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DCNA, its stakeholders and our public affairs strategy 
 
 
 
Introduction 
During the first ten years of DCNA a lot has been achieved. Let me just name a few 
milestones:  

• a professional Trust Fund is now in place and will start to pay out its revenues to the 
park organisations as of this year;  

• DCNA has become - and remains – a trusted partner of the Dutch Postcode Lottery 
(NPL); and 

• DCNA has played an important role in upgrading the quality of the administration of 
many of the park organisations;  

 
Indeed within the Dutch Caribbean DCNA is by far the most successful organisation in its 
kind. Other ngo’s (such as monument foundations and library organisations on the islands 
and in Suriname) see us as an example. 
 
Based on the successful first ten years the DCNA Board decided to start a transformation 
process to move DCNA into a new phase. There are a number of good reasons to do this: 

• funding for DCNA and the Trust Fund is diminishing and it seems more and more 
difficult to find new funders; 

• the park organisations indicate that they want support from DCNA on a higher level 
and more tailor made (less in the field of nature conservation and more in fields such 
as marketing, HRM, legal advice etc.); 

• throughout the Dutch Caribbean nature issues nowadays more and more require 
political decisions and legal actions (Oostpunt in Curacao, the size of the marine park 
in Statia, effective enforcement in all the parks, the coral reef protection on all islands, 
the protection from development of Bubali in Aruba etc). The position of the park 
organisations and DCNA in these political spheres (both on the islands as in The 
Hague) has remained somewhat underdeveloped. 

 
This paper wants to focus on this last topic: the role of DCNA in helping park organisations to 
influence public opinion and decision makers on the islands and the role of DCNA of 
influencing public opinion and decision makers on behalf of (and in collaboration with) the 
park organisations in The Hague.  
I decided not to use the term ‘lobbying’ anymore because that word has gotten a negative 
connotation and more importantly: we are not lobbyists, but nature lovers that want to 
convince others of the importance of what we believe in.  
 
Another reason not to use the term lobbying is that its definition is rather limited. Lobbying is 
generally defined as “seeking to influence an elected official on a matter of public policy.” 
Lobbyists work directly with elected officials and their staffs to conceptualize, craft and 
promote (or block) the legislation, regulation, or other government decisions, actions, or 
policies. Lobbyists can be professionals who work for a range of clients or they can be in-
house employees of a trade association, ngo, labour union, large corporation or other 
interest group. Lobbyists may also be volunteers who simply feel strongly enough about a 
particular issue to spend time advocating for it. 
 
Public affairs and stakeholder analysis in general  
Public affairs is much broader than the traditional lobbying in parliament or with 
ministers/commissioners and their civil servants. Public affairs is the term that describes the 
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interconnected disciplines of public relations1 and lobbying. It combines all the tools of PR – 
media relations, advertising, digital communications, coalition building and grassroots 
organisation – to achieve a specific public policy objective. Such an objective could be the 
passage or blockage of legislation or any other type of government decision (or lack of 
decision…) etc. 
 
Public affairs professionals can work as traditional lobbyists to build support in the political 
sphere but they also work with other stakeholders, in the media, online and on “Main Street”, 
creating understanding and public support. 
 
Thinking of public affairs of any private or public organisation the term ‘stakeholder’ 
immediately comes to mind. A ‘stakeholder’ can be defined as any individual, group, or 
institution who has a vested interest in a certain project, or a certain activity or in a public or 
private sector organisation as a whole.  
Stakeholders are all those who need to be considered in achieving policy or project goals 
and whose participation and support are crucial to your success.   
 
Stakeholder analysis identifies all primary and secondary stakeholders who have a vested 
interest in the issues with which the project or policy is concerned. For DCNA the core issue 
of course would be helping those working on nature conservation in the Dutch Caribbean. 
 
The goal of stakeholder analysis is to develop a strategic view of the human and institutional 
landscape, and the relationships between the different stakeholders and the issues they care 
about most.  
 
There are three essential steps in any stakeholder analysis: 1) Identifying all relevant 
stakeholders and their interests (positive or negative); 2) Assessing the influence and 
importance of each stakeholder; and 3) Identifying how best to engage each of the 
stakeholders. 
 
The increasing scope and ambition of DCNA require a commitment to dialogue and 
collaboration with a diverse range of stakeholders. Dialogue that is open and transparent is 
critical to long-term success. WWF-experts have had a lot of experience with stakeholder 
analysis, stakeholder management and stakeholder collaboration, especially in designing 
and implementing programmes and projects. The lessons they  learned are: 
 

• Goals must be precisely formulated and clarified before engaging stakeholders. 
Goals help identify and target those interests that are absolutely vital, that on a lower 
lever need to be represented and those that can be left out.  

• It is fundamental that enough time be taken to explore stakeholder views, values and 
perspectives so that an understanding of their specific interests and the human and 
institutional landscape can be established.  

• All key stakeholders must be involved in the design and implementation of any 
activities, policies and projects if successful and lasting results are to be achieved. 

• Deciding who is “inside” or “outside” will always be relevant to project outcomes and 
to their sustainability.  

• It is important that stakeholder participation not be exclusive, or controlled or 
dominated by any one group.  

																																																													
1	Public	relations	is	a	very	broad	term	describing	a	profession	that	focuses	on	using	communication	to	achieve	a	
wide	variety	of	goals.	PR	practitioners	use	a	variety	of	tactics	and	tools	to	achieve	their	objectives	including	
earned	and	paid	media,	social	media	and	other	forms	of	digital	communications,	staging	events,	coalition	
building	and	the	like.	
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• Stakeholder collaboration is a process that requires the opportunity and space for all 
involved to listen to and learn from one another. It is important to create spaces for 
stakeholders to come together to develop and share their visions and agendas.  

 
 
Stakeholder classification and management 
After having found hundreds of different stakeholders or more it is of course necessary to 
prioritize them. If you look at the interest (in DCNA) and the influence/importance of each 
individual stakeholder they can be divided into four distinct categories. The picture 
underneath shows these four groups and also tells us how to treat each one of them. The 
key stakeholders of course should receive most of our attention and by trying to increase the 
interest of those inside the yellow and green categories to move them further to the right. 
 
 

 

 

Besides noting the influence/importance and interest of the stakeholder it is also important to 
think about the interests of the stakeholder: what is in it for him or her? And what exactly do 
we want (and not want) from him of her? If you want to increase a person’s interest for what 
we are ‘selling’ we must know what makes that person tick. 

 

DCNA and its stakeholders 
The stakeholder analysis for DCNA should provide at first answers to the following questions: 
 

• Who are the most important stakeholders? 
• What is the stakeholders' knowledge of DCNA? 
• What are the stakeholders' positions on DCNA? 
• What do the stakeholders see as possible advantages or disadvantages of DCNA? 
• What exactly do we ask of them? 
• What is in it for them? What interests do they have? 

 
The DCNA stakeholders can be found in the Netherlands, on the Dutch Caribbean islands 
and outside the Kingdom as a whole (from Marigot and the Caribbean till Brussels and the 
USA).  
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First we should not forget our internal stakeholders: our Board and staff and others we 
consider as being part of the DCNA family: 

• DCNA staff members 
• DCNA board members 
• DCNA patrons 

o Princess Beatrix / Jaap Leeuwenburg 
o Jaime Saleh 

• Park organisations board members (in particular the chairpersons) 
• Park organisations staff members 

 
The abovementioned internal stakeholders are of key importance to the success of our 
organisation. But there are some more relevant stakeholders coming from different segments 
of society. They all can be placed in the box on page 3 to define how important each of them 
is. 
 

• Present and future donors/funders 
o Nationale Postcode Loterij (NPL) 
o Ministry of Economic Affairs of the Netherlands (EZ; at the moment only for 

projects and activities in the BES islands) 
o Vogelbescherming NL 
o European Commission 
o WWF / WNF 
o Waitt Institute 
o … 

 
• Governmental actors 

o Governors, Prime Ministers and Ministers for the Environment from Aruba, 
Curacao and Sint Maarten 

o Ministers of BZK and EZ of the Netherlands 
o Rijksvertegenwoordiger  
o Lieutenant-governors and commissioners for the environment of Bonaire, 

Saba and Statia 
o Members of Parliament and Island Councils (in NL the spokespersons on 

kingdom relations and nature conversation; in Aruba, Curacao and Sint 
Maarten the Presidents of Parliament and on the BES anyone with a keen 
interest in nature conservation) 

o All senior civil servants working for the abovementioned persons 
o All those active in compliance and enforcement 

! Police, Customs, Coastguard 
! Royal Netherlands Navy 
! Public Prosecutors Office 

 
• Private sector partners 

o Fishermen 
o Dive operators 
o Hotels (those that host tourists coming to the islands for nature) 
o Zoo’s in NL 
o Seaquarium in Curacao (?) 
o Law firms that want to have a pro-environment image (e.g. Van Eps, 

Kunneman & Van Doorne) 
 

• NGO’s in the field of nature conservation 
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o This list can become very long, so we must focus on the most influential ones 
locally or otherwise… 

o Natuurmonumenten 
o Staatsbosbeheer 
o Turtugaruba Foundation 
o … 

 
• NGO’s working in related fields with much influence 

o UNICEF 
o Oranjefonds 
o University’s (like Wageningen) 
o Schoolboards 

 
• Media 

o Trouw 
! Joop Bouma 

o Volkskrant 
! Remco Meijer 

o National Geographic 
o Antilliaans Dagblad 

! René Zwart 
o Amigoe 

! Otti Thomas 
o Daily Herald 

! Gordon Snow (on SXM) and Suzanne Koelega (in NL) 
o Local papers in Papiamentu  
o Duiken 
o … 

 
The lists above are far from complete, but hopefully the idea is clear. Interesting first 
conclusion is that most of our important stakeholders are not themselves working on nature 
conversation. They fund projects, make policies and laws, enforce them or write about it!  
Next step is to think about each stakeholder and define his or her interest(s) in our work. 
When approaching a journalist you should not ask him if he wants to help you save nature, 
but you should ask him if he wants a good story to write for his readers.  
 
Too often we approach stakeholders with our own interests in mind in stead of focussing on 
theirs (and of course the overlap with ours). The NPL does not mind saving sharks or helping 
nature, but their main concern is good publicity and selling more lottery tickets because of 
that. 
 
For each stakeholder (or group of stakeholders) we need also to define our goal: what do we 
want from them? Our interests and goals combined with their interests should lead to some 
fruitful collaboration. 
 
What are our public affairs goals? 
Having said all that we should clearly define our goals for each (group of) stakeholders. If we 
look for instance at the incoming new Dutch government a clear lobby goal with the Ministers 
/ Ministries of EZ and BZK and with the MP’s of VVD, CDA, D66 and CU would be to make 
EZ funding for nature conservation available for all six islands (preferably through DCNA of 
course). The argument for this is simple: nature does not stop at the border!  
 
Other goals can be formulated, which is ideally done with a group of key stakeholders locked 
up in a room for a couple of hours… 
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Who does the work? 
DCNA should not go for commercial public affairs consultants or lobbyists. They are 
expensive and very often not so effective.  
 
For the stakeholder management in the Netherlands it seems logical to look at Leendert, 
Jaap and me, especially when we deal with (potential) funders and politics. Other 
stakeholders can be taken care of by Jaime Saleh (e.g. politicians in Curacao and Bonaire) 
or of course by the secretariat. But before reaching out to them the goals must be clearly 
defined. 
 
Would love to brainstorm about this in December on Curacao! For the discussion I would like 
that brainstorm session to focus on the following questions: 
 
1. What should be our concrete PR goals? 
2. Which areas should be considered a priority and why? 
3. Who are our key stakeholders in those selected areas? 
4. What should be our main message to all of them? 
5. Etc. 
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