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What the Best Globally 
Integrated PA Teams Do…

• Public affairs goals support business goals

• Regularly communicate priorities/ accomplishments to all 
internal stakeholders

• Establish a consistent issues management system 

• Engage other departments in public affairs planning/activities

• Showcase what successes mean to the business and what risk 
avoidance has meant to the company
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What Does McKinsey Say?

Three organizational principles leading 
companies apply to decrease problems, 
increase value

McKinsey Quarterly: Organizing the government-
affairs function for impact, 2013



What Does McKinsey Say?

1.) Clarify Scope and Structure

• Top companies excel at economic analysis and 
stakeholder engagement

• Tasks like identifying issues early and 
gathering compelling international 
benchmarks anticipate broader range of 
outcomes

• Understand and map stakeholders



Ex. HP Stakeholder Mapping, China



What Does McKinsey Say?

2.) Orchestrate Activities Across the 
Business

• Stay connected to business; never get isolated

• Proactive issue identification and early 
engagement

• Function = “broker of intelligence”

• Ex. Host ongoing roundtables to help 
colleagues in other functions understand/ 
address/respond to regulatory issues



What Does McKinsey Say?

3.) Build Talent and Accountability

• Leaders coordinate effectively across business 
units, getting – and keeping – respect and 
attention of senior management

• Cross-pollinate talent with rotation programs 
moving staff between PA/business units

• Clear metrics



McKinsey, How to reinvent the external-affairs function, 2016



Issues 
Management



Value of Issues Management

• Understand and monitor emerging issues 

• Avoid crisis and reputational damage

• Tackle legislative or regulatory issues before 
they impact business

• Issues do move geographically

• Provide demonstrable ROI to the rest of the 
organization
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An effective issues 
management system is the 
easiest and most effective 

way to showcase public 
affairs ROI to your 

organization. 



Issues Management

1. Follow a process
– Identify and analyze issues

– Prioritize

– Execute

– Evaluate

2. Use an open architecture 
– Build a model permitting input and evaluation by others. 

An issue life cycle is dynamic, so be flexible.

3. Get leadership commitment 
– It’s more important than process and design.



#1: Issue Identification & Analysis
• Internet

• Contract lobbyists and vendors

• Internal stakeholders and business units 

• Associations and coalitions 

• Media monitoring

• Social media monitoring

• Consideration of key trends

• Discussions with third parties



Issue Analysis

• How does this issue affect us?

• Who has management responsibility?

• What is the level/intensity of media interest?

• What are the legislative/reg/legal implications?

• What do we know about public opinion?

• Who are our key adversaries?

• What are our competitors saying and doing?

• What have we said and done in the past?

• Has this transpired in other geographic markets?  



Issue Analysis & Tracking
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Issue/Topic Objective Estimated 
Savings

Outlook Involvement Status

Definition(s) 
of Success

Financial 
impact –

earnings &/or 
savings

Chance of 
success; any 
mitigating 
circumstances; 
likelihood of 
opponents’

success

Who: issue 
owner; GR staff; 
associations; 
coalitions; 
patient advocacy 
group, etc.

Milestones, 
progress 
reports, final 
outcome

Issue 1

Issue 2

Issue 3

Issue 4
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Ex. Issue Assessment
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Example India – IM Tracking
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Step #2: Prioritize 



Ex. Telecommunications Company

Affectability

Im
p
o
rt

a
n
c
e

Wireless/Spectrum Issues

E-Government Opportunities
Cyber Crime/Security

Digital Rights/IP

Voice Over IP

Privacy 

Issues

Network Neutrality

Patent Reform

E-Learning  Initiatives

H-1B Visas

R&D Tax Credit Energy Efficiency

E-Recycling



Ex. Manufacturing Co.
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Community Issue Prioritization
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Ex. Coca-Cola EU
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Step #3: Execute

• Contain: Minimize its spread

• Embrace: Join the cause

• Broaden: Give it some context

• Surround: Bury it in good news

• Monitor: Watch, but don’t take action

• Engage: Challenge opponents and involve 
all resources
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Execution Begins with 
Communication

• Is system in place to alert key internal 
stakeholders when issue is emerging? 

• Track issues, share content & allow for 
two-way info sharing 

– Intranet site

– Shared document

– Sharepoint

– CRM
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Ex. IM Intranet Site
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Critical for Success

• Cross-functional teams

– Issue experts, comms experts, PA/GR experts, 
business experts & geographic/cultural 
context

• Engage from issue identification step 

• Regularly connect on progress

– Regular calls/video conference

• Clearly identify issue owners, managers 
and manage expectations
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Cross-Functional IM Teams
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Track for Geographic Patterns 
Over Time

• Level of regulation market-to-market

• Priority issues, color-coded by key 
stakeholder engagement 

• Issues by coverage
or tonality 

• Issues by industry 
success



Step #4: Evaluate

• Get internal and external stakeholder 
feedback

• Look for areas of improvement

• Share learnings across the team

• Adjust the plan for next time
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Assess IM Process

• Was issue identification effective?

• Was prioritization process accurate?

▫ If you have 50 priority issues, you have none

• Was issue analysis accurate? 

▫ Impact, public opinion, adversaries, allies

• Did you engage the right internal contacts? 

• Were issues managed effectively & efficiently? 
Timely?

• Was a historical record created on issue(s)?

• Use information gathered to improve process



What to Measure

• Goal achievement

• Change in stakeholder perception of issue

• Reputational impact

• Media tonality

• Confinement of issue (scale, scope)

• Cost avoidance (impact to bottom line) 

• Impact on jobs 

• Business opportunity, market advantage, freedom 
to operate

• Stakeholder satisfaction 



Exceeds 
Expectation

Meets 
Expectation

Did Not Meet 
Expectation Feedback

How would you 
rate content of 
our issue 
comms? 

How responsive 
were we to your 
business needs? 

How would you 
rate your level of 
engagement on our 
key issues? 

Internal IM Stakeholder 
Satisfaction Survey
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