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* Co-founder of www.Advocacy-Academy.com /
www.AdvocacyStrategy.com

» Consulting for CropLife Africa, ETRMA & others How to Work
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Public Affairs Council Skills Trainings 2024

February 8" April 181
Delivering a Successful PA Strategy Selling the Value of your EU Public
in 2024 Affairs Work & Function
Topics: Priorities, EU Change, setting Topics: Measuring Impact, Internal
objectives and structured plan Plans, Visibility, Education
September 19 November 14t
Mapping and Engaging with your Strategic Planning for Public Affairs
New EU Stakeholders — Key Steps for 2025
Topics: Stakeholder mapping & Topics: Measuring impact, evaluation
engagement and ROl strategic planning
5}
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AdvocacyStrategy Model: A Winning Advocacy Process
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PRIORITISE
How to identify
& define

@ priorities @

EVALUATE INTELLIGENCE
How to How to get
evaluate & the information

improve you need
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INFORMATION
MANAGEMENT
How to manage
all your
information

N° STEP FOCUS
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

How to manage your advocacy

Evaluate How to evaluate & improve
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Tour de Table

What are you expectations for the programme and
today?



Foundations for a Successful Public Affairs Strategy in 2024

1. A simple and effective
methodology to prioritize work
and set objectives so you can
engage successfully in the
European Union (or elsewhere)

4. The foundations of a public
affairs strategy that works for
you and whose success you can

2. Tools to assess your priorities
- to help you make key strategic

. choices
measure and share internally
S T e A e European Parliament
* l' . .I yyou elections:
key issues and priorities, and
translate them into concrete 63 e 2024
objectives and KPIs ﬁ
_ = 1
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Advocacy is Inter-dependent
©

* Link between prioritise and other
steps is key i et

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

@ f
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* Everything in here is interlinked |
=]
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What we are going to do...

1. Setting Priorities & Planning

When defining your advocacy
priorities, do you:

e Use a robust process and/or tool to
identify, analyze and order your
priorities?

e Have a visual to present strategic
considerations?

e Have +/-2-4 top priorities from a list of
at least 10 potential issues?
e Create a timeline of the political /

policy-making process for each of the
priorities?

2. Defining Objectives for 2024

When you translate your
advocacy priorities into the
objectives, do you:

¢ Use a model such as SMART, 4DX and/or
OKR?

e Define a list of key performance
indicators?

* Focus your objectives on the campaign's
final outcomes and/or also on the
advocacy activities?

e How do you integrate institutional
change?

3. Managing your 2024 Plan

When you manage your 2024
plan, do you:

e Review it weekly, monthly, quarterly or
annually?

e Discuss and confirm them with your
client / management team?

e Incorporate ‘horizon scanning’ in order
to explore future developments,
emerging issues and focus on ‘things to
come?’



2024 Public Affairs Strategy

Setting Priorities

Choices — Opportunity — Cost — ROl - Link to performance



Why Prioritization is SO Important in 20247

* Priority setting is a planning process

Priorities * Important aspect of self-management
- e Sets positive (and realistic)
*The way it will be eXpeCtationS
Objectives * Puts meaning and focus into work
*Bringing goals to life . .

* Defines how you will channel all your
Surategles resources/energy to accomplish your
L4 epat to success . e .
priorities

Tactics . . .
DA * Helps link you to your organisation

* Can help with visibility



How do you currently determine your advocacy
priorities for 20247

What issues do you face?

Can you name your top 3 or 5 priorities for
20247

ADVO CACY
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Quantified Priorities and Must Win Battles



. . ectons: S
2024 is a special Year -

 What are good objectives for 20247

* Strategic Priorities / Work Programme 2025 / Stakeholder Mapping &
Management

* What do you have and how do you bring it to life?
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How to Prioritize

* Prioritise your issues
* |s this a core or peripheral issue?

* How consistent is this issue with your
goals?

* How many resources should we
commit to this issue?

e Limited resources: Is this 'the' issue
* |s this worth engaging on?

SEVERITY

e |s this issue Technical or Political?

LIKELIHOOD

ADVOCACY K AdvocacyStrategy.com>




What to Prioritize

Understand what parameters for
prioritization work for you / your
business



Prioritize in Time

Potential
influence
A
\ o :
\ Issue definition :
N
\ -
\ -
N ) :
S Agenda-setting :
~ - - g
e Promotion of :
-~ . . -
~ . alternative solutions :
~ .
- - Negotiation of
= ~ < _ Existing positions Technical
- b
: e adaptation )
- e Compliance
T = == -~ Maturity of
H » the issue
Scattered noise Public issue Policy debate Legislation Implementation [timeline]

Communications/PR/diplomacy-driven Legal/technical/science-focused



What to Prioritize e
ake sY gence

e List the main policy e Run the
issues your : assessment and
o e Review what )
organization faces metrics you want review the results
to use (financial,
timing,

competitors)



Setting Priorities

\
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High

Medium

Low

Visualizing Priorities

Interest

Absent Emerging

,,,,,,,,,, » Positioning






General Mills Issues Prioritization System

“Pubic Sensitivity”

Volume/tone of media/social

Fusce posuere, magna sed pulvinar ultricies, purus lectus males

General Mills Issues Prioritization System

“Strength of company position”

NGO/Investor

Nunc viverra imperdiet enim. Fusce est. Vivamus a tellus

Fusce posuere, magna sed pulvinar ultricies, purus lectus males

Position established/communicated o I

Consumer

Pellentesque habitant morbi tristique senectus et netus et malesuada fames ac /customer turpis
egestas. Proin pharetra nonummy pede. Mauris et orci.

Weight of science o#
Nunc viverra imperdiet enim. Fusce est. Vivamus a tellus

Regulatory Pressure

Lorem ipsum dolor sit amet, consectetuer adipiscing elit. Maecenas porttitor congue massa.
uada libero, sit amet commodo magna eros quis urna

Strength of solution options
Pellentesque habitant morbi tristique senectus et netus et malesuada fames ac /customer turpis

egestas. Proin pharetra nonummy pede. Mauris et orci.

Competitive comparison

Proin pharetra nonummy pede. Mauris et orci.

Mission alignment
Lorem ipsum dolor sit amet, consectetuer adipiscing elit. Maecenas porttitor congue massa

uada libero, sit amet commodo magna eros quis umna

Total/5

Potential $ impact O I

Proin pharetra nonummy pede. Mauris et orci.

Total/5 3.8

Source: Naamua Sullivan, General Mills, 2013




Free Advocacy Strategy Tool

G H I J K L M N o P

20

138

Level of Urgency (1-20)
2

2021/0207(COD): EU Emissions
Trading System (ETS) as regards ©
aviation. 'Fit for 55 package’, 19

2021/0204(C0OD); EU Emissions
Trading System (ETS) as regards
notification on the Carbon °
Offsetting and Reduction Scheme
for International Aviation {CORSIA).
'Fit for 55 package’, 15
2021/0211{COD): EU Emissicas
Trading System (ETS), Including
maritime and operationofa @
market stability reserve. 'Fit far S§

package', 11
2021/2765(0EA): Exclusion of
incoming fights from the United o
Xingdam fram the Union emissions
trading system, 7
Z 4 6 8 10 1z 14 16 18 20
Level of Impact (1-20)

URGENCY / IMPACT / RANK

ADVOCACY
STRATEGY

25
20
z 15
g 2021/0207(COD): EU Emissions Trading System (ETS) as
5 2021/0204(COD): U Emissions Trading System (£15) as regards aviation, 'Fit for 55 package', 18
%10 regards notification on the Carbon Offsetting and Reduction
Schome for International Aviation (CORSIA), 'Fit far 55
package’, 16
2021/0211{COD): EL Emassions Trading System (ETS),
5 Iincluding maritime and operation of a market stability
reserve. 'Fit for 55 package’, 10
2021/2766{DEA): Exclusion of incoming flights from the
= United Kingdom from the Union emissions trading system, S
o 2 4 5 ] 10 12 14 16 18 20

Level of Impact (1-20)
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Template MUST WIN BATTLES Form

. Is impact a one
L T Likelihood | Likely Timing AULUELELE off or
Country Issue Category Impact (£S) (See . Notes
. . (See note 1)| (See note 2) recurring? (See
Business Unit note 3)
note 4)
MUST WIN Core
FR AS A High 01/10/2023 12,000,000 Recurring
BE ASB Med 01/01/2023 400,000 Recurring
DE SUD Low 01/03/2022 1,000,000 One-off
SWE MRLs
MUST WIN
Transition
Notes:

1. Likelihood of issue materialising in calendar or financial year
2. Likely date that impact could first be felt i.e. law enters into force or grace/transition period ends
3. Include an approximate financial impact if the issue materialises (red font for a negative impact, green font for a positive impact).
» Where a commercial opportunity involves others outside of public affairs (e.g. a product launch), use the annual impact of the whole
opportunity to indicate the impact. However, you should also make this clear in the notes
4. State whether the event has a one off impact (such as a fine) or is recurring (such as annual tax or product ban)



Visualizing Priorities

Search for campaigns, contacts, issues, and more...

Issue Influence Evaluation Ll Visualize # Settings & Download + New Column

’J,O'-n

Agriculture

- 2 CO2 emissions - California
9 3 [ CO2 emissions - EU
4 | CO2 emissions (Global)

5 COVID-19 - Germany

Energy

Glyphosate - EU

9 GMOs

ADVOCACY CAdvocacyStrategy.com}




Example: Priorities

Public policy risk matrix & lobby focus

A p EU initg'atives on

“health taxes”

EU restrictions i o
; Advertising restrictions = X
@ on caffeine @ ror ,,sweets’ beverages ‘ Uﬁ?lg;sg;ted New or |_ncmaseg préaduct ‘
Advertising restrictions i . ) . taxes in Member States
for HFSS foods Restrictions on use DlsrLElBRve/unfalr

@ i : h &
No or delayed of plastics packaging schemes

Discriminatory nutrient
Allulose approval profiles for claims &)

@ EU ban of BPA

© & Discriminatory nutrition 5
Plain packaging for i Increased collection
(%] "unhealthyg products Mis:a‘lj?:gel::::chemes Mandatory and recycling targets
@

Ban of advertising L labelling provisions BPA labelling EU scheme for

Taxation @ Trade & competition @ CSR and other

Business impact

> i L
® o children A2y [ Restrictive novel Restrictive health d_epos|t o
i foods regulation ) plan packages Refillable quotas ¢
(] g?:%ﬁﬂg'rggn 512 National restrictions
Ractrict Y @ on caffeine EU initiatives on
estrictions on [ Protectioni inst
@ bottied water corporate taxes  Frote '?G'QZTiffgéﬁs '+
National restrictions Restrictive data Restrictive sugar
Whindates tlg?:li?\PA e e protection rules Market managemgnt @
provisions (UTP% @ @ EU initiatives on “product
® Mandatory provisions quality” (sugar vs. HFS)
on packaging sizes EU definition of & Man:ialtlogy ﬁnviron- Introduction of new
AL . ' mental labellin
@ [cathrelated criteria ) Carbon pricing @ portion sizes ¥ PETtrade remedies @
puplicp Mandatory water @ '“t’f’%”‘l:ﬁ°“f°f d Introduction of new
Mandatorvicriteriatac efficiency provisions ecolabel on too! sweetener trade remedies @
&7 green public procurement , Mandatory CO, emission
& reduction targets
Disruptive country of Mandatory ener, Restrictive Eco-
@ origin labelling provisions rz’g’ggﬁ%g @ @ efficiency%rovisﬁ)yns Design for coolers &

Mandatory country-by-
country financial reporting

EU ban of advertising

¢ Mandatory provisions
@ o children <12y @ for lobbying activities

. Health & consumers & Environment

Likelihood to materialize )

o ~d
Classified - Internal use W EUrO pe

P =
( A C \
( AdvocacyStrategy.com /l
4

2



Example:
Priorities

Eurasia and Africa
Europe

Latin America
North America
Asia Pacific

CAdvocacyStrategy.com)




Commercial Impact vs Urgency Matrix

Total SS
Impact:

Focus Zone
SS Impact:

Commercial Impact

! High

Medium

Low

]
— —

Low Medium

High

Likelihood / Urgency

Manufacturing / Supply Chain

Legal

Other




Monitor-Action Map

100

Continuously Monitor

Risk J
—
75
O
S S0
£
Risk F
25
Periodically Monitor
0
o

o>

Continuously Monitor
50 75
Likelihood

100



Opportunities and Risks Heatmap

ADVOCACY
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Preparedness / Threat Matrix

L =

F 3 I ' ] ]
High 11 l ' i :
e e e e e e e e e e e - - e o e e e e e e e = - - L N [N . T, 1
e ettt = e e e e === === R i i A e e e e e == =
1 1 1 1
9 1 1 1 1
1 I 1 1
B [ | i ey (i i D b
8 | : : I
| 1 1 |
1 I 1 [}
1 1 1 1
7 1 ] 1 [}
e i I — m o m = L e T e
1 1 1
N ettty T T T T T T T T T ST s sy T T T T T T T T T T T T T T o s T T e s e e B A
5 | C . B
U e e e e e e e e e e - = e e e e e e e e e - - ——— o e e e - - S
1 ] 1
1 1 1
4 1 ! m I
b et I = = - = = e e e R R N = = = = = ———— = — = ———— EE
1 1 1 1
3 I ] 1 [}
1 1 1 1
fF--""=======---< [y (it It i i i
2 | ! ! |
________________ g R Ui i g | i i
] ] 1 ]
Low 1 ! ! ! !
Preparedness Stage 1 Stage 2 Stage 3 Stage 4 Stage 5 Stage 6
Scorel!
No Biscussions of issue Occasional Mentions of Media & Public Attention Active engagement on Clear Govt. Legislative proposal on
issue on issue issue Plan on issue issue
Thre?t{ No Immediate Threat Immediate Threat
(Legislative)

1lnput Preparedness score — how prepared are you as an organization on this issue. 1 = nothing prepared 11 = full strategy, plan, materials ready
2 Input Threat level — in which Stage is the issue you are looking at

ADVOCACY
STRATEGY
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TIMELINE A

AAA

BBB

ccc

DDD

EEE
BBB

Oeooo

QeeeDoooo

AAA

DDD

EEE

FFF

GGG

HHH

JJJ

KKK

Oe
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TIMELINE B

2021 2022

Start 2022 LSS S SIS SSS SIS,

AAA EEE HHH

CCC DDD .

_J— ’ ’ )
Start 2022
AAA BBB CCC
@
A DVO CACY (AdvocacyStrategy.com)




TIMELINE C

JAN 2022 MAR MAY JUL SEP NOV JAN 2023 MAR

> Indicative Plenary sitting

Commission Legislative Proposal (TBC)

\ N

Commission Proposal - Preparation - Impact Assessment :
Ordinary Legislative Process

Monitorin
Monitoring
Inception IA Comprehensive lA
Export Ban (CSS) - Prep - 1A Commission Legislative Proposal (TBC)
SCoPAFF
- > SCoPAFF
Monitoring

Call for evidence ComErehensive Imiact Assessment

Public Consultation

K Aévncacy%rategy.com)




TIMELINE D

New
VDL Political Commission European 1st Work Adjusted Work
Guidelines takes office - Green Deal Programme »| Programme
16.07.2019 Mission letters 9.12.2019 29.1.2020 27May 2020
1.12.2019
J
Y
Road Consultant c tati c Itati
cadmap Communication Supporting onsultation onsultation
published - . on Roadmap on Road map
May 2020 published Studies Start launch closed June
October 2020 March 2021 May 2021 5021
J
Y
2nd Work MS Expert MS Expert Public
Programme Group meet Group Consultation 1A - GMS Expertt
19 October November December starts January > Ja:wzlej).p n;%ezz
2021 2021 2021 2022 4
J
4
Public
MS Expert MS Expert MS Expert Consultation
Group meet ISSG meet Group meet Group meet > A ends
January 2022 February 2022 March 2020 April 2022
Deadline for All c?njultant MS Expert Cabinet-Service)
Working Drafts siﬁmf:d ISSG meet Group meet - Impromptu
May 2022 i
y May 2022 July 2022 meeting
J
A
Bilaterals Informal
Draft IA
between lead Exchange ISSG drafts 1A submitted to 1A '\?vigkr:z\?ttef
DG & amongst report July 2022 submission
Services Commissioners
J
¥ =

K AdvocacyStrategy.com>




OBIJECTIVES & KPIs

Defining Objectives

SMART - Clear — Realistic — Link to organisation



How do you currently determine your advocacy
objectives?

Do you focus on outcome or process?

Can you share 1-2 of your objectives?






Strategic & Specific

An advocacy objective aims to
change the policies,
programmes or positions of
decision-makers (at any level).

Your advocacy objective is
determined by:



Defining Objectives

Using your impact
analysis, define
objectives and

priorities for
changes you might
want to the text?

What do you want
to change? What do
you want to change

it to?

How realistic are
your objectives and
priorities? Can you

rank them?

Are the objectives
negotiable or non-
negotiable?

* Define what can be

bargained away and
what cannot.

¢ Are your objectives
SMART?



S, M, A, R, T Objectives (with variations)

1. Specific
(Stretching)

Is description
clear and
detailed?

It is stretching
but
achievable?

2. Measurable

Does it say
what success/

progress looks
like?

Does it say how
success will be
measured?

3. Achievable
(Agreed /
Attainable)

Is it realistically
achievable, but
not too easy?

Have you
agreed
objective with
manager?

4. Relevant
(Results
Orientated /
Realistic)

Is it relevant to
business goals?

Can it be
achieved?

5. Timebound
(Tangible)

Does it have a
completion
date?

Is the deadline
relevant to the
objective?



Setting SMART Objectives

Specific Measurable Achievable Rgsults Time bound
Orientated



Specific Objective Setting

* Describes what you want to
accomplish with as much detail as
possible

* \Vague objectives lessen the
possibility of attaining them e.g.:



Creating Specific Objectives (6Ws)

Who: What: Where:

e Who is involved? e What do | want to accomplish? e |dentify a location / venue.

* Those who behaviour will be e What behaviour or action do | want e Which political institutions or
affected by the campaign? to result from campaign? venues?

Why: Which When:

e Specific reasons, purpose or e |dentify requirements and e Establish a timeframe for success
benefits of accomplishing the constraints.
objective. » What do | need to overcome to

e What will happen to me / my achieve my objective? What barriers
organization as a result of this exist?
objective?

ADVOCACY

STRATEGY



Measurable Objective Setting

* Describes objectives in
terms that can be
clearly evaluated

* NOo measurement
means that task,
objective or goal will
never be attained e.g.



Achievable Objective Setting

Identify an objective that focuses on
achievable actions.

* Can you deliver within the expected | want a better In Q1 & Q2 2021,
. . reputation for the industry X
tlmeframe? Is it too easy? the X industry. will implement a
) ) lobbying activity
* Do you have enough financial X and Y using
FESOUFCGS? advocacy asset H
and G with actors

A B,Cin
institution U to
achieve change S.

* Do you have enough staff / expertise?

Objective must have an achievable action
in order to complete it:



Relevant Objective Setting

Do your objectives align with your organization’s mission and vision?

Do your objectives align with your organization vision of its future and its long-term
objectives?

Does your objective improve your organization in some way?

Extra (Realistic): Objectives and goals must be challenging, but not unrealistic



Creating Relevant Objectives

Questions to determine if your objective is relevant:

Will this objective secure my organization’s long-term future?
Why is this objective significant?
It is worthwhile?
Is this the right time?

Does it align with other efforts / needs?



Timebound Objectives

* |dentifies objectives that break a longer-
The timber industry will implement a term goal into Sh(?rter term Ob!eCtlveS
meeting programme... and clearly specifies a completion date.

* An objective should be grounded within
a timeframe. With no time frame tied to
In Q3 & Q4 2024, the timber industry it, there is no sense of urgency.
will implement a meeting programme When will | achieve this objective?
for the its 25 tier one identified targets When will the activities be undertaken?
When can | expect to see outcomes?

How do the activities align with the policy
process?



Good Public Affairs Objectives

Build into ROI
delivery
Have a clear line
of sign to
Tie in explicitly to financial
organisational implications if
Focus on impact priorities achieved (or not)

(not quantity)

Focus on
outcomes but do
not ignore
process (not
outputs)



Example

Original Objective: Build good relations with key
new stakeholders in 2024.

SMART Objective: In Q3 2024 identify the
25 key stakeholders for my interests. In Q4
2024 set up meetings with at least 15 of
them to understand their positions.

( AdvocacyStrategy.com )
50



2024 Specific Objectives

* Ensure Issue A is (is not) in Work Programme 2025
- KPIs on process of doing this

* [dentify and Meet top 25 key stakeholders post election on issue(s) X (y)
- KPIs on identification / meetings / meeting success

* Increase visibility around issue A for incoming MEPs and Commissioners
- KPIs around level of visibility (baseline being now)

e Others?



OBIJECTIVES & KPIs

Managing Priorities & Objectives in 2024

SMART - Clear — Realistic — Link to organisation



2024 Dashboard
T HI B i :

Environment Highly unfavourable

Unfavourable

Neutral Favourable

Highly favourable

Overall Objective: XXX

Issue A
Issue B
Issue C
Issue D

Issue A Issue...

AAA

BBB

ccc

DDD

EEE

FFF

GGG

HHH

1

KKK

LLL

MMM

Risks-Opportunities: SXX

10

11

12

13

2024 Contribution

Updated: XXXX 2022

EP:

Council:

Commission:

Work Programme 2025
X

LS

ASANENENRN
xX X X X X




Dashboard Template

2024 Objectives Tracker Key Metrics
A 3.5 X
B 45 X
Business Unit A Objective 1 - A
- B C 4.0 X
- C D 45 X
E 4.0 X
Business Unit B Objective 2 - A
- B
. C Key Issues
Business Unit C Objective 3 - A
- B A 10 X
- ¢ B 5 X
Business Unit D Objective 4 - A . .
B Other Highlights
- C
Top Wins / Success

Total: £m




Executive Summary — Template

1. Total PA Risks under management: identified year by year and total

Public Affairs Opportunities and Risks

00
7 £615m
2.  Total PA Opportunities: identified year by year and total 600
3. 2021 Focus: Risks XX Opportunities YY _ 500
C%I 400
4. 2022 Focus: Risks XX Opportunities YY E
~— 300
S £214m
5. Longer-term 2022+: Commercial Risks = 200
£120m
6. XXis the biggest issue to manage across our footprint; YY is the country 100 . £19m
most at risk / with the most opportunity ... highlight key themes and any o —
major items 2021 2022
m Risks mOpportunities
Total Europe RoW us
Total Risks -£615m -£305m -£310m -
2021
Total Opportunities £120m £60m £60m -
Total Risks -£214m -£0.5 -£113m -£100m
2022
Total Opportunities £19m £0.5m fAm £14m
3
Total Risks -£540m -£25m -£15m -£500m
2023+
A D VO C A CY Total Opportunities - - - -

£540m

£om

2023+



How to Work
with the EU
Institutions

A Practical Guide
to Successful
Public Affairs

in the EU

‘this comprehensive
book provides
guidance for successful
EU advocacy’

Doug Pinkham, President,
Public Affairs Council

edited by
Alan Hardacre

Framework for
how to think about
2024 Strategy

Visuals to bring
2024 Strategy to
life

Objectives and
KPIs to deliver
priorities

Tools to help you
structure the work

Timelines to
structure priorities
in time

2024 is a key year —
you can prepare
for success!
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