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THE EXPERIENCE I BRING

JOÃO SOUSA

• Public Affairs Council

• Managing Director (EU office & Global 

practice)

• Ex-spokesperson & Head of Communication for EU 

CSDP missions (in DRC, Kosovo, Brussels, The Hague)

• Communication consultant for intl’ companies & EU 

projects (Europe, Africa, Latin America, AsiaPac)



TODAY'S 

AGENDA

Introduct ion

Strategic  planning – Context ,  

object ives  and stakeholders

Tact ics ,  tools  & messaging

Process  and measur ing impact



DEFINING THE CONTEXT - GEOPOLITICS



DEFINING THE CONTEXT – WHAT WORRIES PA LEADERS?

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Climate change, Sustainability and ESG developments and regulations

Upcoming EU elections and the make-up of EU institutions

Political developments in EU member states

The war in Ukraine and EU-Russia relations

Political developments in the US and US-EU relations

Political relations between the EU and China

New developments & tools in Artificial Intelligence

Energy insecurity in Europe

Inflation

The disruption of global supply chains

Industry-specific developments and legis lation

Other (which one)

Other (please specify)



“What are the main challenges you have when engaging with 

external stakeholders on Sustainability-related issues?”

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Difficult to measure and communicate impact

Lack of internal training on sustainability and ESG

Energy insecurity

International trade conflicts

Disrupted supply chains

Limited support from senior leadership

Limited support from other departments

Misconceptions from external stakeholders

Excessive, incoherent or unclear EU/global regulations

Difficult to translate our company position in lobbying goals, messages and activities

The position of my organization on sustainability and ESG is unclear

Other (please specify)



DEFINING THE CONTEXT – REPUTATIONAL CHALLENGES 

Which Industries Are 
Less Trustworthy?

Percentage of public saying 
an industry is less trustworthy 

than average

Source: Public Affairs Pulse Survey, Public Affairs Council, 2023

Health Insurance

Energy

Banks/Financial Institutions

Technology

Automobile

Large Retail

Manufacturing

Food and Beverage

33%

27%

24%

25%

19%

19%

16%

15%

37%

Which Industries Are Least Trustworthy?

Percentage of public saying an industry is less trustworthy than average

Pharmaceuticals



YOUR VIEWS

HOW WOULD YOU 

DEFINE “POLICY 

COMMUNICATIONS”?



PUBLIC RELATIONS vs PUBLIC AFFAIRS

● Brand’s connection to public

● Mostly push campaigns

● Campaign & promote

● Aim to control the conversation

● Direct influence

● Issues that concern the public directly

● Pull constituents/grassroots/influencers

● Conversations + inform

● Coalitions to enhance credibility

● Persuade stakeholders, often indirectly

Source: https://www.linkedin.com/pulse/public-affairs-relations-lynn-lowe/

http://www.linkedin.com/pulse/public-affairs-relations-lynn-lowe/


A 6-STEP COMMUNICATION PLAN

1.Priorities, Issues & Objectives

○ Prioritizing issues and goals

○ Defining SMART communication objectives

2.Audience & Intelligence

○ Stakeholder, position, audience mapping

○ Identify policy influencers, journalists, multipliers

3.Define channels

○ Social media

○ Direct email outreach

○ Traditional media



A 6-STEP COMMUNICATION PLAN

4.Content creation & curation

○ Thought leadership content (own & curated)

○ Visual formats (infographics, videos, memes, articles,

webinars)

○ Find (or create) a community of like-minded individuals

5.Track, analyze, evaluate

○ Communications output metrics

○ Advocacy impact metrics

6.Implementation

○ Who, when, process

○ In-house and/or outsource

○ Own assets (website, channels)

○ AI tools



Why is prioritization so important?

Priorities

Source: Alan Hardacre, workshop on “Strategic 

Planning" for the Public Affairs Council, 2024

Goal

• The way it will be

Objectives

• Bringing goals to life

Strategies

• The path to success

Tactics

• Getting the job done



Visualizing priority issues



Visualizing priority issues

Invest Key priority

MonitorMinimal Effort

In
te
r
e
s
t

High

Active

Low

Absent

Position



Be S.M.A.R.T. - Ask the right questions

• Describes objectives 

in terms that can be 

clearly evaluated

• Identify concrete 

outcomes expressed 

in figures

• ”What can’t be 

measured can’t be 

improved” (nor 

accomplished)

• Identify an objective 

that focuses on 

achievable actions.

• Do you have enough 

financial resources?

• Do you have enough 

staff / expertise?

• Do your objectives align 

with your organization’s 

mission and vision?

• How does it help your 

organization achieve its 

broader (business and 

lobbying) objectives?

• Objectives must be 

challenging, but not 

unrealistic

• An objective should be 

grounded on a 

timeframe?

• When will I achieve this 

objective?

• When will the activities 

be undertaken?

• When can I expect to 

see outcomes?

• How do the activities 

align with the policy 

process?

Measurable Achievable Relevant Timebound

• Who is involved? 

Whose actions do you 

want to influence?

• What do you want to 

ensuing action to be?

• When do you want this 

action to materialize?

• Which are the 

constraints or 

limitations on your 

actions?

Specific



YOUR VIEWS

• Is this a framework you use?

• How do you translate organization 
priorities into comms objectives?

• Do you present them to your broader 

organization?



A 6-STEP COMMUNICATION PLAN

1.Priorities, Issues & Objectives

○ Prioritizing issues and goals

○ Defining SMART communication objectives

2.Audience & Intelligence

○ Stakeholder, position, audience mapping

○ Identify policy influencers, journalists, multipliers

3.Define channels

○ Social media

○ Direct email outreach

○ Traditional media



Tracking tools for European teams



WHO ARE YOUR STAKEHOLDERS?

Audiences & stakeholders

Source: Alan Hardacre “How to Work With the European Union”

• Secretariats

• Civil servants in DGs

• Permanent representatives 

& Attaches

• National experts & political 

advisors

• Legal Services & Translation

TECHNICAL ACTORS

• European Commissioners & 

Commissioner Cabinets

• National Ministers & Senior 

Civil Servants

• European Parliamentarians

POLITICAL ACTORS

• Trade Unions

• Consumer organizations

• Trade Federations

• Professional Associations

• Companies

• Regional Representations

• Religious groups

• Think tanks

• NGOs

• Consultancies & Law Firms

• Media

INTEREST GROUPS



MAPPING YOUR KEY STAKEHOLDERS



MAPPING YOUR KEY STAKEHOLDERS



VISUALIZING YOUR KEY STAKEHOLDERS



VISUALIZING YOUR KEY STAKEHOLDERS



VISUALIZING YOUR KEY STAKEHOLDERS



Group exercise 
& feedback

1. Who are your key stakeholders?

2. How would you help your 

organization & team visualize 

them?



A 6-STEP COMMUNICATION PLAN

1.Priorities, Issues & Objectives

○ Prioritizing issues and goals

○ Defining SMART communication objectives

2.Audience & Intelligence

○ Stakeholder, position, audience mapping

○ Identify policy influencers, journalists, multipliers

3.Define channels

○ Social media

○ Direct email outreach

○ Traditional media



HOW DOES YOUR AUDIENCE CONSUME INFORMATION?

Source: BCW, EU Media Poll, 2023



Most influential news sources in Brussels

Source: BCW, EU Media Poll, 2023



WHERE ARE YOUR STAKEHOLDERS?

Source: BCW, EU Media Poll, 2023



TOP TOOLS FOR EXTERNAL  ENGAGEMENT

Which of the following tools do you consider as the most critical for your 

organization’s successful engagement with external stakeholders? 

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Twitter

LinkedIn

ChatGPT

Virtual meeting tools (Zoom/Teams)

Direct emails

Marketing/promotional emails

Audiovisual materials

Traditional media (newspapers, radio, TV)

Digital advertising

Traditional media advertising

Virtual events  tools

Public pos ition papers

Written briefings

Organization’s own website

Direct phone calls

Other (please specify)



HOW DO AUDIENCES USE SOCIAL MEDIA?



YOUR VIEWS

Which social media channels 
are you in? Why?

Are you satisfied?

Are you exploring others?



BREAK



YOUR VIEWSA 6-STEP COMMUNICATION PLAN

4.Content creation & curation

○ Thought leadership content (own & curated)

○ Visual formats (infographics, videos, memes, articles,

webinars)

○ Find (or create) a community of like-minded individuals

5.Implementation

○ Who, when, process

○ In-house and/or outsource

○ Own assets (website, channels)

○ AI tools

6.Track, analyze, evaluate

○ Communications output metrics

○ Advocacy impact metrics



Emotions VS Reason

• The human brain has evolved to privi lege 

emotion over reason, perceptions over

data, in decision-making

• If  the information you receive does not 

match your identity,  your brain wil l

challenge it

• Facts & science are not enough to 

persuade your audiences

You need a NARRATIVE



SIMPLE UNEXPECTED

CONCRETE

EMOTIONAL STORIES

CREDIBLE
MESSAGING

the 6 ingredients

S.U.C.C.E.S



The coordination issues inherent in a 

highly regionalized structure put 

emphasis on an efficient organization of 

public governance, as the presence of 

multiple networks, layers and actors may 

lead to duplication of structures with 

weakened governance and higher 

administrative costs.

European Commission

SIMPLE



UNEXPECTED

This is not

an iPhone

Product safety standards

International trade

Anti-Trust Laws

Data roaming

EU Trademark

Infrastructure state aid

Copyrights

iTunes pricing

Internal EU market

Privacy issues

EU Patent

Waste recycling

(thanks to Magritte)



CONCRETE



CONCRETE



CREDIBLE



EMOTIONAL



STORIES



CAMPAING EXAMPLE - VELUX



YOUR VIEWS

What messages/approach do 
you think resonates more 
with Brussels audiences?

Are there differences in how 
companies, associations & 
NGOs approach messaging?



YOUR VIEWSA 6-STEP COMMUNICATION PLAN

4.Content creation & curation

○ Thought leadership content (own & curated)

○ Visual formats (infographics, videos, memes, articles,

webinars)

○ Find (or create) a community of like-minded individuals

5.Track, analyze, evaluate

○ Communications output metrics

○ Advocacy impact metrics

6.Implementation

○ Who, when, process

○ In-house and/or outsource

○ Own assets (website, channels)

○ AI tools



Creating a measurement system

• Metrics should serve as a means to

track improvement, not as a 

means to justify the department’s 

existence.

• Metrics should speak the language 

of senior management.

• Metrics should reflect a company’s 

culture.

• Metrics should focus on impact, 

not actions/activities.



Focus should be on outcomes

Inputs Outputs Outcomes

5 newsletters; on time; on budget Readership Impact on behavior; increased 

understanding of issues

PA blog page up and current Hits Change in attitudes and 

awareness

# events organized Attendance Enhanced relationships

# news releases; placed stories Coverage, recall Changed opinions/ behavior of 

stakeholders

Develop sustainability report Readership; awards Impact on business behavior; 

reputation

# meetings with officials Responses Influence on policy



Most used measurement tools



YOUR VIEWS

How are you measuring your 

communication impact?



YOUR VIEWSA 6-STEP COMMUNICATION PLAN

4.Content creation & curation

○ Thought leadership content (own & curated)

○ Visual formats (infographics, videos, memes, articles,

webinars)

○ Find (or create) a community of like-minded individuals

5.Track, analyze, evaluate

○ Communications output metrics

○ Advocacy impact metrics

6.Implementation

○ Who, when, process

○ In-house and/or outsource

○ Own assets (website, channels)

○ AI tools



Internal procedures that can make or break your strategy

• Who has the 

authority to validate 

your strategy?

• Who has the 

authority to validate 

your messages?

Validation

• Which departments 

do you need to 

consult with?

• Who has information 

that can improve 

your chances of 

success?

Consultation

• Who can speak 

publicly on behalf of 

the organization 

(spokesperson/s)?

• Who can publish on 

social media?

Representation

• Who can have a 

negative/positive 

impact on your 

strategy?

• Whose support 

would make your job 

easier (although not 

critical)?

Influence



WHO ARE YOUR ALLIES & MULTIPLIERS?

YOUR 

SUPPORT 

NETWORK

Competitors/industry

Fellow association members

Influencers

Mentors/mentees

Other departments

Associations

Peers

Freelancers / gig-economyConsulting firms



TOOLS – ARTIFICIAL INTELLIGENCE

AI tools will be adopted by a majority of European 

organizations for their public affairs and 

communication work within the next 12 months.

0% 20% 40% 60% 80% 100%

Strongly agree

Somewhat agree

Neither agree nor disagree

Somewhat disagree

Strongly disagree

Thinking about ChatGPT specifically, 
how often do you use it for your public 

affairs and communication work?

0% 20% 40% 60% 80% 100%

At least once per day

Several times per week

At least once per week

At least twice per month

Once per month or less

Never used it



Can A.I. help?



LET’S CONNECT!

JO AO  SO USA

M A N A G I N G  D I R E C T O R

E U R O P E A N  O F F I C E  &  G L O B A L  P R A C T I C E

jsousa@pac.org

+32.476.639.503

@joppsousa

U.S .  O FF IC E

2 1 2 1  K  S T .  N . W .  S U I T E  9 0 0  

W A S H I N G T O N  D C  2 0 0 3 7

pac@pac.org

+1.202.787.5950

EURO PEAN O FF IC E

S Q U A R E  A M B I O R I X  7

1 0 0 0  B R U S S E L S

europe@pac.org

+32.476.639.503


