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“The interplay between global 
politics and economics is shaping 
a new era of business challenges. 
Political instability, sanctions, and 
evolving multilateral agreements 
redefine market access and 
operational feasibility, leaving 
businesses increasingly dependent 
on robust public affairs strategies 
to mitigate risks and align with 
shifting regulatory landscapes. In 
this scenario, organisations cannot 
do without a measurable matrix 
that allows them to understand the 
impact of their strategies.”

Rahul Sharma,  
Managing Director,  
US India Business Council (USIBC)
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“Public affairs has evolved into a strategic function that connects the external 
environment with business aspirations. In a dynamic and ever evolving world as ours, 
a well-structured and effective Public Affairs function can ensure that businesses can 
navigate and adapt to regulatory, social, and political changes, without disruption.”
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Q. Which industry does your organisation operate in?
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Q. What is the size of your organisation?
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Table 1: Size of the Organisation vs Size of Public Affairs Team
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Q. What is the size of the Public Affairs team within your organisation?
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Q. Who does the Public Affairs Function report to?
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Q. What has been the impact of the policy changes on your organisation in the

     last 3-5 years?
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Q. Rate the importance of the following policy areas for your organisation:
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Q. Is there a formal process at the Board of Directors level for presenting/

    discussing the impact of geopolitical and public policy matters?
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Q. How do your business leaders prefer to stay updated on aspects related

     to Public Policies?
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Q. How do your business leaders prefer to stay updated on aspects related

     to Public Policies?
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Q. Which government entities does your organisation work with? If so, could you

    describe the nature of the collaboration and its outcomes? 
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Q. Which government entities does your organisation work with? If so, could you

    describe the nature of the collaboration and its outcomes? 
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Q. Which government entities does your organisation work with? If so, could you

    describe the nature of the collaboration and its outcomes? 
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Q. Which of the following makes up most of your responsibility?

Responsibilities of the Public Affairs Team

1.80

1.48 1.46
1.36

1.20
1.17 1.13

1.04
0.87

0.71

Im
p

o
rt

an
ce

, S
co

re
 O

u
t 

o
f 3

��
��
��
���

��
��
��

��
���

��
��
��
��

��
��
��
�
��
��
��

��
���

��
��
��
��

��
��

�
��
�

���

��
��
��
�


��
�

��
�
	�
��
��
��
��
�
��
��
��
��
�

��
�


��
�
��
��
��
���

��

��
��
��
��
��
��

�
��

��
��
��
��

�
�	
��
�
��
��
��
��
��
��
��

�
��
���
��

�
�
���
��
���
���
��
��
��
�
��
��
�	

�
��

�

��
��
��
���
���
��
��
��
��
��
��
��
��

��
��

�

��
���
��
��
��
��
��
��
��
��
��
��

��
��

�



35



36

Q. Is the PA/ CA team involved in educating customers, suppliers, and partners

    on relevant policy matters?
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Q. Which government entities does your organisation work with? If so, could you

    describe the nature of the collaboration and its outcomes? 
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Q. How closely does the PA/CA function work with business teams?
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Q. How closely does the PA/CA function work with business teams?
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Q. Is PA/ CA part of a standing committee in your organisation on important

    policy matters like Taxation issues, Labour issues, Trade matters, R & I, etc.,

    that reviews the policies?
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Q. What are the top challenges faced by the public affairs function? 
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Q. What are the challenges in measuring the impact of the Public Affairs/

    Corporate Affairs Function on the organisation? 

Challenges
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Q. What are the metrics used to evaluate public affairs performance?  
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Q. How do you measure the impact of the Public Affairs/ Corporate Affairs function?
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Q. How frequently is the PA/ CA function reviewed?
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Q. How often does your PA team seek feedback from other departments (legal,

    compliance, operations) during policy evaluations?
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“In today’s hyper-connected and increasingly unpredictable world, Public Affairs is no longer 
confined to managing government relations or influencing policy. It has evolved into a strategic 
function that actively shapes the external environment, enabling businesses to anticipate 
change, mitigate risks, and align their operations with the evolving expectations of regulators, 
stakeholders, and society. For the function to succeed, we need an accurate model that allows 
us to measure how well we are doing. I compliment Ranjeet Goswami for taking the initiative to 
provide a framework for this function.”

Ajay Khanna,
Co-Founder, PAFI and Group Strategic Advisor, 
Jubilant Bhartia Group
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S. 
No. 

Scale Description 1-3  

(Low Impact)

4-7 (Moderate 

Impact)

8-10  

(High Impact)

1. Impact 

Quotient

Measures the 

severity of the 

policy change 

on business 

operations/

model.

Minor 

adjustments, 

no significant 

impact on 

business.

Noticeable 

adjustments, 

potential for new 

opportunities or 

challenges.

Major shifts, 

significant 

change, either 

disruptive or 

transformative.

2. Predictability 

Quotient

Assesses how 

predictable 

and 

consultative 

the policy 

change 

process is/was.

Policy 

announced 

well in 

advance, 

with multiple 

rounds of 

consultation 

with 

policymakers. 

Expected policy 

change, but 

time of change 

is unpredictable; 

there are limited 

consultations 

and some 

transparency in 

the process.

Unforeseen 

policy change, 

immediate 

impact, no 

consultations, 

zero 

transparency.



50

S. 
No. 

Scale Description 1-3  

(Low Impact)

4-7 (Moderate 

Impact)

8-10  

(High Impact)

3. Alignment 

Quotient2

Evaluates 

how well 

the business 

(product 

and services) 

are aligned 

with the host 

country’s 

economic 

priorities, 

sustainability 

guidelines, 

are socially 

acceptable, 

and level 

of comfort 

in bilateral 

diplomatic 

relations.

Favourable 

bilateral/ 

multilateral 

business 

relations; 

sector well 

aligned to 

economic 

priorities; 

socially 

acceptable 

and 

environment-

friendly 

products and 

services.

Neutral bilateral 

relations; 

somewhat 

aligned to 

economic 

priorities, 

socially or 

environmentally 

neutral products 

and services.

environmentally 

neutral products 

and services.

Unfavourable 

bilateral 

relations; no 

alignment 

of sector to 

economic 

priorities; 

socially or 

environmentally 

unfriendly 

products and 

services.

4. Effect 

Quotient

Assesses the 

flexibility and 

scope for 

engagement 

in policy 

changes-

legislative 

versus 

regulatory 

change.

Stable, well-

defined policy 

changes 

with clear 

timelines and 

compliance-

friendly 

regulations 

originating 

from formal 

legislative 

processes.

Some ambiguity, 

scope for 

clarifications 

and significant 

compliance 

requirements.

Highly 

ambiguous, 

open to multiple 

interpretations, 

possible further 

revisions or 

advocacy, heavy 

compliance 

requirements 

with penal 

provisions in the 

legislation.
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Revenue

Market Access

Compliance Cost
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Economic Stability
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Bilateral 

Relations

Economic 

Importance 

of the Sector

Industry 

Perception
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S. 
No. 

Scale Description Score 1-3 

(Complete 

Clarity)

Score 4-7 

(Moderate 

Clarity)

Score 8-10 

(Least Clarity)

1. Genesis of 

the challenge 

and internal 

alignment.

Understanding 

of the root 

cause of 

the change 

and extent 

of internal 

alignment.

Full 

understanding 

of the origin 

of the change 

and complete 

internal 

consensus.

The origin of 

the change 

is known and 

understood 

partially. 

Partial internal 

consensus.

Little or no 

clarity on 

origin. Internal 

stakeholders 

disagree. 

2. Stakeholder 

Identification.

Identification 

and mapping 

of key 

stakeholders.

Process and 

stakeholders 

thoroughly 

mapped.

Stakeholders 

identified but 

not mapped; 

process unclear.

Stakeholders 

not identified 

or unmapped; 

no knowledge 

of the process.
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S. 
No. 

Scale Description Score 1-3 

(Complete 

Clarity)

Score 4-7 

(Moderate 

Clarity)

Score 8-10 

(Least Clarity)

3. Industry 

Support and 

Alignment.

Degree of 

alignment 

between the 

organisation 

and the 

broader 

industry/ sector.

Views of the 

organisation 

fully aligned 

with broader 

industry view.

Industry has 

varied or 

diverse views 

which partially 

align with the 

organisation. 

No alignment 

between the 

organisation 

and the 

industry.

4. Narrative/POV 

Alignment.

Alignment 

of the 

organisation's 

narrative with 

the external 

narrative and 

industry POV.

Fully aligned 

narrative; own 

organisation 

narrative 

accepted as 

industry ask.

Narrative exists 

but is not 

comprehensive; 

own 

organisation’s 

asks partially 

included.

No external 

narrative or 

alignment; 

disjointed 

views.
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S. No. KPI Description Linked Parameters

1. Revenue Loss 

Due to Policy 

Impact

Tracks any 

revenue loss 

attributable 

to new policy 

changes.

•	 Pillar 1: Impact Assessment—Revenue 

Implications.

•	 Pillar 3: Advocacy Planning (in some cases).

2. No Surprises 

on the Policy 

Front

Assesses the 

ability of the 

PA team to 

anticipate 

policy shifts.

•	 Pillar 1: Impact Assessment—Predictability 

Quotient and Effect Quotient.

3. Effectiveness 

of Alignment 

Quotient

Measures the 

organisation’s 

ability to adapt 

to unfavourable 

policies.

•	 Pillar 1: Impact Assessment—All Quotients.

•	 Pillar 2: Internal Preparedness—Readiness 

Quotient (ability to adapt based on the 

impact of the change and readiness/

flexibility of the business).
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S. No. KPI Description Linked Parameters

4. Stakeholder 

Relations

Evaluates 

how well a 

PA function 

maintains 

relations with 

government 

bodies and 

civil society 

stakeholders.

•	 Pillar 1: Impact Assessment—Alignment 

Quotient.

•	 Pillar 2: Internal Preparedness— 

Stakeholder Identification.

•	 Pillar 3: Advocacy Planning.

5. Engagement 

in 

Committees

Tracks 

participation in 

relevant policy 

forums.

•	 Pillar 1: Impact Assessment—Alignment 

Quotient.

•	 Pillar 2: Internal Preparedness— 

Stakeholder Identification, Industry 

Support and Alignment, and Narrative/POV 

Alignment.

6. Collaboration 

with 

Business 

Units

Assesses 

alignment 

between 

PA function 

and business 

priorities.

•	 Pillar 1: Impact Assessment—Impact 

Quotient.

•	 Pillar 2: Internal Preparedness— 

Stakeholder Identification and Narrative/

POV Alignment.

7. Compliance 

with 

Regulatory 

Changes

Tracks the 

alignment 

between 

companies’ 

processes and 

new regulation 

changes.

•	 Pillar 1: Impact Assessment—Impact 

Quotient –Compliance and Regulatory 

Costs.
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S. No. KPI Description Linked Parameters

8. Reputation 

Management

Monitors any 

reputation 

damage due 

to policy or 

regulatory 

issues.

•	 Pillar 1: Impact Assessment—Impact 

Quotient.

•	 Pillar 2: Internal Preparedness—Industry 

Support and Alignment, and Narrative/POV 

alignment.

•	 Pillar 3: Advocacy Planning.

9. Policy Wins 

and Losses

Tracks the 

outcomes of 

policy advocacy 

efforts.

•	 Pillar 1: Impact Assessment—Impact 

Quotient and Effect Quotient. 

•	 Pillar 3: Advocacy Planning.

10. Crisis 

Response 

Time

Time taken 

to respond to 

sudden policy 

or regulatory 

changes.

•	 Pillar 1: Impact Assessment—All quotients.

•	 Pillar 2: Internal Preparedness—Readiness 

Quotient.

•	 Pillar 3: Advocacy Planning.

11. Building 

Industry 

Consensus 

The ability of 

the team to 

influence the 

shaping of 

the industry 

narrative.

•	 Pillar 1: Impact Assessment—Alignment 

Quotient.

•	 Pillar 2: Internal Preparedness – Readiness 

Quotient – stakeholder identification and 

Industry Support and Alignment.

•	 Pillar 3: Advocacy Planning – could be part 

of the advocacy efforts of the PA function.
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S. No. Measure Weightage

1. Goals based measure

•	 How well do the chosen KPIs align with the organisation’s 

interests.

•	 Prioritisation of stakeholders and policy matters to achieve 

goals.

Regular / High

2. Effort based measure 

•	 Mapping and engagements with relevant stakeholders.

•	 Relevant events and discussions curated/or participated in.

•	 Participation by organisational leaders in various policy forums.

•	 Thought leadership submissions to government/media.

High / Very 

High

3. Outcome-based measure3

•	 Impact of PA team’s efforts on policy outcome- policy wins/ 

losses.

•	 Industry alignment achieved by the team.

•	 Key working groups and committees adequately represented.

•	 Key red flags identified accurately and mitigated.

High / Very 

High

4. Stakeholder survey-based measure

•	 Understanding what stakeholders feel about the 

contribution to the policy ecosystem.

Regular / High

5. Revenue-based measure

•	 Any direct contribution that positively impacts revenue or 

saves losses.

•	 Contribution to/ leading Strategic business development 

initiatives.

High / Very 

High



71



72



73



74



75



76



77



78



79



80

Ms. Lakshmi Kanchaan 
Executive Director, PAFI

www.pafi.in
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