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Introduction 
This final report provides a detailed account of the deliverables completed under the Marine 

Protected Areas Stakeholder Engagement Project for the Bahamas National Trust (BNT). The 

project was focused on building a clearer understanding of how to engage key stakeholder 

groups in fisher communities surrounding existing and proposed Marine Protected Areas 

(MPAs) across The Bahamas. The project emphasized community-driven engagement, 

transparency, and adaptability, aiming to build the foundation for more inclusive and sustainable 

engagement efforts spanning five island communities. 

Project Goal 
To develop and implement a comprehensive stakeholder engagement strategy to enhance the 

management effectiveness of Marine Protected Areas (MPAs) in Abaco, Eleuthera, Exuma, 

Exuma Cays, and Long Island. 
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Project Deliverables 
 

Deliverable Status  Date  

Project Work Plan Complete June 10th 2024 

Stakeholder Framework 
(Island Specific Stakeholder 
Engagement Plans [5] & 
Long Term Stakeholder 
Engagement Pathway) 

Complete June 16th 2025 

Stakeholder Analysis Report Complete  July 8th 2025 

Quarterly Reports on Project Complete Interim Report: April 2025, 
Final: September 2025 

 

Project Objectives 

Create a Comprehensive Work Plan to Ensure Alignment with 
Stakeholders and Efficient Resource Allocation 
 
At the outset of the project, ORG developed a comprehensive work plan that served as the 

operational backbone for the initiative. This plan detailed project timelines, deliverables, roles 

and responsibilities, and proposed communication workflows. It was created in collaboration 

with BNT and The Bahamas Program of the University of Exeter (TBI) to ensure alignment 

across all partners. 

 

The work plan provided a clear structure to guide community consultations, island visits, internal 

reporting, and deliverable development. It also incorporated built-in flexibility to accommodate 

the varying logistical and cultural realities of each Family Island. By establishing this foundation 

early, the team was able to deploy resources efficiently and manage expectations around 

implementation timelines and engagement outputs. 

 
Prepare the Project Team and Ensure Necessary Resources and Systems 
for Effective Execution 
 
ORG prepared for field execution by assembling a core implementation team that included ORG 

staff: Deputy Executive Director Steffon Evans and Outreach Manager Ariannah Wells, and BNT 
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staff that were assigned to the project: Garth Jackson and Tatyana Archer. Orientation sessions 

and internal planning meetings were held to familiarize the team with ORG’s outreach 

methodology. 

 

The team was equipped with custom-designed stakeholder engagement tools, survey 

instruments, focus group guides, and documentation templates.  

 
Gather Comprehensive Data and Insights from Stakeholders to Inform 
Engagement Plans 
 
Across Abaco, Eleuthera, Exuma, the Exuma Cays, and Long Island, ORG conducted a 

wide-reaching stakeholder engagement process that included: 

 

1.​ 6 in-person focus group sessions and stakeholder interviews 

2.​ 22 complete surveys assessing perceptions of BNT, conservation, and MPAs with 130 

people contacted 

3.​ Field notes and observations from informal conversations and community site visits 

 

Participants included fishers, local government officials, and community leaders, and teachers. 

The engagement process revealed both enthusiasm and skepticism around MPAs and 

highlighted gaps in understanding about BNT's role and how conservation policies are 

developed and enforced. 

 

The data collected shaped a deeper understanding of stakeholder attitudes, communication 

preferences, perceived barriers to involvement, and levels of trust in institutions. These findings 

formed the foundation for each island-specific engagement plan. 

 
Create Customized Stakeholder Engagement Plans for Each Island 
 
ORG developed a stakeholder engagement framework that provides a clear, replicable structure 

for fostering inclusive and community-informed participation in MPA management across the 

five focus islands. The framework offers a cohesive approach that adapts to the distinct cultural, 

governance, and communication dynamics of each location. 
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This framework was presented to BNT through collaborative debrief sessions and is now 

positioned as a guiding resource to support BNT’s ongoing stakeholder engagement efforts and 

long-term conservation goals in each island. 

 
Ensure Broad, Inclusive, and Effective Participation Through Promotion 
and Outreach 
 
Recognizing that meaningful participation requires intentional and localized outreach, ORG 

collaborated closely with BNT to implement a promotional strategy tailored to the unique context 

of each island. The original goal was to conduct on-the-ground outreach in each community 

shortly before the focus group sessions, ensuring that residents were both aware of and 

encouraged to participate in the engagement activities. However, this approach was only fully 

implemented in the Exuma Cays, where the team successfully distributed flyers and posted 

them at the local government office and the dock, central gathering points for fishers and 

residents. 

 

In Long Island, limited flyer distribution was also carried out, targeting docks. For the remaining 

islands: Abaco, Eleuthera, and Great Exuma, time and logistical constraints required a pivot to 

direct outreach methods. In these cases, outreach was primarily conducted via phone calls, 

leveraging existing community contacts and stakeholder lists to extend personal invitations to 

targeted individuals and groups. This mixed approach helped maintain engagement across all 

locations despite varying local conditions and timelines. 

 
Establish a Regular Project Reporting Protocol 
 
ORG adhered to the agreed-upon reporting schedule throughout the project. A detailed interim 

report was submitted in April 2025, capturing activities completed to date, deliverables 

submitted, and emerging insights. This final report concludes the reporting cycle by 

documenting project outcomes in full. 

 

Internally, the implementing team maintained weekly check-ins, utilization of the workplan to 

ensure cohesiveness throughout execution.  

 
Collaborate with BNT on the Launch of Stakeholder Engagement 
Activities 
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BNT was closely involved in the planning and rollout of project activities. ORG held weekly 

check-ins with BNT team members to align on strategy and provide updates on field progress.  

 

In many instances, BNT staff supported outreach efforts, participated in community visits, and 

offered some insight into existing relationships and local history. 

 

This collaboration ensured the project was not only aligned with BNT’s mission but also 

reflected the reality of its on-the-ground capacity and long-term goals. 

 
Revise the Stakeholder Engagement Strategy to Provide a Long-Term 
Roadmap 
 
Based on community feedback, partner insights, and lessons learned during the project, ORG 

the Stakeholder Engagement Framework reflects the most effective and relevant practices. It 

can serve as a cornerstone for future conservation engagement work. 

 

Challenges and Lessons Learned 
Several unexpected hurdles emerged during the project, many of which were addressed 

through flexible problem-solving and local collaboration. Updated contact lists were often difficult 

to obtain, and outreach sometimes had to be rebuilt from the ground up. There were also 

changes in project focus mid-stream, with increased emphasis placed on engaging commercial 

fishers. This required deeper coordination with the Department of Marine Resources, fisheries 

officers in the island communities, and local fishing leaders. 

 

Delays in finalizing flyers and receiving directives about which settlements to visit also created 

challenges in scheduling and logistics. Still, the project team was able to adapt quickly and 

maintain momentum. 

 

One of the most valuable lessons was the importance of using familiar channels and trusted 

voices. WhatsApp, for example, proved to be a simple but effective tool for getting the word out. 

Partnering with local leaders also helped bridge gaps in trust and participation. 
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Conclusion and Next Steps 
The BNT TBI Marine Protected Areas Stakeholder Engagement Project successfully achieved 

all core deliverables and objectives as outlined in the workplan. Fieldwork was completed in five 

key island communities. Community-specific strategies were developed based on direct input 

from local stakeholders. A practical Stakeholder Framework was delivered to support future 

work, and BNT now has a stronger foundation for expanding trust and participation in MPA 

management. 

 

Looking ahead, the next phase of the project will benefit from consistent relationship-building, 

continued clarity in messaging around MPAs, and active demonstration of responsiveness to 

community input. ORG remains available to support further phases of engagement, should 

additional collaboration be desired. 
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