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Scope of Survey

• Organizational Background and Reporting Structure

• Strategic Goals, Functional Activities and Outcomes

• Current and Future Staffing 

• Current and Future Spending

• Professional Services Firm Utilization

• PAC Management

~150+ variables analyzed

3

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Participants receive custom reports 
tailored to their organization, with 
peer comparisons based on industry, 
size and strategy

Government Affairs Resource Benchmarking Initiative
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Organization Type
PERCENTAGE OF RESPONDENTS*

51%

49%

ASSOCIATIONS** CORPORATIONS

Organization Size
PERCENTAGE OF RESPONDENTS

23%

26%

16%

41%

3-5 PEOPLE

1-2 PEOPLE

6-10 PEOPLE

11+ PEOPLE
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Organization Industry
MAJOR SECTORS REPRESENTED

• Agriculture & Food

• Consumer Goods & Services

• Education

• Energy & Natural Resources

• Finance & Banking

• Health Care

• Manufacturing & Materials

• Professional Services

• Retail / Wholesale

• Technology

• Telecommunications

• Transportation

• Utilities

• Other

*61 respondents, contributing ~10,000 data points
**Associations data include responses from interest groups, think tanks, and other not-for-profit advocacy entities

Broad range of views from across the membership

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.
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#2017Flashback: What’s hard about resourcing? 

Source: Government Affairs Resource Benchmarking 2017; National Journal research and analysis.

Whether budgets are shrinking, staying flat or growing, widespread agreement that challenges exist

“My budget and headcount have 
decreased, however, the workload 
has not.”

—VP, Federal Affairs

“[We haven’t seen the] legislative action 
we expected—we staffed up and prepared 
for a game that has not begun.”

—President, Corporation

“[Our] challenge will be how to 
prepare for the future and add 
value with a smaller budget.”

—Vice President, Americas

“I'm adding headcount… eliminating 
outside lobbying firms and many 
associations, [looking] to build internal 
energy and capabilities.”

—SVP, External Affairs

Doing more with less…

“With a flat budget, we are 
constantly reprioritizing.”

—Senior Vice President 
Industry Relations

“Organizational budget restraints 
limit our ability to invest in new 
initiatives.”

—Senior Vice President 
Government Relations

…recalibrating spending levels… …ensuring productivity
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$1.86

75th 

Percentile
$2.52

25th 

Percentile
$0.40

Median

$0.69

$0.00

$1.00

$2.00

$3.00

Average Budget ($mil.) Budget Range

2018 Government Affairs Budget ($mil)
ASSOCIATION RESPONDENTS

$5.74

75th 

Percentile
$8.31

25th 

Percentile
$1.95

Median

$4.00

$0.00

$3.00

$6.00

$9.00

Average Budget ($mil.) Budget Range

2018 Government Affairs Budget ($mil)
CORPORATE RESPONDENTS

Budget levels illustrate wide variation

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Corporations “outspending” associations by a factor of 3x
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*Due to averaging, totals do not necessarily round to 100%.
**Personnel / Human Resources excludes external (contract) lobbyists; these individuals are captured in Professional Services.

3.7%
4.1%

4.1%

5.5%

7.9%

20.2%

49.4%

Meetings,

Conferences,

& Events

Marketing, Pub

Rel, Comms

Info. Services &

Subscriptions

Travel &

Entertainment

Org. MembershipsProfessional

Services

PersonnelTotal

GA Budget

Average Government Affairs Budget Allocation by Category
ALL RESPONDENTS

Highlighting budget allocations across categories
Personnel and professional services the largest areas of spend

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

13% of budget for Associations, 
28% for Corporations

53% of budget for Associations, 
45% for Corporations

4% of budget for Associations, 
12% for Corporations
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6.3

Median

4.0

75th 

Percentile
8.0

25th 

Percentile
3.0

0

2

4

6

8

10

Average Staffing Level (FTE) Staffing Range

2018 Government Affairs Staffing (FTEs)
ASSOCIATION RESPONDENTS

13.2

Median

11.0

25th 

Percentile
5.0

75th 

Percentile
19.0

0

4

8

12

16

20

Average Staffing Level (FTE) Staffing Range

2018 Government Affairs Staffing (FTEs)
CORPORATE RESPONDENTS

Finding wide differences in headcount too

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Roughly 2x as many government affairs staff in corporations surveyed
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$0.0

$2.0

$4.0

$6.0

$8.0

$10.0

1-2 FTEs 3-5 FTEs 6-10 FTEs 11+ FTEs

2018 Government Affairs Budget ($mil)
by Size of Office

ASSOCIATION RESPONDENTS

Average

Median

25th Percentile

75th Percentile

Expon. (Average)

$0.0

$3.0

$6.0

$9.0

$12.0

$15.0

$18.0

1-2 FTEs 3-5 FTEs 6-10 FTEs 11+ FTEs

2018 Government Affairs Budget ($mil) 
by Size of Office

CORPORATE RESPONDENTS

Average

Median

25th Percentile

75th Percentile

Expon. (Average)

But staffing levels don’t explain everything…

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Variation in spending widens as office sizes grow, but size not an accurate predictor of budget

10
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$0

$1

$2

$3

$4

$5

$6

$7

$8

$9

Agriculture Construction Energy Finance Healthcare Insurance Manufacturing Technology Telecom Transportation

2018 Government Affairs Budget ($mil) 
by Selected Industry Group

ALL RESPONDENTS

Average

Median

25th Percentile

75th Percentile

…And industry doesn’t tell the full story either

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

11

Difficult to forecast spending trends based on industry membership alone
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Which organizational attributes correlate to higher spend? 

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Past research finds operational complexity a driver of cost for the government affairs function

12

Office Size

Greater variability of spend as offices grow in size 

Industry

Greater variability of spend within select industries 

Geographic Distribution

Higher spending associated with geographic dispersion 

Organizational Structure

Higher spending associated with matrixed staff structures 

Scope of Activity

Directional impact of increased activity to be determined
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An ever-expanding portfolio?

13

Government Affairs
Functional Activities

% Participation 
by Associations

% Participation 
by Corporations

Federal Legislative Lobbying 94% 97%

Executive Branch / Regulatory Lobbying 94% 97%

State / Local Government Lobbying 61% 83%

Issue Tracking & Portfolio Management 100% 97%

Policy Position Development & Analysis 94% 100%

Policy Risk Identification & Monitoring 90% 100%

Grassroots / Grasstops Management 77% 83%

Coalition Management 94% 90%

Stakeholder Mapping 84% 93%

Thought Leadership Content Development 87% 80%

Public Relations and Communications 90% 60%

Social Media Advocacy 84% 47%

Today’s government affairs organizations engage in many activities beyond traditional lobbying

46% of Corporations 
share responsibility for 
position development; 

50% share responsibility 
for risk identification

Associations unchanged 
from last year but 

Corporations up almost 20%

Most Corporations share 
responsibility for these 

activities with other 
groups or departments, 
most Associations share 

responsibility for 
thought leadership

90%+ of Associations participate in this activity

75%+ of Associations participate in this activity

90%+ of Corporations participate in this activity

75%+ of Corporations participate in this activity

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Both groups up 
~10% from 2017

Both groups up 
~10% from 2017
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Source: National Journal research and analysis.
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Begin with the end in mind

 The strength of our relationships with 

policymakers and their top staff 

 The perception that we are among the 

top experts on a given policy issue

 The ability to marshal grassroots and 

grasstops advocates to take action

 The ability to spread our messages using 

traditional and new media tools

 The strength and diversity of the 

coalitions or partnerships that we build

 The ability to produce research and data

that informs policy development

 The ability to grow financial

contributions to our organization’s PAC

 The strength of our organization’s 

reputation within the policy community

 The willingness of our C-Suite and Board

to engage in policy conversations

 The ability to coordinate our advocacy 

efforts among internal departments

 The ability to identify risks to our 

organization or industry as they emerge

 The strength of my relationships with key 

internal stakeholders

Which of the following elements of your advocacy work are most 
important to your department’s success across its entire portfolio? 

Selecting government affairs’ priorities: focus on the activities most important to group success
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Selected by
Association Respondents

Selected by
Corporate Respondents

33%

20%

33%

37%

40%

53%

20%

17%

43%

50%

50%

100%

3%

29%

19%

13%

23%

16%

48%

55%

61%

61%

71%

94%

Internal Collaboration

Messaging/Communications

Political Action Committees

Internal Relationship-Building

C-Suite Engagement

Risk Management

Research & Data

Grassroots Advocacy

Brand-Building

Coalitions/Partnerships

SME/Thought Leadership

External Relationship-Building

Elements of Advocacy Work Most Important to Success
FREQUENCY OF RESPONSE (UP TO 5 CHOICES PERMITTED)

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.
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Who you know and what you know
Both associations and corporations view building relationships—with policymakers and “like” organizations—as well as 
subject-matter expertise as critical to advocacy success

Shared 
priorities 
across 

organization 
types 
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Getting some help from the top

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Most popular activities for organizational heads align to top priorities for advocacy success: building relationships and 
demonstrating thought leadership

17

Advocacy Activities for 
the Head of the Organization

Utilization by 
Assn Respondents

Utilization by 
Corp Respondents

Participated in direct lobbying at federal level

Actively participated in assns. or coalitions

Authored comms. aimed at policymakers 

Hosted, spoken at, or attended PAC events

Interacted w/candidates or attended fundraisers

Contributed to PAC at the max. amount allowed

Voiced advocacy on social media

Engaged in grassroots or grasstops activities 

Provided testimony before legis. or reg. bodies

Engaged in international advocacy

Participated in direct lobbying at state/local level LOW

HIGH

MEDIUM

Leaders’ top 
activities map to 
organizations’ 

primary advocacy 
goals



Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.
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What metrics does your
Government Affairs group 
use to measure performance?

RESOURCE BENCHMARKING WEBINAR
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27%

30%

67%

17%

50%

47%

17%

37%

50%

23%

40%

57%

60%

35%

65%

29%

48%

74%

77%

6%

6%

3%

48%

55%

42%

65%

68%

Chg. Stkhldr. Attitude Toward Org. / Issues

Incr. Awareness / Fam. w/ Policy Issue(s)

New PAC Donors and/or Incr. PAC $ Raised

Expanded Advocate Base

Improved Org. Visibility or Reputation

Expanded Policymaker / Influencer Relationships

Return on Investment (ROI)

Revenues Generated

Costs Avoided

Higher Member Engagement / Renewal

External Stakeholder Perception

Internal Stakeholder Satisfaction

Regulatory Wins / Losses

Legislative Wins / Losses

Metrics Used to Measure Government Affairs' Effectiveness
FREQUENCY OF RESPONSE (MULTIPLE CHOICE PERMITTED)

na

Policy Outcome 
Measures

Stakeholder
Measures

Financial 
Measures

Moving from focusing solely on historical performance…

Source: Government Affairs Resource Benchmarking 2017, 2018; National Journal research and analysis.

Beyond policy outcomes, associations focus on stakeholder measures while corporates emphasize financial metrics

Perceptual
Measures

Capacity
Measures

19

Utilization Among
Association Respondents

Utilization Among
Corporate Respondents

“It is always difficult to quantify the value of Government 
Affairs; much is determined by opinion of our CEO 
regarding importance of engagement.”

—VP, Federal Affairs

“It’s hard for us to prove any impact one way or another…
the nature of our work really prevents us from being able 
to point to successes on any sort of consistent basis.”

—EVP, Government Relations

Tying action to impact Capturing functional value
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Utilization Among
Association Respondents

Utilization Among
Corporate Respondents

27%

30%

67%

17%

50%

47%

17%

37%

50%

23%

40%

57%

60%

35%

65%

29%

48%

74%

77%

6%

6%

3%

48%

55%

42%

65%

68%

Chg. Stkhldr. Attitude Toward Org. / Issues

Incr. Awareness / Fam. w/ Policy Issue(s)

New PAC Donors and/or Incr. PAC $ Raised

Expanded Advocate Base

Improved Org. Visibility or Reputation

Expanded Policymaker / Influencer Relationships

Return on Investment (ROI)

Revenues Generated

Costs Avoided

Higher Member Engagement / Renewal

External Stakeholder Perception

Internal Stakeholder Satisfaction

Regulatory Wins / Losses

Legislative Wins / Losses

Metrics Used to Measure Government Affairs' Effectiveness
FREQUENCY OF RESPONSE (MULTIPLE CHOICE PERMITTED)

na

Policy Outcome 
Measures

Stakeholder
Measures

Financial 
Measures

…to a more holistic view focused on future success

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Both associations and corporations are incorporating leading metrics of government affairs effectiveness

Perceptual
Measures

Capacity
Measures

20
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75%

63%
60%

57%

0%

25%

50%

75%

100%

Legislative Wins / Losses Regulatory Wins / Losses

% of Respondents Using 
Policy Outcome Measures

CORPORATION RESPONDENTS

2017 2018

Losing faith in policy progress?

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Organizations putting less emphasis on counting wins and losses in a slow-moving Washington

21

78%

70%68%
65%

0%

25%

50%

75%

100%

Legislative Wins / Losses Regulatory Wins / Losses

% of Respondents Using 
Policy Outcome Measures

ASSOCIATION RESPONDENTS

2017 2018
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Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

22

National Journal support for your performance metrics

Good Metric Checklist Metrics Picklist
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STAFFING TRENDS

INCREASE

29%

NO 

CHANGE
68%

DECREASE

3%

2018-to-2019 Staffing Projections 
ASSOCIATION RESPONDENTS

INCREASE

30%

NO 

CHANGE
60%

DECREASE

10%

2018-to-2019 Staffing Projections 
CORPORATE RESPONDENTS

Majority plan to hold headcount levels flat for 2019

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Those that plan to increase headcount will raise staffing levels by 20-40%; federal government affairs still a key role

24

Average size of staffing increase for Associations

growing headcount between 2018-2019: +22.0%
Average size of staffing increase for Corporations

growing headcount between 2018-2019: +40.2%

Associations’ Top Roles for Headcount Increases*

• Federal Government Affairs
• Research & Analysis
• Public Relations & Communications
• Grassroots / Grasstops Management

Corporations’ Top Roles for Headcount Increases*

• Federal Government Affairs
• State / Local Government Affairs
• International Government Affairs
• Research & Analysis
• PAC Management

*Reflects categories where 10% or more respondents plan for increases.
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SPENDING TRENDS

Associations more bullish on spending for 2019

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Nearly 60% of associations surveyed look to increase budgets, while 40% of corporates plan for increases

25

INCREASE

58%

NO 

CHANGE
32%

DECREASE

10%

2018-to-2019 Spending Projections 
ASSOCIATION RESPONDENTS

INCREASE

40%

NO 

CHANGE

40%

DECREASE

20%

2018-to-2019 Spending Projections 
CORPORATE RESPONDENTS

Average size of spending increase for Associations

growing budgets between 2018-2019: +10.8%
Average size of spending increase for Corporations

growing budgets between 2018-2019: +17.6%

Associations’ Top Categories for Budget Increases*

• Professional Staff
• Administrative Staff
• Information Services & Subscriptions
• Organizational Memberships
• Marketing & Advertising

Corporations’ Top Categories for Budget Increases*

• Professional Staff
• Travel & Entertainment

*Reflects categories where 10% or more respondents plan for increases.
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Keeping a steady state presence

$760 $767

$0

$250

$500

$750

$1,000

2018 Spend 2019 Spend (Est.)

Average State / Local Govt Affairs Spend 
($000)

ASSOCIATION RESPONDENTS

$3,307 $3,335

$0

$1,000

$2,000

$3,000

$4,000

2018 Spend 2019 Spend (Est.)

Average State / Local Govt Affairs Spend 
($000)

CORPORATE RESPONDENTS

CLOSER LOOK – STATE / LOCAL GOVERNMENT AFFAIRS

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Both associations and corporations expect continued investment in state and local activities

26

For government affairs offices growing budgets in 
2019, half (50%) of those with an existing state / 
local strategy plan to increase spending on this area
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Maintaining a hold on constituent networks

$132
$129
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Average Grassroots / Grasstops Spend 
($000)

CORPORATE RESPONDENTS
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Average Grassroots / Grasstops Spend 
($000)

ASSOCIATION RESPONDENTS

CLOSER LOOK – GRASSROOTS / GRASSTOPS ACTIVITIES

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Associations and corporations expect little change in grassroots/grasstops spending

27

For government affairs offices growing budgets in 
2019, (42%) of those with an existing grassroots 
program plan to increase spending on this area
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Firms Engaged in 2018
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Higher utilization of external lobbyists by corporate offices

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

But expect 2019 reductions in external lobbyists retained by corporate respondents

CLOSER LOOK – PROFESSIONAL SERVICES FIRMS

13% of Association respondents 
plan to increase the number of 
external lobbying firms 
retained for 2019…

… while 26% of Corporate 
respondents plan to reduce the 
number of external lobbying 
firms retained next year
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Outside support most relied upon for federal lobbying/strategy

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

In 2019, organizations anticipate an increased use of outside firms for political intelligence, issue tracking and analytics

29

Professional Services Firm 
Engagement by Services Utilized

Utilization by 
Assn Respondents

Utilization by 
Corp Respondents

Federal Lobbying or Strategy

State / Local Lobbying or Strategy

International Lobbying or Strategy

Political Intelligence, Issue Tracking and Analytics

PAC Management

Grassroots / Community Management

Compliance Services

PR & Comms. (incl. Social Media, Digital Strategy)

Opinion Research LOW

HIGH

MEDIUM

CLOSER LOOK – PROFESSIONAL SERVICES FIRMS
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Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.
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Where do you anticipate the 
Government Affairs group 
making significant investments—
whether in time, staffing, or spending—
over the next three years?

RESOURCE BENCHMARKING WEBINAR
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Associations plan for investments in a variety of areas

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Areas with “significant” increases planned reflect social media/digital tool use, brand building and use of data/infographics

32

0% 50% 100%

International Government Affairs

Identifying, Managing, & Communicating Policy Risks

Running Issue Advocacy Campaigns

Engaging Org.'s Sr. Leadership and/or Board of Dirs.

Quantifying Impact of Govt. Policy on Org. or Industry

Measuring Government Affairs' Impact on the Org.

State / Local Government Affairs

Building Coalitions and Partnerships

Federal Government Affairs

Using Data Analytics, Sw., & Tools to Track Issues / Ppl.

Incorporating Data and/or Infographics into Policy Materials

Pursuing Grassroots or Grasstops Advocacy

Building or Managing the Org.'s Rep. in Washington

Employing Social Media / Digital Comms. Tools

Associations’ Anticipated Areas of Investment | 2021 Relative to 2018

Decrease Significantly Decrease Slightly No Change Increase Slightly Increase Significantly

CLOSER LOOK – INVESTMENT AREAS






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Corporates more likely to decrease investments

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Areas with “significant” increases planned reflect use of social media/digital tools and data-focused intelligence services

33

0% 50% 100%

International Government Affairs

Quantifying Impact of Govt. Policy on Org. or Industry

Running Issue Advocacy Campaigns

State / Local Government Affairs

Using Data Analytics, Sw., & Tools to Track Issues / Ppl.

Identifying, Managing, & Communicating Policy Risks

Federal Government Affairs

Measuring Government Affairs' Impact on the Org.

Pursuing Grassroots or Grasstops Advocacy

Building or Managing the Org.'s Rep. in Washington

Building Coalitions and Partnerships

Employing Social Media / Digital Comms. Tools

Engaging Org.'s Sr. Leadership and/or Board of Dirs.

Incorporating Data and/or Infographics into Policy Materials

Corporations’ Anticipated Areas of Investment | 2021 Relative to 2018

Decrease Significantly Decrease Slightly No Change Increase Slightly Increase Significantly





CLOSER LOOK – INVESTMENT AREAS
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Drill-down into anticipated investments

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

Top 5 Areas of Projected Investment

ASSOCIATIONS’ TOP 5 PROJECTED INVESTMENTS CORPORATIONS’ TOP 5 PROJECTED INVESTMENTS

Associations and corporations share 3 of 5 priority investments; emphasis on comms, data services and brand building

34

Top 5 Areas of Investment 
Over the Next Three Years

% of Association
Respondents 

Employing Social Media / 
Digital Communications Tools 

77%

Building or Managing the Org.'s 
Reputation in Washington 

68%

Pursuing Grassroots or 
Grasstops Advocacy

65%

Inc. Data and/or Infographics 
into Policy Materials

65%

Using Data Analytics, Software, 
& Tools to Track Issues / People

61%

Top 5 Areas of Investment 
Over the Next Three Years

% of Corporation
Respondents

Inc. Data and/or Infographics 
into Policy Materials

50%

Engaging Org.'s Sr. Leadership 
and/or Board of Directors 

50%

Employing Social Media / 
Digital Communications Tools

47%

Building Coalitions and 
Partnerships

43%

Building or Managing the Org.'s 
Rep. in Washington

43%

Areas of overlap in shared investment priorities

CLOSER LOOK – INVESTMENT AREAS
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Takeaways from the 2019 resource benchmarking initiative

Source: Government Affairs Resource Benchmarking 2018; National Journal research and analysis.

36

1 Expanding portfolio of activity. Today's government affairs organizations engage in activities 
beyond traditional lobbying—whether coalition-building, stakeholder mapping, or developing 
thought leadership—driving greater emphasis on collaboration and more focused goal-setting

2 Song remains the same. Despite an expanding portfolio of activity, building relationships with 
policymakers and others in the advocacy community, as well as reinforcing one's expertise within 
the policy community, remain the top priorities for government affairs organizations 

3 Shifting metrics from outcomes to capacity. Both associations and corporations appear less 
focused on counting policy wins/losses in measuring performance, instead exploring more holistic 
metrics that reflect their ability to shape the policy environment in the future 

4 Wait-and-see on staffing. In the current environment, the majority of associations (68%) and 
corporations (60%) plan to hold headcount flat for 2019; those planning on increases will focus on 
adding federal government affairs professionals

5 More bullish on spending. Spending increases are more likely than staffing increases for 2019, 
with 58% of associations and 40% of corporations planning on budget growth. Those with 
increases will put those dollars toward professional staff

6 Shifting approach to advocacy. Future investment priorities signal a recognition that a 
surround-sound approach is required in today's Washington, with emphasis on building a capacity 
to advocate and in shaping stakeholder perceptions of the organization and policy priorities
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