
Maximizing Intelligence & 
Data for Your Public 

Affairs Strategy
28th April 2022, Brussels

Dr Alan Hardacre



Dr Alan Hardacre

• Owner Public Affairs Clinic / 
www.AdvocacyStrategy.com

• Consulting for Kindred, CropLife & others

• ex-Director of Corporate Affairs @ Imperial Brands

• 20 years Public Affairs experience

• Author of several articles & books

• Long time Member of Board of Public Affairs 
Council

• Visiting Professor in UK, Thailand, Switzerland, 
Belgium, Netherlands

http://www.advocacystrategy.com/


February 24th

Setting the Foundations for a 

Successful PA Strategy

Topics: Broad approach, setting 

objectives and prioritizing

April 28th

Maximizing Intelligence & Data for 

Your Public Affairs Strategy

Topics: Understanding your context, 

intelligence gathering & using data

September 27th

Mapping and Engaging with 

Stakeholders Strategically

Topics: Stakeholder mapping & 

engagement

November 10th

Evaluating and Communicating 

Your Public Affairs Work

Topics: Measuring (and 

communicating internally) impact, 

evaluation and ROI

Public Affairs Council Skills Trainings 2022



N° STEP FOCUS

1 Prioritize How to identify & define priorities

2 Intelligence How to get the information you need

3 Position How to build the right positions

4 Information Management How to manage all your information

5 Engage How to engage with your stakeholders

6 Manage How to manage your advocacy

7 Evaluate How to evaluate & improve

AdvocacyStrategy Model: A Winning Advocacy Process



Tour de Table

What are you expectations for the 
programme and today?



A Successful Intelligence & Data Strategy

1. Effective and agile 
prioritization

2. The right 
monitoring tools to 
get you information 
and intelligence

3. The right reports 
and updates to 
ensure your 
intelligence and 
information 
becomes actionable

4. The right 
information 
management 
systems to store and 
exploit your data



Advocacy is Inter-dependent

• Link between prioritise, intelligence 
gathering and other steps is key

• Changes in one step require 
changes to many-all steps

• Everything in here is interlinked



What we are going to do today…

1. Intelligence

Intelligence ‘Sweet Spot’:

• Sources

•What to cover

•Open source

•Non-public

2. Actionable Intelligence

How to convert:

•Ad-hoc updates

•Daily-weekly updates

•Reports

•Trackers

•Dashboards

3. Information Management

How to manage:

•Platforms you can use

•Opportunities

•Extra benefits



Intelligence Gathering

Past-Future – What to monitor – How to Process

1. INTELLIGENCE

AI



How do you currently gather intelligence?

What issues do you face?

What questions do you have?



"POLITICAL INTELLIGENCE" 

THE COLLECTION & USE OF 
NON-PUBLIC INFORMATION 
DERIVED FROM POLITICAL 

INSTITUTIONS. 



Why (Digital) Intelligence Gathering?

• Increase access to data
• Save time & build efficiency.

• Inform strategy:
• Select, assess & manage issues;

• Map & engage with stakeholders;

• Inform strategic choices & activities;

• Measure activities & actions;

• Measure impact & evaluate 
performance.

• Demonstrate productivity: 
• Show value to organization (ROI);

• Motivate team.

• Security
• Centralise & share knowledge;

• Guarantee institutional knowledge & 
maintain a historical record.



Sources



Online Public Information

European Commission:

• College meetings, agenda, minutes, 
future items

• Register delegated/implementing 
acts

• Consultations

• EC Press, daily news, work 
programmes

• DG press & media

• Commissioner & DG Twitter

• Agencies: agency agendas, minutes 
etc.

European Parliament:

• Legislative Observatory

• Legislative Train 

• Plenary agenda

• EP Watch Live

• Parliamentary Questions

• EP Press Service

• Committees: agenda, minutes, 
documents, newsletter, voting 
records etc.

• MEP Twitter

Council:

• European Council Agenda

• Working party agenda, 

• COREPER, agenda, voting records

• Configurations 

• Press service

European Court of Justice

• Press service

• Register of documents
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Online Public Information

News & Services

• FT

• Politico.eu/ .com

• Euractiv

• ChemWatch, ENDS Europe, Agence
EUROPE

• Votewatch

Think-tanks

• European Policy Center (EPC)

• Notre Europe

• Centre for European Policy Studies 
(CEPS)

• Chatham House Europe

Trade Associations

Companies NGOs Local & regional government
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Twitter



Tools for Online Information

• Website monitoring for changes i.e. Wachete

• RSS feeds & news aggregator i.e. Feedly

• Social media aggregator i.e. Taggbox

https://www.hongkiat.com/blog/detect-website-change-notification/


Open Source Tools for Online Information

Customised 
Searches (site, 

filetypes, date etc.)

Google Cache (old 
webpages)

Google Groups 
(Usenet 

discussions)

Google Alerts 
(Email add, names, 

keywords)

Google News & 
Newspapers

Keyword tool: 
Autocomplete 

data



Open Source Tools for Online Information

https://www.votewatch.eu/

https://www.integritywatch.eu

https://twitter.com/explore

https://twitter.com/search-advanced?lang=en

https://tweetbeaver.com/

https://tweetdeck.twitter.com/

https://www.social-searcher.com/

https://www.votewatch.eu/
https://www.integritywatch.eu/
https://twitter.com/explore
https://twitter.com/search-advanced?lang=en
https://tweetbeaver.com/
https://tweetdeck.twitter.com/
https://www.social-searcher.com/


Non-public Information

EC, EP & Court of Justice:

• Attending / watching meetings

• Talking with officials

Member states: 

• Talking with officials in Permanent Representations 

• Talking with National Administrations & Institutions

Think tanks, Industry associations & NGOs

• Direct contact

• Attending sessions

• Breakfast briefings

Media (EU & national):

• Talking with journalists & media

• Attending briefings



The Power of Gossip!

“Great minds discuss ideas. 
Average minds discuss events. 
Small minds discuss people.” ~ 

Eleanor Roosevelt

“If you have nothing nice to say, 
don’t say anything at all.”

Question: what are the 
advantages and disadvantages of 

political gossip?

https://www.amazon.com/Havent-You-Heard-Westminster-Mischief/dp/1788701771


How do you decide what is relevant?



Relevance

Set out the scope of monitoring: what 
subjects?

Determine the frequency: daily, weekly, 
monthly

Develop a network of contacts for sharing 
intelligence

Analyse the intelligence and feed into 
priorities

Content of the monitoring

• Each stage of the procedure

• Key actors positions

• Timelines and deadlines

• Analyse issues and opportunities

• Objective: recommend advocacy actions

NOT RAW DATA!

• A tool to aid decision-making

Source: Andras Baneth



What to Share: The Ws and the Hs

Who was involved? 
Who is in charge? 

Who does it 
impact?

What happened? 
What was the 

decision? What 
should I know?

Where did it take 
place? Where is 
affected? Where 

can I get more info?

When did it take 
place?

Why did that 
happen?

What Next
What would you 

recommend
What source

How did it happen? 
How was the 

decision made? 
How does it impact 

the client? 

How will we 
communicate 

internally / 
externally?



Reliability & Validity of Political Intelligence

Reliability and Validity

• Reliability is about the 
consistency

• Validity is about the accuracy

What of the data?

• Inaccurate information & 
data.

• Personal opinions on persons 
/ issues (subjectivity)

What of the analysis? 

• Digital vs human analysis

• Forecasts, trends & patterns

• Visualisations 



REPORTING & ALERTS & TRACKERS

Alerts – Updates – Newsletters – Trackers – Dashboards

2. ACTIONABLE INTELLIGENCE



What formats / frequencies do you currently use?

Do you outsource?

Do you use tools or consultancies?



From Intelligence to Actionable Intelligence

Ad-hoc alerts
Daily Updates 
(monitoring 

reports)

Weekly 
Recaps

Reports Trackers



To get started...

Title clearly 
identifies the 
issue

Emphasize the 
key 
development(s)

Recommend 
follow-up action 
or report 
planned action

Link to the 
source 
documents used 
to produce the 
report 



And some more... Monitoring can also include:

Background of 
the legislative 

proposal

Objectives of 
the legislator

Impact on the 
organization

Action-plan 
and schedule

Type of 
legislative 
procedure

Stage in the 
legislative 

process

Upcoming 
events

Key decision-
makers in each 

institution

Link to key 
documents / 
news articles



Make your own Issue Dashboard

Issue 1
Impact & Measure

Favourable / Neutral 
/ Unfavourable

Your Positioning

Issue 2
Impact & Measure

Favourable / Neutral 
/ Unfavourable

Your positioning

Issue 3
Impact & Measure

Favourable / Neutral 
/ Unfavourable

Your positioning



Some Inspiration

32



More Inspiration

short title presentation - customize via footnote 33



Legislative Tracker

Issues & Measures Previous Steps Next Steps Your Actions
Contacts/Comments/

References

• List key issue points • Key dates
• Outline history of the 

issue stage by stage

• Outline the next 
major steps

• Discussions, votes, 
trilogues, publications 
dates

• List key meetings and 
actions that need to 
be undertaken

• Hyperlink document 
reference

• Related references

Commission Officials
Lead DG, Unit 
Name (Position)
Other DG Unit 
Name (Position)

EP Rapporteur
Name (Party)

Shadow-Rapporteurs
Name (Party)
Name (Party)

Presidency
Name
Member States
Name (country)



1. Pre-drafting Phase 2. Drafting Phase 3. Discussion Phase 4. Adoption Phase

Nature & Process

• Describe the conditions fixed 
by the basic act

• Identify the procedure
• Identify the lead DG

• Identify the Committee/Expert Group
• Identify the “rules of the game” 

(formal or informal discussions and votes) 

• Closely monitor every meeting/vote
• Adapt your strategy and spokesperson to 

the technical and scientific nature of the 
discussion.

• Identify every MS representatives’ position 
(IA) 

• Focus on desk officers and Commission’s 
officials (DA)

Implied costs and impact on 
markets

+ Description + Description + Description + Description

Actions • Submit to public consultations 
(EU & national level)

• Engage with Institutions and 
regulators 

• Get involved in the Impact 
Assessment

• Engagement with lead DG
• Engagement with MS representatives, experts 

& regulatory networks
• Communication materials
• Coordination of national engagement

• Maintain previous actions 
• Engagement with other DGs (inter-service 

consultation) and Cabinets
• Get involved in Stakeholder groups

• Engagement with media
• Raise awareness at the Parliament or Council 
• Get ready to appeal to the court
• Try to get better results at national level

Resources
Narrow-scope resources:

Internal human and financial resources
Acting alone (when only concerned) 
Internal networks

Evaluate your resources at every stage: 
Medium-scope resources:

Market leader / worldwide organization
Industry cooperation and alliances

European Associations

Large-scope resources:
Industry/civil society platforms

Favorable public opinion / Social media

Key Documents Hyperlinks towards every available 
information or documents (events, 
drafts, meeting minutes, reports etc.)

Update database

Key Contacts • Identify the desk officers 
• Add contact details (excel file) 

Identify the experts, MS representatives, 
regulatory agencies’ officials

Update contact excel file

No impact expected 

Acceptable impact expected, “safeguarding” actions and monitoring 

Negative impact expected, major issue requiring urgent actionExample Tracker



Legislative Tracker 2





INFORMATION MANAGEMENT PLATFORMS

Storage – Access – Mobile – AI – Technology

3. INFORMATION MANAGEMENT



Brussels, September 2020Information Management

• How do you manage all your data?

• How do you keep track of 
developments?

• How do you log your meetings?

• How do you ensure a record of what 
happened?

• How do you access your 
information?



Why Information Management is so Important?

• Increase access to data
• Save time & build efficiency.

• Inform strategy:
• Select, assess & manage issues;

• Map & engage with stakeholders;

• Inform strategic choices & activities;

• Measure activities & actions;

• Measure impact & evaluate 
performance.

• Demonstrate productivity: 
• Show value to organization (ROI);

• Motivate team.

• Security
• Centralise & share knowledge;

• Guarantee institutional knowledge & 
maintain a historical record.



Good Information Management can help with:

Reliability and Validity

• Reliability is about the 
consistency

• Validity is about the 
accuracy

Complete & Accurate 
data

• Accurate information & 
data

Analysis 

• Digital analysis of the data

• Forecasts, trends & 
patterns

• Visualisations 



Collect & Process Data for you

• Simple bots might get the job done, but 
more sophisticated bots use AI to find the 
appropriate data on a page & copy it to 
the appropriate data field to be processed 
by an analytics application.

• Machine learning (ML) is the study of 
computer algorithms that improve 
automatically through experience. 
Machine learning algorithms build a 
mathematical model based on sample 
data, known as "training data", in order to 
make predictions or decisions without 
being explicitly programmed to do so.



How to Choose the Best Platform for YOU

• Do you want a Public Affairs only system, to piggyback on a CRM / PR 
system, one tool or a toolbox?

• Consider how much time needed to set up system

• How much time to invest in maintaining system
• Managing alerts, linking to issues, selecting issues

• Define Power Users who hold institutional user knowledge
• More tools = more power users

• Consider GDPR implications 
• How much risk? 



How to Choose the Best Platform for YOU

• What level of support do you need: 
Hotlines / Support

• What type of analysis do you need:
• Parliamentary  / event summaries
• Document summaries
• Commentary 
• Number and range of analysts
• Trends, Visualisation, sentiment

• What degree of detail do you want on 
stakeholders?
• Stakeholder documents
• Stakeholder events
• Stakeholder contact details

• Events and timelines
• Event calendar
• Legislative timelines
• Forecasting 

• Customisation
• Adding notes
• Tagging to issues
• Grouping stakeholders



How to Compare Platforms

PA only or 
business wide

All-in-one / 
Separate tools

Legislation & 
Documents

Stakeholder 
database

Timeline & 
Future Watch

(Social) Media 
tracker tool

Alerts
Weekly, 
monthly 
updates

Briefings
Size / type of 
Analyst team

Visualizations: 
Trends

Customizable 
– Own data



Guidance on Selecting Tools

• Do you want a:
• Public Affairs only system?

• To piggyback on a CRM / PR system?

• One tool or a toolbox?

• Consider how much time needed to 
set up system

• How much time to invest in 
maintaining system
• Managing alerts, linking to issues, 

selecting issues

• Define Power Users who hold 
institutional user knowledge
• More tools = more power users

• Consider GDPR implications 
• How much risk? 



Competing Platforms



Document Search



Document Search (filter by source / actor)



Document Search (filter by source / type)



News Search (filter by local to international)



News Search (filter by geography)



Policy / Proposal (Document search)



Information Management ‘on the go’



Brussels, September 2020Example: Information Management



Key Takeaways  

Relevance: At the very start make sure you align your intelligence gathering to your priorities and objectives. Review 
the priorities and intelligence output at the very least every 6 months to make sure it is all still fully aligned to your 

priorities. This will ensure your intelligence gathering will remain focused only on what is important.

Formatting: Spend time thinking about your information reporting format for your audience. What works best? What 
is the easiest way for you to do it? Getting this right can not only save you time and energy, but also boost your 

professional visibility.

Balance: Make the distinction between pure monitoring work and political intelligence, and be sure to have a clear 
view of how you intend to acquire public and non-public intelligence. You will need both to be successful.

Transfer: Intelligence gathering needs to feed into updated timelines (make sure you have timelines), stakeholder 
maps, issue updates and your advocacy plans (which will be based on what your intelligence is telling you). Establish a 
list of key documents that require regular updating with intelligence analysis and define a process for updating them.



Key Takeaways  

Quality of information is becoming harder to determine & 
quantity of information is increasing exponentially.

Strategic consumption of information requires specific strategies 
& technological assistance to ensure it is filtered & packaged 

effectively.

To remain competitive in the ‘Brussels Bubble’ requires updating 
& optimizing your collection, analysis & use of intelligence.



EUGDPR – Some Basics

• Data subjects can ask you to give 
them access to the information that 
you are keeping on them (Art. 15 
GDPR).

• Explain: 
• why you are collecting & processing 

the data, 

• what kind of data you are collecting, 

• where you got the data 

• how long you plan to keep that data.

• People can ask to rectify or erase 
their personal data & they have the 
right to make a complaint to the 
supervisory authority.

• If using artificial intelligence or 
automated logic to make decisions 
about them, you need to explain 
how the logic works. 



EUGDPR –
Some 
Basics



What is the balance 
between human & 

technology

What delivers the best 
outcomes?

Where will technology 
deliver next?



Intelligence Sweet Spot is balance 
between past-present-future and 
based on public and non-public 

information. It is also 
(increasingly) time dependent.

Intelligence (increasingly) 
requires automation through a 
provider to cover your needs. 
This allow you to move to the 

value-adding stage of making it 
actionable.

You have several formats to 
choose from – which will depend 

on the needs of your 
stakeholders.

Remember this is the value-add 
part of intelligence gathering so 
always ensure you add ‘value’ 
(recommendations, next steps 

etc)

Information Management is 
(increasingly) a key differentiator 
in Public Affairs. Platforms sort 

and visualize information for you.

Information Platforms extend 
their utility beyond just 
intelligence to include 

meetings/objectives etc 
providing one home for all your 

PA work.


