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TODAY'S 
AGENDA

The Brusse ls  Publ ic  Af fa i rs  “arena”

Implementat ion  process  –  Sett ing  yourse l f  
up for  success

The 3  key  areas  of  success :

• Def in ing  pr ior i t ies ,  key  i ssues  & 

object ives

• Mapping  & engaging  with  stakeholders

• Measur ing  & communicat ing  va lue  

internal ly

Adjourn



Defining context & concepts



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 legislation

Other (which one)

Other (please specify)

Source: Public Affairs Council, “Trends in European Public Affairs Survey 2023”



PERCEPTIONS OF LOBBYING

Source: BCW, survey on public affairs perceptions, 2013
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PERCEPTIONS OF LOBBYING

Source: BCW, survey on public affairs perceptions, 2013



Implementation processes –  setting yourself up 
for success



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



The R.A.C.I. Process

Source: Stacy Cook, workshop on “Project Management" for the Public Affairs Council, 2023



A 3-step approach to setting up a successful 
public affairs strategy



Your 3 Arenas of Success

1. Defining Priorities, Key Issues & SMART Objectives

2. Mapping & Engaging with Stakeholders

3. Measuring & Communicating Value Internally
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1. Defining your priorities, key issues & 
objectives



Why is prioritization so important?

Context & Priorities (Why)

Outcomes & Objectives (What)

Strategy & Enablers (How)



How to prioritize – Relevance for your organization

Invest Key priority

MonitorMinimal EffortIn
te

re
st

High

Active

Low

Absent

Position



Visualizing priority issues



Defining S.M.A.R.T. objectives – 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

• 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 the 
ensuing action to be?

• Which are the 
constraints or 
limitations on your 
actions?

Specific



2. Mapping & Engaging with Stakeholders



WHO ARE YOUR STAKEHOLDERS?

Audiences & stakeholders in the EU

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



WHO ARE YOUR GLOBAL ALLIES & MULTIPLIERS?

YOUR 
NETWORK

Competitors/industry

Fellow association members

Influencers
Mentors/mentees

Other departments

Associations

Peers

Freelancers / gig-economyConsulting firms

International fora



MAPPING YOUR KEY STAKEHOLDERS



VISUALIZING YOUR KEY STAKEHOLDERS



VISUALIZING YOUR KEY STAKEHOLDERS



HOW DO YOUR STAKEHOLDERS CONSUME INFORMATION?

Source: BCW, EU Media Poll, 2023



Traditional media – Most influential sources in Brussels

Source: BCW, EU Media Poll, 2023



SOCIAL MEDIA – 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 position papers

Written briefings

Organization’s own website

Direct phone calls

Other (please specify)

Source: Public Affairs Council, “Trends in European Public Affairs Survey 2023”



SIMPLE UNEXPECTED

CONCRETE

EMOTIONAL STORIES

CREDIBLE
MESSAGING
the 6 ingredients

S.U.C.C.E.S



SIMPLE



UNEXPECTED



CONCRETE



CREDIBLE



EMOTIONAL



STORIES



3. Measuring and communicating value 
internally



Why measure public affairs impact?

2. To evaluate and review projects / campaigns / processes

1. To monitor ongoing activities and progress

3. To identify strengths / weaknesses / successes / failures

4. To demonstrate your function / team value to management

5. To building support within the organization for your work

6. To better manage team’s performance and reward success



Creating a measurement system

• Metrics should serve as a means to 
track improvement, not simply to 
justify the department’s existence.

• Metrics should speak the language 
of senior management.

• Metrics should reflect an 
organization’s culture.

• Metrics should focus on impact, 
but still measure actions and 
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

Source: Public Affairs Council, State of Corporate Public Affairs report 2023-24



Measuring Value –  the “What” and the “How” ?

What we achieved?
• Improved external stakeholder relations (as 

measured by surveys, or similar)
• Legislative wins/partial wins
• Advocacy/communication objectives 

achieved
• Costs reduced/avoided
• Improved internal stakeholder relations (as 

measured by surveys, or similar)
• Tone of media coverage (as measured by 

media monitoring)
• …
• …

How we achieved it?
• Media articles/interviews
• Outreach to influencers
• Events/participants
• Meetings with policy-makers
• Social media metrics (number of posts, 

likes, stakeholders in your network)
• Employee involvement & satisfaction
• Website articles published and visits
• Executive mentions/quotes
• Reports and readership
• …
• …

OUR ADVOCACY & COMMUNICATION DASHBOARD



QUESTIONS?



LET’S CONNECT!

JOAO SOUSA

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 .  OFF ICE

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

EUROPEAN OFF ICE

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
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