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

e Consulting for CropLife Africa, ETRMA & others How to Work
« ex-Director of Corporate Affairs @ Imperial Brands w'th_ ““-’_’ EU
* 20 years Public Affairs experience Institutions
e Author of several articles & books A Practical Guide
* Long time Member of Board of Public Affairs Public Fialrs
Council
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Public Affairs Council Skills Trainings 2024
\/ February 8t ‘/ April 18th

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
J September 12t 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 RO, strategic planning
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Tour de Table

@ What are you expectations for the programme and today?
Your
experience

o

How do you currently do your
strategic planning for 2025?

u How much engagement and
alighment do you have with your
organization?




Topic Duration Lead Detail
Introduction & 15 mins Alan Introduction to Public Affairs Strategic
Tour de Table Planning
Framework for Review of key approaches and tools to
Public /-.\ffalrs . 45 mins Alan strategically plan for 2025 Public Affairs
Strategic Planning
Outcome based : .

. . . Discussion of how to draft SMART outcome
PUI?IIC A ffairs 45 mins Alan based Public Affairs objectives
objectives
Outcome based : .

. . . Discussion of how to draft SMART outcome
PUbl.lc Affairs 45 mins All based Public Affairs tactics
tactics
Recommendations 45 mins All Key Take-Aways and Q&A

& Q&A




Connecting Strategy, Planning, and Execution

Mission

Mission & Vision
Statement

STRATEGY

—

Vision

Priority Process &
Visuals

Goals / Priorities

_—

Objectives & KPIs [ SMART\ObjeCtiVGS

-

KPls
Reporting / Campaigns
Dashboards :
Evaluation

\
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Process to Develop Outcome Focused Objectives & Tactics

Dialogue
between Outcome Outcome

DX Folicy Focused Clear KPIs focused Exalits g

AZZIEE

issues & Mapping Sy :
company Objectives Tactics
objectives
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Strategic Framework
for 2025 Public
Affairs




ldeal Scenario

1. Process to align and set Public Affairs objectives hard-wired to
commercial strategy

2. The impact of each objective is quantified = impact statement

3. Internal meeting and reporting cycle has these priority objectives at
their core

4. Develop a practice of systematic outcome measurement for both the
WHAT and the HOW

5. Align on the best trackers / dashboards to communicate progress &
success to your organization

6. Framework for when/how to present WHAT success and HOW success
(two different things that need to be done differently)

[ ]
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Policy Mapping - The Foundation

» To engage in a robust dialogue over objectives you need to start with a broad
understanding of the policy environment

* Once you have established exactly what the business wants to achieve - within the
realms of external possibility - you need to dive deeper into the external environment
with a full policy mapping

* You need to look at the exact ways in which you can bring about change - the final

outcomes that you need to achieve to be successful (the law you need to change /

bring into existence)

(o) ADVOCACY 2025 Strategic Planning
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Public Affairs Mission Statement H

Vision & Purpose
Vision

To support commercial success whilst ensuring we build for a sustainable & responsible future

Creating optimum policy and tax conditions for products for commercial success
Leading a sustainable and responsible policy-tax strategy that ensures greater societal licence to operate
Providing advice, guidance and strategic input across the organization and its markets in areas / on matters of key strategic importance

Strategy

+ Building and resourcing an agile, responsive, technology-driven and fast-paced Public Affairs team able to work across multiple categories and geographies
 Building strong Public Affairs capabilities to drive policy and tax agendas (within a clear strategic framework)
+ Building and leveraging the right echo chamber of trade associations, alliances, think tanks and consultants to influence our commercial operating environment

» Leveraging and landing our sustainability and ESG narratives

2025 Must Win Public Affairs Battles

S 0D [ =
mo o w>
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2025 Strategy Overview

Public Affairs Strategy

Global and local materials Global-Regional-Local Develop and run global Aligned and
/ tailored to needs Alignment and local campaigns integrated
communications
GLOBAL REGIONAL: EU MARKETS Echo Chamber to
Objectives: Objectives: Objectives: upp
AA EE 3-5 Market by Market Must Win Battles
BB DD Enablers: TT
Enablers: CC Enablers: FF Partnerships: Trade Association, Think Tank, NGO, Other
Partnerships: XX Partnerships: YY Corporate Affairs
Polling / Data Education-Information engagement as the
key driver
Raise the Bar
Cross-category Positions & Assets ‘
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Why Prioritization is SO Important?

1. Quantify Policy Risks & Opportunities and then
Set Priorities

2. Alignment with your organization

3. Ensure Business Sustainability - Freedom to
Operate - Eyes wide Open

4. A Roadmap for a targeted Public Affairs Strategy
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Quantified Priorities and Must Win Battles

Develop a light (but Create a dashboard to Support key discussion
effective) process to show the key identified groups around the
gather business feedback policy risks, the quantified Must-Win

on all policy risks- quantified financial risk Battles to develop one
opportunities that you associated with each, the clear set of priorities and
face/see anticipated timeframe expectations

Support in keeping the
dashboard updated, track
progress and build out

Advise on the selection
and ranking of

commercial / Public
Affairs priorities

reports on key priority
choices and public affairs
ROI
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How to Prioritize

e Prioritise your issues
—Is this a core or peripheral issue?
— How consistent is this issue with your goals?

 How many resources should we commit to this
issue?
— Limited resources: Is this ‘the' issue
— Is this worth engaging on?

SEVERITY

e |s this issue Technical or Political?

LIKELIHOOD
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What to Prioritize

L Commercial Reputational
Understand what parameters for prioritization

work for you / your business

NGO Competitive

Volume of media . . .
response/activity comparison

Regulatory
pressure 2024 Focus
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Case Study: Coca Cola

Public policy risk matrix & lobby focus

EU initiatives on
" “health taxes”

EU restrictions £ S
@® cn caffeine . a)c:'v,,esrvtvl:lents’ li)eess;l::;lgoer;s C eﬁ?lgfy\;zglr:ted New or i_nc;":aseg prg:duct ‘
Advertisipg ﬁé‘g?b&'s Restrictions on use Disruptive/unfair s oo s
@ EU ban of BPA. K dela‘;red ai &7 of plastics packaging . O tE'BR tschemes L
iscriminatory nutrien
GHINGas RPLEeL proﬁlesr¥or claims ‘

Increased collection

Discriminatory nutrition
[ | P
and recycling targets

Plain packaging for labelling schemes

() "unhealthyg products

Misleading nano Mandato

@ B2n of advertising @ iabeiiing provisions @ BPA labelling dsgoss‘i:thseyns‘teetgg P
- to children >12y @ Restrictive novel Restrictive health Refillabl
O Snd i foods regulation @ [ian packages efillable quotas ¢
= @ of “Children” >12y National restrictions
e Restrictions on RIS, ®E IPEstives o Protectionism against
A= . VI Bottiad Watar corporate taxes sugar Umports «
w ational restrictions Restrictive data i
wv) on 8PA @ [ protection rules M.,.ﬁ_.’f,‘,’,’:,ﬁﬂ;’:,ﬁ,‘,‘g:{ [
D Mandatory tradin ®
= provisions (UTP?

P=Y EU initiatives on “product
s

v @ Mandatory provision quality” (sugar vs. HFS)
Cg C) BCERGHIN R0as EU definition of & Man;:laltlogv ﬁpviron- Introduction of new
SN - mental labellin
. E,‘i’,',{,“gi}i';ﬁgﬂ:{;‘:,g:t &> Carbon pricing @ portion sizes . PET trade remedies @
Mandatory water P lntr'oducl:tlonfofd Introduction of new
Mandatory criteria foc W% efficiency provisions ecolabel on foo sweetener trade remedies @
" green public procurement & Mandatory CO, emission
reduction targéts
Disruptive country of Mandatory ener Restrictive Eco-
. origin 'abel“ng prOVISiOI’\S reMc:rc"daat)t“oi;; (-] [ efficiencyryprovisgns Design for coolers e’

Mandatory country-by-
“  country financial reporting

EU ban of advertising MandEto 2o
@ : provisions
to children s12y ) for Iobbyirr‘\'g activities

Health & consumers &) Environment «  Taxation @ Trade & competition @ CSR and other

Likelihood to materialize

3
Classified - Internal use @%EUFO pe



Policy Legislation (Overall Impact)

Impact on

Advocacy Timing: Likelihood: Ability to Influence:

Priority Issue organisation / Financial Impact
members v |

4.0

List of Issues




Data Driven Choices

Impact =
ﬂx

Priority 2

(Reactive)

Priocity 4
- (Radar)

o Time
Priorfty 1
. AProactive)
qR
Ability to
influence
Priority 3
(Monitoring)

(o) ADVOCACY 2025 Strategic Planning
&) sTRATEGY



Focus is KEY

e | ooy | |

Active & Daily Proactive Weekly Position Paper
Priority 1 Meetings update Soc1al Media PPT
(Proactive) Campaigns Team Website Speaking Pts
Comms Meetings Infographics
Daily Reactive Monthly Social media  Position Paper
Priority 2 updates / PPT
(Reactive) team Speaking Pts
meetings
Priority 3 ~ Weekly Passive Quarterly No Position Paper
(Monitoring) Review
Priority 4  Monthly No Quarterly No None
(Radar) Review
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What to Prioritize

u
(e List the main ) C Step 2: (e Run the )

policy issues your assessment and

organization * Review what review the
faces metrics you want results
to use (financial,

timing,
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Setting Priorities

7 Y R (2 >
)| subiectss elolele] [elo]ole] [o]elele] [olo]cle] [elelolcl Il <
° Subject #2 ele ool oo e el oo eelseeelleesee QO
Q QOO0 OOOO OO OO OOOO @
0 QOOONTOCOOOOOO0 IOOQD |OOOO ®
Q QOO0 OOOO OOOO OCOOO OOOO ®
Q Subject #n QOO |COCOI0Q0O0 OO0 |OOOO -

2025 Strategic Planning
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SMART objectives even more key for Public Affairs

Strategic objectives

S Specific

Setting KPIs at the outset allows you to measure
your success

M  Measurable

A Achievable

Regular
strategy
reviews

Update plan
and engage

R Relevant

Refine plan
in light of
new aims

Assess
KPI
progress

T Timely

Reprioritize
objectives

~—_

(o) ADVOCACY | 2025 Strategic Planning
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Example Objectives

Improve the company’s reputation

Revised: Increase positive media mentions by 20% and improve customer and partner sentiment scores by 15% in annual reputation surveys by
Q4 2025.

Engage with key stakeholders

Revised: Organize quarterly meetings with at least 10 priority stakeholders and achieve a 90% participation rate by the end of 2025.

Increase public awareness of our issues

Revised: Launch a public awareness campaign across three social media platforms, aiming to increase follower engagement by 25% and achieve
at least 5 million impressions by mid-2025.

Build better relationships with government officials

Revised: Hold at least 15 individual or group meetings with government officials at various levels, achieving a 70% success rate in follow-up
actions and policy engagement by Q3 2025.

Manage Policy Risks / Shape the Policy Environment

Revised: Identify and engage with policymakers on three key legislative issues, aiming for policy shifts or amendments on two out of three
issues by Q4 2025.

Enhance our corporate social responsibility (CSR) efforts

Revised: Increase participation in CSR initiatives by 30% and publish a CSR impact report by Q2 2025, demonstrating clear outcomes in two
targeted communities.

Manage media relations effectively

Revised: Secure at least 10 positive press placements in major industry or national media outlets and maintain a media response time of less
than 24 hours for inquiries by Q3 2025.

Hold 4 stakeholder events in 2025

Revised: Plan, execute, and complete four stakeholder events by December 2025, with at least 80% positive feedback from participants and 60%
achieving follow-up actions.
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Understanding
the “What”
and “How” of
measuring
Government
Affairs success

What

How

@ AAAAAAAA 2025 Strategic Planning
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Measures of outcomes in Government Affairs (What)

Measurable Impact Demonstrate Impact

External ! Internal
i
= n: +++ I fR\
= m /= ! ag KRR
|
Freedom/ Costs Market Return on Internal
License to avoided opportunities/ investment stakeholder
operate Risk advantage perception and
Mitigation Revenue cross-functional
Generation collaboration
|
|
|
|
|
|
|

Clear / Aligned / Hardwired to Orgdnization / Timebound
I
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Example WHAT

01 Achieve a specific policy outcome (detailed outcome)

» KEY: Ensure A/ B / C product are included in the list of those exempted from the requirement
forX/Y /1

« SECONDARY: Ensure greater predictability through clearer process for updating the exemption
list

02 In a specific time frame (mapped out in advance)
¢ Inclusion of A/ B / C products in the exemption list in FY 2025 for financial impact in FY 2026

03 With a clear and measurable outcome for the business (positive/negative/neutral)
» Quantify the impact of exemption and also of delay (against first proposed timeline)

» Impact statement in addition to / where no quantification is possible - the impact of this
change on the business willbeD / E/ F

04 And able to show your impact (tabled amendment/key meeting/other)

» Show the final exemption list with your products in it
» Concrete government policy changes / delays in line with your proposals

» Public statements/positions by government officials reflecting your proposals and policy asks

@ ADVOCACY 2025 Strategic Planning 28
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Measurements of Government Affairs tactics (How)

Increased influence/ Improved external Media coverage and
credibility/reputation stakeholder perception sentiment analysis
Successful events / reports / Effectiveness of contracted : s
: Effectiveness of associations
campaigns consultants

Clear / aligned / hardwired to your priorities / timebound

(o) ADVOCACY 2025 Strategic Planning 29
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Example HOW: Stakeholder outreach

01 02 03 04

Measure number of Assessment of Assessment of meeting  Follow up on what
meetings(in year/ quality/influence of (positive/negative/ happened (tabled
campaign/period) the stakeholder you neutral)* amendment/asked
were meeting question/other)
(mapped out in
advance)

Held 10 positive meetings with tier 1 stakeholders in Q2 with a view to tabling, and getting support for
amendment XX

* Done in accordance with EU GDPR

@ ADVOCACY 2025 Strategic Planning 30
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Example HOW: Stakeholder outreach

Who: decision-makers, key Who: MPs (and wider Who: wider MPs and Who: public critics of
influencers, advocates, stakeholders) identified in stakeholders organization
potential advocates mapping as issues based
targets
KPI: knowledge and KPI: minimising public
KPI: advocacy KPI: immersion understanding opposition
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Example HOW' Detailed Measurement

et L Ter2 L Terd L Detractors

1 meeting per half 1 meeting per year » Engaged once per year on » Reactive response to public

Outcomes

Impact

Attendance at one event or
visit a year

Engaged once a quarter on
issues (mail outs, etc.)

Better understanding of the
business: measured through
meeting sentiment

Number of positive mentions
in Parliament, media and
social media

Permissive business
environment
Avoidance of punitive
regulatory action

Attendance at one event or
visit per year

Engaged once per half on
issues (mail outs, etc.)

Understanding, and visibility
of activity

Number of times organization
positively engages with key
stakeholders on priority issues
Number of public
interventions from key
stakeholders on priority issues

Seen as a leader on priority
issues

issues (mail outs, etc.)

» Better understanding of the
business: measured through
levels of engagement

* More balance in the debate as
more key stakeholders are
neutral or balanced in their
opinions of the organization

criticism of the business
Number of responses to
criticism and how quickly we’ve
responded

A reduction in negative
sentiment experienced in
engagement

A reduction in the number of
negative mentions in
Parliament, media and social
media

Fewer public incidences of
opposition to or criticism of the
organization

o o ADVOCACY
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Measurement has Challenges

1. Attribution challenges (due to simultaneous
advocacy efforts by different stakeholders)

Tip: seek to identify tangible and credible proof
demonstrating impact

2. Long - term impact

Tip: break down longer-term outcomes into
meaningful milestones and show how those
position you for achieving the final outcome

3. Qualitative vs quantitative measures

Tip: balance data with anecdotes, stories and
other qualitative metrics

4. Influence of external factors

Tip: be aware and manage expectations

5. Subjectivity
Tip: seek external validation to ensure objectivity

6. Tailoring metrics vs one size fits all

Tip: tailor your metrics to the context and your
organization

(O) ADVOCACY | 2025 Strategic Planning
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Communicating Success




Example: Mars CA dashboard

= ( Y Y N
$2  SURPRISES x/xperiods STAKEHOLDER X/XX | SEGMENT CO-CREATED PRIORITIES
T . l ' th ‘_.2 W i 0 | PARTICIPANTS (2013 = xx) m;.?: ,.3: COUNTRIES
allorin g e 5? g ISSUE REPORTING 1 ",.'l,’:,.‘ :'75: .Z; ‘ol i :;.:m.:;.
® £ ) ¢ XX +Cls: ¢ «NA: -
a roach to S38% ONEMARS X% | —= =< v [N e bctsondon
pp “es? ~ | EXTL STAKEHOLDER APPROVAL X% Chocolate || Food |
I V) o | R e || wigey |

nEENENE)]
and tracking to

Progress onRTBin all blueprlnt markets

o |
$oM $xM $xxM $xxK
LA $xM META $xxK NA $xxM
$xM $xk $xM

availability

the needs,
culture and

Strategy 2
Promote growth by removing
barriers to scale, mental &physical develop positions on critical

a D @

e Gallup C03 >x.xx 1 xx/xxMars U PA Training EOT SCORES

resources of the By ewmmenw o on e w (Gl
° ° 2:? [smcmm uu’} [ FT PALT ] W METAL  NA ) e
organization By mme e a0
5% £ mm:'congs INTER1TRADE |/ _ R TOP i ) E——
g% APAC  CHINA  CS  EU LEADER XX / XX ACCOUNTASIATY.
8 (W MR om y \INTERACTION j RO
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Example: Timeline

‘ End of PE mandate W European Elections Wl First plenary of new EP ‘ End of Commission manciate
S commissioner hearings
) SCOPAFF Residues - TBC SCOPAFF Residues - TBC SCOPAFF Residues - TBC
§ i Export Ban - Staff Working Document - TBC
) Coreper1 ) Agrifish " wep
) Coreper! Iwe " we
Coreper | 0 ‘Conpcrl
NGTs OConpcrl 0Couporl
wo ’Conp.rl
¥ WP ) Coreper|

rs ) Vote in Plenary > Council General Approach

‘ Deadline for withdrawal by Commission

Regulation

..., Counil negotiations

‘GM OGM ’GM 0@0 ‘GM ’GM ’GM

U Legisl ! Legislation | Legislation 1 Legislation
| Residues ! Residues ! Residues ! Residues

! Legislatiof

'; og
Bl B
=
&
L]
3 g
3

@ ADVOCACY 2025 Strategic Planning
. . STRATEGY



Example: Dashboard template

Updated: April 2024

. [ § | | . I . I .
Environment Highly unfavourable Unfavourable Neutral Favourable Highly favourable
Issues Risks-opportunities: £XX Overall contribution (March 2024)
Country Issues Status Sm impact
- A 11 £45.1m
Netherlands B £XX
- c I . Financial contribution (What) | Future foundations (How)
S L ‘B‘ TBC v' XX: Delayed XX( £8m) v' Political outreach across
> C spectrum in XX building for
N . . v .
‘ ' i . = . . XX: Tax ended (£6m) future
rance C £XX .
¥' XX: Ban removed (£1.1m) v" New trade association
A - v X created in XX country
‘ ' Belgium B £XX
C . . .
== v X v New key relationships built
% Norway 5 — 1] o0 Issues in XX country
C . - Key wins
11 v X
+ i é £XX
Finland c - - - £XX / X
A
{: Sweden B B £XX
c 1
AR A — 1
Denmark B £XX
W c 1

©

ADVOCACY
STRATEGY
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Communicating Public Affairs Success

Tools to be leveraged

« Align objectives and outcome measures with the « Presentations in internal
organization at the planning stage forums (townhalls, business
meetings, team meetings
* Ensure the organization buys into the chosen metrics etc.)

» Track your progress against your KPls * Newsletters

. . . . e Trackers
« Communicate milestone achievements and major

evolutions on key priorities throughout the year * Internal Reporting

e Dashboards

« Regularly assess and evaluate progress against KPIs . Blogs / Videos

to adjust strategy or adjust objectives (e.g. for long- .
term advocacy efforts) » Ad-hoc email updates
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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
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Strategic Planning is based on an
ability to align with your
organisation on their priorities,
match these to the external
environment and then build a
process to deliver.

Policy Mapping is the foundation.
Outcome based objectives are
the driver. Dashboards are the

shop window to your
organisation.

This process takes time and effort
to create but the investment will
be worthwhile.

Be sure to only accept outcome-
based objectives and tactics as
they help you explain and
measure.

Be sure to tailor what you build
to the specifics of your
organisation (language / visuals).

This process is the backbone of
successful Public Affairs.



