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Policy-shaper

Agenda-setter

Issue (policy)

Competition for attention
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Objective 
Setting (KPIs)

Intelligence 
(Issue) 

Gathering

Stakeholder 
Mapping

Data
Direct or 
Indirect 

Engagement

Messaging & 
Channels

Evaluation

Choices
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Cost
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Link to performance

Past-Future

What to monitor

How to Process

Success factors

Key people

Go-to people
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Focus Groups
Evidence
Science

Facts
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Transparency
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Consultants

Outreach tactics

Materials
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Pre & Post
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Adapting
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PREPARATION ENGAGEMENT FEEDBACK LOOP

© Quorum Analytics
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Public affairs strategy

via Aaron McLoughlin & Iskander De Bruycker



What does 
success look like 

to you?



Start with….

+ what’s the current situation (political, legislative, key players, influencers)



What is the problem and why is it 
a problem?

Why should we
[the government] act?

What should be achieved?

What are the various options to 
achieve the objectives?

What are policy makers 
thinking?



What are policy makers 
thinking?

What are the economic, social and environmental 
impacts and who will be affected?

How do the different options compare in terms of 
their effectiveness and efficiency (benefits and 
costs)?

How will monitoring and subsequent 
retrospective evaluation be organised?



Managing issues
What does your organisation 
consider an “issue” from a PA 
perspective?

Type in the chat box.



What is an Issue
(in public affairs) ?
Short term
a (potential) external threat or opportunity beyond the 
discretionary authority of management.



What is an Issue
(in public affairs) ?
Short term

Long term

a (potential) external threat or opportunity beyond the 
discretionary authority of management.

the gap between organizational actions and 
stakeholder expectations.



The ultimate goal

The process used to help your [client’s] 
organization conduct public affairs “on purpose” 
rather than “by accident.”



The ultimate goal

The process used to help your [client’s] 
organization conduct public affairs “on purpose” 
rather than “by accident.”

This also requires a detailed understanding of the 
process (workflow) through which an issue is 
“decided”.



Scenario Planning

Scenarios are made up of a set of issues pointing 
to alternative outcomes (“what if?”). 





© McKinsey



1. Is the issue reputation or policy-related? Is it both?
2. Has everyone in the organization with a stake in the issue been 

asked for input?
3. Can you predict/quantify the issue’s impact and trajectory?
4. Have you created a grid based on

a. importance/impact
b. affectability (your or allies’ level of influence on the issue)?

5. Is your key goal/objective for each issue clear?
6. Do you have a practical/tactical plan in place to reach this 

objective?
7. What is an acceptable outcome (“how do you define success”)?

Issue Management Questions



Sample Issue Tracking Chart



“The quickest way to destroy shareholder
value is to ignore stakeholders”

Why manage 
stakeholders?



Why manage 
stakeholders?
“The quickest way to destroy shareholder
value is to ignore stakeholders”

“Win business, protect and enhance your 
[clients’] position, build your brand”
-CH2M Hill Corporation



Stakeholder strategy:
4 main reasons

Moral or philosophical reasons (CSR)

Practical reasons (license to operate)

Strategic planning reasons
(identifying opportunities and threats)
Preparing for crisis management



Who are considered typical 
stakeholders for your organisation?

Type in the chat box.
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Investors
Employees
Suppliers
Customers

Directly involved

Government
Political Parties
Trade Unions
Community groups

Policy stakeholders

NGOs
Production site local 
community



Employees

Competitors
• Indirect Competitors
• Direct Competitors

Financial Institutions
• Banks
• Brokers
• Stock Exchanges

Trade Unions

Business Consultants
• PR Agencies
• Marketing Professionals

Customers

• Prospects
• Clients

Management
• Board of Directors
• Supervisory Commitee

Suppliers

Government
• Local government
• Regional government
• National government

Shareholders

Retailers

Stakeholder
Map



Stakeholder Mapping



Keep in mind...

Stakeholders are generally linked to ‘issues’.

Each issue may have its unique cohort of stakeholders. 



Questions?

5-minute break



Stakeholder Identification



Mapping out the 
decision-making 

workflow



Mapping out the 
relevant stakeholders 

in each phase



How do you currently identify 
relevant stakeholders?

Choose one or more options.

A. We (or our clients) usually know all relevant stakeholders.
B. We use our political networks and local knowledge.
C. By monitoring press and social media.
D. We use software to identify policy and non-policy stakeholders.
E. Other means (please specify in the comment box)



Mapping 
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(Medical)



Mapping 
Stakeholders

(Medical)

Patient awareness
Access to medicine
Drug pricing

For which issue? E.g.:



Example:

Marathon divides stakeholders into 6 categories
Investors
Governments
Communities

Employees
NGOs
Industry



Example:

Marathon divides stakeholders into 6 categories
Investors
Governments
Communities

Employees
NGOs
Industry

For each category, it tracks engagement and priorities

Corporate engagement
Operations engagement

Top [business] priorities



• Business strategy 
and contiunity

• Risk and 
reputation 
management

• Financial 
performance

• Net reservers
• Nature of 

operations

• Regulatory 
compliance

• Taxes and royalties
• Energy demand
• Economic 

development
• Job creation

• Local employment
• Environmental 

footprint
• Local supplier 

opportunities
• Impacts of shale 

development
• Land Access and 

compensation

• Health and safety
• Business continuity 

and success
• Professional 

development
• Benefits

• Human rights
• Water impacts
• Hydraulic 

fracturing
• Air emissions
• Revenue 

transparency
• Sustainable 

development

• Shale exploration 
and development

• Contractor 
management

• Technology 
innovation

• Health and safety
• Public policy 

positions
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Stakeholder Classification
& Prioritization



Key questions to ask
How do you identify stakeholders?

How interested/legitimate are those stakeholders?

What is their agenda?

To what extent should you pay attention to each:
Which stakeholders are most important?
How do we set priorities?
Do we need separate strategies for different groups?
How do we balance stakeholders’ (conflicting) interests?



Sample
Stakeholder Map

Johnson & Johnson

Impact | Accessibility
Influence | Interest



Satisfy
High Influence, Low Interest
These stakeholders are highly influential but they don’t have 
a lot of interest, nor are they actively engaged Project. 
Consider their objectives and keep them satisfied to ensure 
they remain strong advocates. Getting them off side poses a 
risk.
Examples
• Regulators (eg. EPA, FDA, Tax)
• Administrators (ie. With discretion over budgets
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Manage
High Influence, High Interest
These are your key stakeholders. They have a lot of influence 
and a strong interest in the outcomes. Manage these 
stakeholders well to build strong relationships and ensure you 
retain their support. Involve them in decisions and engage 
regularly.
Examples
• Trade Unions
• Politicians and senior officials
• Investors
• Senior Management
• Project Sponsors
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activity from time to time to stay on top of their involvement. 
Their relevance may change over time. Communicate to 
keep them informed and encourage their interest.
Examples
• Support/Complementary Services



Satisfy
High Influence, Low Interest
These stakeholders are highly influential but they don’t have 
a lot of interest, nor are they actively engaged Project. 
Consider their objectives and keep them satisfied to ensure 
they remain strong advocates. Getting them off side poses a 
risk.
Examples
• Regulators (eg. EPA, FDA, Tax)
• Administrators (ie. With discretion over budgets

Manage
High Influence, High Interest
These are your key stakeholders. They have a lot of influence 
and a strong interest in the outcomes. Manage these 
stakeholders well to build strong relationships and ensure you 
retain their support. Involve them in decisions and engage 
regularly.
Examples
• Trade Unions
• Politicians and senior officials
• Investors
• Senior Management
• Project Sponsors

Monitor
Low Influence, Low Interest
These stakeholders sit on the periphery of the Project. They 
are neither interested or have much influence. Monitor their 
activity from time to time to stay on top of their involvement. 
Their relevance may change over time. Communicate to 
keep them informed and encourage their interest.
Examples
• Support/Complementary Services

Inform
Low Influence, High Interest
These  stakeholders have a strong interest in your Project 
but very little power to influence it. Anticipate their needs 
and keep these stakeholders informed to ensure their 
continued support. Consult on their area of interest and use 
their input to improve your chances of success
Examples
• End users of program or product
• Members of the community
• Community Action groups
• Media outlets



Example:
Media and 

the UK’s NHS



Example:
Identifying EU NGO

Engagement Partners 
on Pesticides



Political/Public
Influence



Stakeholder Impact area Score Comments

Core 
business

Suppliers Investors

NGOs  Main motivator 
is donations

World Wildlife Fund 3 5 3 3.6 Best 
understanding 
of core issues

Friends of the Earth 5 5 3 4.3 Most friendly to 
our business

Category    3.6  



Another approach



How to choose allies?

1. Influence on the issue (or on other stakeholders)

2. Knowledge of / contribution to the issue

3. Legitimacy of claim on issue

4. Willingness to engage

5. Necessity to legitimize process

6. Cost of engaging

Six Considerations



http://files.chemicalwatch.com/Brexitletter1610.pdf

Messaging and communications

http://files.chemicalwatch.com/Brexitletter1610.pdf


What it takes to be an 
effective ‘shaper’
What is the difference between 
persuasion vs. manipulation?

Type in the chat box.



http://files.chemicalwatch.com/Brexitletter1610.pdf
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http://files.chemicalwatch.com/Brexitletter1610.pdf


http://files.chemicalwatch.com/Brexitletter1610.pdf

Chemical industry & NGOs joint letter in the FT
on Brexit and REACH

http://files.chemicalwatch.com/Brexitletter1610.pdf


http://files.chemicalwatch.com/Brexitletter1610.pdf

KPIs & Measurement

http://files.chemicalwatch.com/Brexitletter1610.pdf


Measuring success: KPIs
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Measuring success: KPIs

# of surprises per year



Measuring success: KPIs



21 
ingredients 
for effective 

‘‘shaping’’

1- A short description of what the issue is about.

2- Know the background to the proposal

3- Understand the legal format and implication of the proposal

4- Know the process (and where you are right now)

5- Know who’s involved & influential from the government side

6- Why does it matter to you (your client) and quantify it

7- Have a realistic political goal

8- What is your reasonable worst case scenario

9- What is the voting history (to help prediction)

10- Have ”deep” facts backed up by scientific evidence

11- Have a devil’s advocate

from Aaron McLoughlin https://www.aaronmcloughlin.com/



21 
ingredients 
for effective 

‘‘shaping’’

12- Be transparent about what you don’t know

13- Have new research done (in time)

14- Have the ideal draft legislative text ready

15- Who is the true decision-maker

16- Know who your allies are

17- Have an appropriate budget

18- Have a media and social media plan

19- Sometimes old school, face to face communication is best

20- Track your efforts in a software application

21- Get going

from Aaron McLoughlin https://www.aaronmcloughlin.com/



Questions &
Comments?

abaneth@pac.org | linkedin.com/in/andras-baneth

mailto:abaneth@pac.org

