral​ ​frames.​ ​Additionally,​​the​​CCS​​from​​Dzamanzar​​should​​be​
​actively engaged to bolster protection around the restoration sites.​

​On​ ​a​ ​positive​ ​note,​ ​the​ ​absence​ ​of​ ​ocean​ ​heat​ ​waves​ ​in​ ​2026​ ​resulted​ ​in​ ​no​ ​recorded​ ​coral​
​bleaching; all surveyed corals appeared vibrant and healthy.​
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​Capacity Building for Future Management​

​To​ ​foster​ ​leadership​ ​within​ ​the​ ​restoration​ ​team,​ ​Moshun​ ​was​ ​tasked​ ​with​ ​mentoring​ ​the​
​prospective manager to enhance his confidence and operational readiness.​

​The​ ​process​ ​began​ ​with​ ​a​ ​comprehensive​ ​assessment​ ​of​ ​Edio's​ ​competencies,​ ​conducted​
​both​ ​during​ ​field​ ​dives​ ​and​ ​land-based​ ​operations.​ ​While​ ​the​ ​results​ ​confirmed​ ​that​ ​Edio​
​effectively​ ​handles​ ​field-based​ ​responsibilities—such​ ​as​ ​dive​ ​planning​ ​and​ ​equipment​
​management—the​ ​evaluation​ ​identified​ ​specific​ ​growth​ ​areas​ ​in​ ​team​ ​communication​ ​and​
​administrative planning. Detailed results of this skills survey are available in Appendix 02.​

​Mentorship​ ​throughout​ ​the​ ​mission​ ​involved​ ​Moshun’s​ ​marine​ ​biologist​ ​sharing​ ​technical​
​insights​ ​and​ ​introducing​ ​new​ ​monitoring​ ​tools​ ​for​ ​restoration​ ​and​ ​reef​ ​health.​ ​To​ ​further​
​support​​his​​professional​​development,​​both​​Edio​​and​​Dayda​​were​​provided​​with​​the​​"practical​
​coral restoration manager handbook", attached to this document.​

​While​​Edio​​demonstrates​​strong​​technical​​proficiency​​in​​the​​field,​​he​​requires​​further​​exposure​
​to​ ​on-land​ ​management​​duties.​​A​​smooth​​handover​​from​​Dayda​​is​​needed​​to​​bridge​​this​​gap.​
​Consequently,​​Dayda​​will​ ​continue​​to​​supervise​​Edio​​for​​the​​remainder​​of​​the​​year​​to​​ensure​​he​
​is fully prepared to assume the managerial position independently.​

​Additionally,​​to​​address​​the​​lack​​of​​a​​structured​​roadmap​​for​​2026,​​aGantt​​chart​​was​​developed​
​in​ ​Excel​ ​and​ ​shared​ ​with​ ​Dayda​ ​and​ ​Edio.​ ​This​ ​tool​ ​allows​ ​the​ ​team​ ​to​ ​map​ ​out​ ​immediate​
​objectives​ ​and​ ​provides​ ​a​ ​template​​for​​consistent​​annual​​planning​​in​​the​​future.​​This​​chart​​is​
​attached to this document.​

​Lastly,​​to​​develop​​underwater​​monitoring​​skills,​​it​​is​​advised​​for​​Edio​​and​​Dayda​​to​​participate​​in​
​the Reefcheck training session held on Nosy Sakatia in November 2026.​

​Restoration strategy proposition​
​The​ ​primary​ ​goal​ ​persists:​ ​attaining​ ​a​​50%​​increase​​in​​coral​​cover​​across​​the​​degraded​​sites.​
​Beyond​ ​restoration,​ ​the​ ​initiative​ ​serves​ ​as​ ​an​ ​educational​ ​platform​ ​for​ ​the​ ​tourism​​industry​
​and local community members.​

​Building​ ​on​ ​last​ ​year's​​pilot​​phase​​—​​which​​deployed​​30​​frames​​across​​the​​two​​sites​​—​​recent​
​monitoring​​performed​​by​​Moshun​​confirms​​that​​fragments​​are​​growing​​despite​​challenges​​like​
​overcleaning​ ​and​​disease.​​Consequently,​​the​​project​​is​​moving​​forward​​with​​the​​expansion​​to​
​120 frames across these locations.​

​Pending​ ​a​ ​health​ ​assessment​ ​in​ ​early​ ​2027,​ ​the​​strategy​​includes​​a​​proposal​​for​​a​​snorkeling​
​trail​ ​connecting​​the​​sites;​​otherwise,​​an​​exit​​protocol​​will​​be​​enacted.​​Detailed​​in​​the​​attached​
​"full​​coral​​restoration​​strategy​​and​​work​​plan,"​​this​​trail​​would​​require​​approximately​​400​​frames​
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​to​ ​bridge​ ​the​ ​existing​ ​gap—a​ ​goal​ ​achievable​ ​within​ ​four​ ​years.​ ​Furthermore,​ ​the​ ​trail​ ​offers​
​scalable potential to the east or west, with the capacity to double the frame count if required.​

​Figure 12. Map of the two sites linked with the future snorkeling trail​

​Moshun’s​ ​marine​ ​biologist​ ​identified​ ​two​ ​additional​ ​donor​ ​sites​ ​during​ ​her​ ​mission:​ ​a​
​secondary​ ​location​ ​in​ ​the​ ​island's​ ​southeast​ ​and​ ​one​ ​situated​ ​near​ ​the​ ​current​ ​restoration​
​area.​ ​Utilizing​ ​these​ ​sites​ ​will​ ​facilitate​ ​the​ ​selection​ ​of​ ​a​ ​more​ ​varied​ ​array​ ​of​ ​colonies​ ​and​
​species,​ ​thereby​ ​increasing​ ​coral​ ​resilience.​ ​Furthermore,​ ​harvesting​ ​fragments​ ​from​ ​widely​
​dispersed​ ​colonies​ ​is​ ​essential​ ​to​ ​enhance​ ​the​ ​potential​ ​for​ ​sexual​ ​reproduction​ ​within​ ​the​
​restored sites.​

​To​ ​more​ ​closely​ ​mirror​ ​the​ ​composition​ ​of​ ​the​ ​adjacent​ ​natural​ ​reef,​ ​trials​ ​involving​ ​the​
​propagation of soft coral (​​Alcyonaria​​) and massive​​coral species are highly recommended.​

​Within​ ​a​ ​three-year​ ​timeframe,​ ​the​ ​coral​ ​frames​ ​are​ ​anticipated​ ​to​ ​support​ ​mature​​colonies.​
​These​ ​established​ ​corals​ ​will​ ​be​ ​capable​ ​of​ ​spawning​ ​and​ ​dispersing​ ​more​ ​resilient​ ​larvae​
​across​​the​​reef​​system,​​while​​also​​acting​​as​​primary​​donor​​sources​​for​​future​​propagation​​onto​
​new frames.​
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​Exit strategy plan​
​An​ ​exit​ ​strategy​ ​must​ ​be​ ​established​ ​in​ ​the​ ​event​ ​the​ ​project​ ​ceases​ ​after​ ​four​ ​years,​ ​or​ ​if​
​continuation​ ​is​ ​precluded​ ​by​ ​financial,​ ​environmental,​ ​personnel,​ ​or​ ​other​ ​unforeseen​
​constraints.​ ​This​ ​planning​ ​is​ ​essential​ ​for​ ​mitigating​ ​potential​ ​environmental​ ​damage​ ​from​
​residual​ ​project​ ​infrastructure.​ ​The​ ​following​ ​procedures​ ​outline​ ​the​ ​steps​ ​required​ ​upon​
​project cessation or termination.​

​Restoration sites​

​Upon​ ​project​ ​conclusion,​ ​frames​ ​with​ ​dead​ ​coral​ ​fragments​ ​should​ ​be​ ​brought​ ​back​​on​​land​
​and​​recycled​​or​​disposed​​properly.​​Frames​​with​​less​​than​​50%​​of​​healthy​​fragments​​should​​be​
​relocated​ ​properly​ ​in​ ​deeper​ ​parts​ ​of​ ​the​ ​lagoon.​ ​This​ ​approach​ ​allows​ ​corals​ ​to​ ​continue​
​growing​ ​even​ ​if​ ​they​ ​do​ ​not​ ​appear​ ​to​ ​be​ ​thriving​ ​or​ ​healthy.​ ​Conversely,​ ​frames​ ​hosting​
​mature,​ ​healthy​ ​corals​ ​should​ ​remain​ ​on-site,​ ​ideally​ ​relocated​ ​in​ ​clusters​​in​​proximity​​to​​the​
​natural reef to ensure they integrate seamlessly into the surrounding environment.​

​A​ ​final​ ​monitoring​ ​event​ ​and​ ​annual​ ​survey​ ​of​ ​the​ ​restoration​ ​sites​ ​is​ ​scheduled​ ​for​ ​the​
​project's​ ​conclusion,​ ​prior​ ​to​ ​any​ ​frame​ ​removal​ ​or​ ​relocation,​ ​with​ ​a​ ​final​ ​assessment​
​conducted​​five​​years​​later​​to​​evaluate​​long-term​​impact.​​Any​​deployed​​temperature​​loggers​​or​
​technical​ ​equipment​ ​must​ ​be​ ​retrieved,​ ​data​ ​uploaded​ ​and​ ​securely​ ​archived,​ ​or​ ​offered​ ​for​
​sale/donation to academic institutions.​

​Costs estimate​

​The​​final​​steps​​of​​the​​exit​​strategy​​incur​​associated​​costs​​which​​must​​be​​incorporated​​into​​the​
​projected​​financial​​planning.​​Coral​​frames​​relocation​​necessitates​​resources​​including​​a​​boat,​
​fuel,​ ​personnel,​ ​and​ ​an​ ​appropriate​​disposal​​location.​​Removal​​of​​tags​​and​​any​​other​​residual​
​material​​from​​the​​restoration​​sites​​should​​be​​conducted​​concurrently​​with​​the​​final​​monitoring​
​activities. The attached finance folder details the cost of this exit plan.​

​Recommendations for Coral Restoration​

​Maintenance and Operational Adjustments​

​The​​assessment​​of​​the​​restoration​​project​​reveals​​that​​current​​overcleaning​​of​​coral​​frames​​is​
​obstructing​ ​both​ ​fragment​ ​growth​ ​and​ ​overall​ ​health.​ ​It​ ​is​ ​recommended​ ​to​ ​reduce​​cleaning​
​intensity while ensuring the structures receive consistent, regular maintenance.​

​The​​original​​objective​​to​​install​ ​120​​frames​​across​​two​​locations​​in​​Nosy​​Sakatia​​remains​​viable,​
​as​ ​no​ ​significant​ ​obstacles​ ​to​ ​project​ ​continuation​ ​were​ ​identified.​ ​Provided​ ​the​ ​newly​
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​established​ ​frames​ ​show​ ​positive​ ​health​ ​indicators​ ​by​ ​early​ ​2027,​ ​the​ ​snorkeling​ ​trail​ ​can​​be​
​expanded​ ​between​ ​the​ ​two​ ​sites.​ ​The​ ​current​ ​strategy​ ​involves​ ​adding​ ​100​ ​frames​ ​annually​
​over a four-year period, though this schedule can be adjusted based on specific requirements.​

​Finally,​ ​once​ ​diseased​ ​fragments​ ​have​ ​been​ ​removed,​ ​positioning​ ​the​ ​coral​ ​frames​ ​in​ ​closer​
​proximity​ ​is​ ​recommended.​ ​As​ ​corals​ ​generally​ ​exhibit​ ​better​ ​growth​ ​rates​ ​when​ ​clustered​
​together,​ ​this​ ​arrangement​ ​can​ ​optimize​ ​restoration​ ​outcomes.​ ​Figure​ ​13​ ​provides​ ​a​ ​visual​
​representation of a segment within a proposed snorkeling trail.​

​Figure 13: Coral frames layout for a  snorkeling trail. Reefscapers, Maldives​

​Environmental Protection and Mitigation​

​Soil​ ​erosion​ ​on​ ​Nosy​ ​Be​ ​and​ ​the​ ​mainland​ ​continues​ ​to​ ​cause​ ​siltation​ ​and​ ​sedimentation,​
​which​​represent​​the​​primary​​stressors​​for​​the​​project.​​It​​is​​strongly​​advised​​that​​Koraï​​and​​Coral​
​Noir​ ​partner​ ​with​ ​established​ ​governmental​ ​bodies​ ​or​ ​NGOs​ ​specializing​ ​in​ ​reforestation​ ​to​
​address deforestation on Nosy Be.​

​Furthermore,​​as​​mangroves​​provide​​critical​​filtration​​and​​serve​​as​​natural​​barriers​​for​​sediment,​
​the​ ​project​ ​should​ ​collaborate​ ​with​ ​mangrove​ ​conservation​ ​organizations.​ ​Expanding​ ​these​
​areas​ ​will​ ​improve​ ​water​ ​quality​ ​filtration,​ ​even​ ​though​ ​local​ ​mangrove​ ​loss​ ​is​ ​not​ ​currently​
​extensive.​

​Monitoring and Threat Assessment​

​The​ ​Southwest​ ​plateau​ ​of​ ​Nosy​ ​Sakatia​ ​has​ ​recently​ ​seen​ ​sightings​ ​of​ ​Crown-of-thorns​
​starfish​ ​(COTs)​ ​by​ ​divers.​ ​Given​ ​that​ ​a​ ​single​ ​COT​ ​can​ ​consume​ ​up​ ​to​ ​1m​​2​ ​of​ ​coral​ ​daily,​
​establishing​ ​immediate​ ​surveillance​ ​is​ ​critical​ ​to​ ​prevent​ ​the​ ​destruction​ ​of​ ​the​ ​coral​ ​reefs​
​around​ ​Nosy​ ​Be.​ ​Should​ ​there​ ​be​ ​a​ ​COTs​ ​outbreak,​ ​the​ ​method​ ​is​ ​to​ ​manually​ ​cull​ ​COTs​ ​by​
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​injecting​​starfish​​with​​a​​single​​shot​​of​​either​​ox-bile​​salts​​or​​household​​vinegar.​​Injecting​​COTs​
​with these solutions quickly kills them without negative effects to the reef ecosystem.​

​Additionally,​ ​it​ ​is​ ​important​ ​to​ ​monitor​ ​the​ ​El​ ​Niño​ ​Southern​ ​Oscillation​ ​(ENSO)​ ​status,​ ​as​ ​a​
​potential​ ​ocean​ ​heatwave​ ​next​ ​year​​could​​spark​​a​​widespread​​coral​​bleaching​​event.​​Regular​
​checks​ ​of​ ​the​ ​NOAA​ ​Coral​ ​watch​ ​website​ ​are​ ​recommended​ ​to​ ​ensure​ ​timely​ ​interventions,​
​such as relocating frames to deeper areas or providing protective covering.​

​Finances​
​This​ ​section​ ​outlines​ ​the​ ​financial​ ​strategy​ ​for​ ​ensuring​ ​the​ ​project's​​sustainability​​after​​the​
​conclusion​​of​​CEPF​​funding.​​It​​introduces​​the​​key​​financial​​steering​​tools,​​including​​the​​Master​
​Budget​​and​​business​​case​​insights.​​The​​strategy​​focuses​​on​​the​​short​​term​​implementation​​of​
​income​​streams​​powered​​by​​Corail​​Noir​​capability​​and​​potential​​(eco​​tourism,​​eco​​participation,​
​pos​ ​for​ ​merchandising,​ ​coral​ ​adoption​ ​by​ ​guests…)​ ​while​ ​suggesting​ ​to​ ​work​ ​on​ ​developing​
​strong​ ​complementary​ ​revenue​ ​leads​ ​such​ ​as​ ​sponsorship,​ ​grants​ ​and​ ​blue​ ​finance​
​mechanism.​

​Master Budget​

​The​ ​Master​ ​Budget​ ​represents​ ​the​​key​​financial​​steering​​tool​​consolidating​​:​ ​operational​​and​
​capital​​expenses​​matching​​the​​scenario​​developed​​by​​the​​marine​​biologist​​conducting​​the​​on​
​site​ ​assessment,​ ​income​ ​and​​profitability​​forecasts​​as​​well​ ​as​​summarized​​charts​​providing​​a​
​layer of data analysis.​

​●​ ​Operational Budget “Status Quo” scenario : Capex + Opex 2027​
​●​ ​Operational Budget “Expansion” scenario : Capex + Opex 2027​
​●​ ​Income Forecast 2027-2030​
​●​ ​Summary​
​●​ ​Exit Plan costing​

​Business model - one pager “at a glance”​

​The​ ​"at​ ​a​ ​glance"​ ​slide​ ​provides​ ​a​ ​weighted​ ​percentage​ ​distribution​​of​​income​​streams.​​This​
​overview​​facilitates​​a​​snapshot​​of​​the​​primary​​and​​most​​profitable​​revenue​​drivers​​currently​​in​
​operation,​ ​while​ ​simultaneously​ ​identifying​ ​existing​ ​gaps​ ​that​ ​represent​ ​potential​
​opportunities for growth within the revenue stream.​
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​Business case analysis outputs​

​Positive Business Case Projection​

​The​ ​Earnings​ ​Before​ ​Interest​ ​and​ ​Taxes​ ​(EBIT)​ ​for​ ​Year​ ​1​ ​(2027)​ ​is​ ​projected​ ​to​ ​be​ ​positive,​
​despite a conservative sales forecast derived from existing financial data:​

​➔​ ​The​​2027​​sales​​forecast​​utilizes​​current​​2026​​occupancy​​rates​​from​​Corail​​Noir​
​as a baseline.​

​➔​ ​Estimates​ ​for​ ​eco-tourism​ ​boat​ ​occupancy​ ​are​​based​​on​​the​​minimum​​current​
​occupancy of existing tours.​

​➔​ ​Merchandising​ ​profit​ ​projections​ ​are​​informed​​by​​the​​2025​​performance​​of​​the​
​Aqua dive shop.​

​➔​ ​The​ ​hotel​ ​eco-participation​ ​contribution​ ​has​ ​been​ ​formally​ ​validated​ ​by​ ​the​
​Corail Noir Finance Department.​

​➔​ ​The coral adoption rate is established at 1.5% of total hotel guests.​

​Q3 and Q4 2026: Establishing an Income “Launching Pad”​

​The​ ​period​ ​spanning​ ​Q3​ ​and​ ​Q4​ ​2026​ ​presents​​an​​opportunity​​to​​secure​​the​​upcoming​​year.​
​This​​time​​frame​​allows​​for​​maximizing​​Capital​​Expenditure​​(Capex)​​collection​​and​​establishing​
​a​ ​robust​ ​reserve​ ​that​ ​comfortably​ ​covers​ ​at​ ​least​ ​three​ ​months​ ​of​ ​Operating​ ​Expenditure​
​(Opex).​

​Finalizing​​this​​proactive​​accumulation​​of​​funds​​before​​the​​end​​of​​December​​2026,​​when​​CEPF​
​funding concludes, could ensure a seamless transition without any operational gaps.​

​Key​​actions​​for​​this​​period​​focus​​on​​finalizing​​the​​collection​​of​​high-potential​​donations,​​such​
​as​ ​the​ ​Michel​ ​Henry​ ​wedding​ ​contributions,​ ​and​ ​initiating​ ​pilot​ ​snorkeling​ ​eco-tourism​
​activities.​ ​These​ ​initiatives​ ​will​ ​generate​ ​immediate​ ​revenue​​while​​providing​​valuable​​insights​
​to refine the guest experience for a highly successful 2027 season.​

​Eco-Participation: A Bedrock of Predictable Income​

​The​ ​implementation​ ​of​ ​an​ ​eco-participation​ ​fee​ ​at​ ​Corail​ ​Noir​ ​provides​ ​a​ ​vital​ ​foundation​ ​of​
​financial​ ​stability​ ​for​ ​the​ ​Nosy​​Sakatia​​restoration​​project.​​Unlike​​activity-based​​revenue,​​this​
​stream​ ​is​ ​directly​ ​linked​ ​to​ ​the​ ​hotel's​ ​established​ ​booking​ ​volumes​ ​and​ ​remains​ ​resilient​
​against​ ​seasonal​ ​fluctuations.​ ​Validated​ ​by​ ​the​ ​Corail​ ​Noir​ ​Finance​ ​Department​ ​at​ ​an​
​estimated​ ​€1​ ​per​ ​guest,​ ​this​ ​predictable​ ​flow​ ​of​ ​funds​ ​balances​​the​​inherent​​risks​​of​​on-site​
​sales and ensures consistent support for long-term maintenance and monitoring.​
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​Eco-Tourism Products: Growth Potential​

​The​​introduction​​of​​specialized​​eco-tourism​​products​​(including​​biodiversity​​snorkeling​​tours,​
​coral​ ​restoration​ ​scuba​ ​dives,​ ​and​ ​coral​ ​planting​ ​sessions)​ ​represents​ ​an​ ​expansion​ ​of​ ​the​
​Corail​ ​Noir​ ​service​ ​offering.​ ​While​ ​these​ ​products​ ​require​ ​a​ ​concerted​ ​"sales​ ​push"​ ​to​ ​gain​
​initial​​traction,​​the​​Master​​Budget​​forecasts​​substantial​​growth​​potential.​​Projections​​factor​​in​
​a​​5%​​increase​​in​​sales​​volume​​from​​Year​​1​​to​​Year​​2,​​followed​​by​​10%​​annual​​increases​​in​​Years​​3​
​and​​4.​​To​​achieve​​these​​targets,​​the​​staff​​could​​be​​incentivized​​through​​commissions​​on​​coral​
​adoptions​ ​and​ ​provided​ ​with​ ​advanced​ ​sales​ ​tools​ ​to​ ​engage​ ​guests​ ​effectively​ ​during​ ​the​
​booking process.​

​Fig14.  Eco tours sales growth translated in tanks volume and boat capacity​

​Figure 15. Extract from Master Budget - Summary tab​
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​Y1 2027​ ​Y2 2028​
​+5% sales​

​Y3 2029​
​+10% sales​

​Y4 2030​
​+10% sales​

​Max boat​
​capacity​

​Biodiversity tour​
​(snorkeling)​

​200 bookings​
​4 pax per boat​

​210 bookings​
​4,2 pax per boat​

​231 bookings​
​4,6 pax per boat​

​254 bookings​
​5 pax per boat​ ​15 pax​

​Coral restoration​
​tour  (scuba)​

​120 tanks​ ​126 tanks​ ​139 tanks​ ​149 tanks​ ​10 tanks​

​Coral planting​
​(snorkeling)​

​40 bookings​
​2 pax per boat​

​42 bookings​
​2,1 pax per boat​

​46 bookings​
​2,3 pax per boat​

​50 bookings​
​2,5 pax per boat​ ​15 pax​
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​Recommendations​

​The​​following​​recommendations​​are​​derived​​from​​the​​financial​​analysis​​detailed​​in​​the​​Master​
​Budget.These​ ​tangible​ ​action​ ​items​ ​are​ ​designed​ ​to​ ​ensure​ ​the​ ​immediate​ ​securing​ ​of​ ​the​
​capital​ ​expenses​ ​and​ ​build​ ​the​ ​necessary​ ​capacity​​for​​the​​long-term​​financial​​independence​
​and growth of the coral restoration initiative.​

​Actionables​ ​To go deeper​

​Pay off Capex & Secure 3​
​months of Opex before​
​end of Dec 2026​

​Collect the “hanging fruit” of​
​Michel Henry wedding​
​donations with the support​
​of  Koraï Africa leadership​
​team​

​Action plan already​
​established.​
​Action requested by Jeimila​
​Wedding date August 2026​

​Strat​ ​snorkeling​​eco-tourism​
​activities​ ​during​ ​the​ ​2026​
​season​ ​(​ ​pilot​ ​season)​ ​while​
​training the staff for 2027.​

​*excluding​ ​SSI​ ​specialities​ ​in​
​2026​

​Knowledge exchange/”free​
​training” :​
​Train a Corail Noir guide with​
​“coral restoration mvp​
​knowledge” to conduct tours​
​and lead coral talks.​
​Train Korai resto manager to​
​guide.​

​Push eco tourism & coral​
​adoption sales​

​Building capacity : sales​
​crash course to coral​
​restoration manager & guide​

​Push Eco tours at Amanta​
​level during the  booking​
​process​

​Provide amanta sales force​
​with sales tools ( brochure,​
​visio briefing) to empower​
​them to sell eco tourism​
​activities during the booking​
​process before the clients​
​arrive on site.​

​Use the coral talks as a​
​teaser​

​Coral talks are not only​
​awareness , it is pre sale to​
​confirm eco tours.​
​Finish presentations with an​
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​invitation to book trips.​

​Commission on coral​
​adoptions​

​Incentivise the staff by​
​paying a commission on coral​
​adoption​

​Monitor eco tourism​
​sales​

​Keep a close eye on sales​
​stats  to re adjust offer​
​according to performance​

​Implement sales records for​
​eco tours , coral adoptions​
​and merch.​

​Diversify income streams​ ​Sponsorship​ ​Corail noir suppliers  as a​
​starting point:​
​- Mares​
​- DAN​
​- Engine brand​
​- SSI Blue Ocean​
​- NRC ( compressor)​
​- Madagreen Power (solar)​
​- Gaia ( water / solar)​
​- Domaine de Florette​
​- MCB Bank​
​- Leaderprice​
​- Cernol (pool products)​
​- Unbottled​

​OVAI - Ocean Value​
​Assessment for Investability​

​Onboarding with Moshun for​
​OVAI assessment and​
​valuation in order to get a​
​comprehensive audit report​
​to use for fundraising as well​
​as tangible ROI data to​
​attract  investors.​

​Grants​
​application/Foundation​

​- Picoty foundation​
​- Lea nature foundation​

​Impact investment fund​ ​- Miarakap ( Manon lead)​
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​Appendix​

​Appendix​ ​01:​ ​Coral​ ​restoration​ ​strategy​ ​designed​ ​in​ ​2025​ ​for​ ​the​
​two restoration sites​
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​Appendix 02: Edio’s skills evaluation​
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​Appendix 03: water analysis results​
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​Ressources​

​Case Eco Tourism​

​https://www.anantara.com/en/kihavah-maldives/the-reef​

​https://marinesavers.com/​

​https://reefscapers.com/​

​https://www.velaaprivateisland.com/activities.html​

​https://www.sixsenses.com/en/hotels-resorts/asia-the-pacific/maldives/laamu/sustainability/​

​https://press.iberostar.com/en/trends/reef-restoration-finding-solutions-for-coral-in-the-cari​
​bbean​

​https://wiseoceans.com/marine-conservation/reef-restoration/​

​Studies​

​The​ ​Economic​ ​impact​ ​of​ ​coral​ ​reef​ ​loss​ ​:​ ​comprehensive​​analysis,​​Samuel​​Teicher,​​Coral​​Vita,​
​March 2025​

​COTs management​

​https://www2.gbrmpa.gov.au/our-work/programs-and-projects/crown-thorns-starfish-manag​
​ement/crown-thorns-starfish-control-program-dashboard​

​https://icriforum.org/wp-content/uploads/2024/08/01-COTS_RBM-case-study_FINAL.pdf​

​Softwares used​

​R Studio and Google Earth​
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​About Moshun.Earth​

​Moshun exists to heal the relationship​
​human beings share with the ocean by​
​reframing the way leaders integrate its​
​conservation into their decision-making,​
​and redirecting funding to restore marine​
​ecosystems at scale.​

​For more information visit​
​www.moshun.earth​​or contact us​
​at​​info@moshun.earth​
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