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The future of communication lies 
in our ability to combine creativity 

with clarity, intuition with evidence 
and speed with strategy. 

OPERATE and MINDSET are our 
response to that future. 
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Foreword
“At Talacom, we believe the best campaigns don’t just look good, they work. They move 

people. They create change. And they do it with intention. That’s why we’ve built from scratch 

two powerful new frameworks – OPERATE and MINDSET – that put behavioural science at the 

heart of how we design and deliver campaigns.

“These aren’t just buzzwords or boxes to tick. They’re tools to help us work smarter, reduce bias 

and craft campaigns that are as effective as they are creative. In the following pages, we’ll walk 

you through each framework, why we built them and how to use them in practice.”

– Andrew Baud, CEO, Talacom.
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Talacom’s 

Behavioural science 
frameworks 
for effecting positive change 

How they 
work together

OPERATE = Structure  

MINDSET = Bias control  

→ Effective, ethical behaviour-driven campaigns.

3

OPERATE 
Seven-step campaign engine

O – Opportunity analysis 
Right fit? Feasibility? 
Resources?

P – Proposal interrogation 
Sharpen objectives and clarify 
brief.

E – Excavation 
Research: audiences, 
stakeholders competitors.

R – Roadmap 
Strategy into action: 
behaviours › tactics.

A – Assessment plan 
Define KPIs and evaluation 
upfront.

T – Trigger aActivation) 
Launch aligned with insight 
and timing.

E – Evaluation 
Measure results, capture 
learning.

MINDSET 
Behavioural guardrails

M – Measure 
Set clear goals and 
meaningful metrics.

I – Interrogate 
Challenge assumptions 
and spot bias.

N – Norm 
Benchmark with data 
and standards.

D – Diversify 
Broaden perspectives and 
avoid groupthink.

S – Systematise 
Use consistent processes and 
documentation.

E – Empathise 
Understand audience 
motivations and emotions.

T – Track 
Monitor performance, 
adapt in real-time.
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Why persuasion needs a 
framework: moving beyond 
instinct in high-stakes PR
At its core, public relations is all about 

persuasive messaging. To persuade 

effectively, one must first understand  

the audience; how they think, what 

matters to them and what might 

influence their decisions. 

However, the assumptions people  

often make about others’ motivations or 

behaviours tend to be emotionally and 

socially driven rather than strategic  

or measurable.

This creates challenges, especially when 

working on large or high-impact projects. 

PR involves analysing and influencing 

people’s feelings and behaviour. That 

influence carries responsibility. When 

there is significant money, visibility or 

public trust at stake, the need for careful, 

ethical and intentional communication 

becomes even more important.

Because of this, it’s essential to work 

within a clear, structured framework, 

one that supports intentionality, strategic 

thinking and clarity. Such a framework 

helps practitioners avoid common 

mistakes that arise when relying solely on 

instinct or informal processes.

It provides a way to navigate complex 

projects with many moving parts, 

ensuring that efforts are not only 

effective but also responsible and 

grounded in best practice.
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Why we created these frameworks
In high-pressure environments where deadlines are tight and ideas are constantly 

evolving, it’s easy to fall into patterns of decision-making that feel intuitive but are in fact 

laden with bias. Groupthink, projection, confirmation bias and availability bias are just a 

few of the cognitive pitfalls that can derail otherwise well-meaning strategies. Traditional 

PR processes often overlook these issues, relying heavily on instinct and convention.

To combat this, we needed two things:

1. A step-by-step guide for running campaigns efficiently and thoroughly. 

2. A principle-based approach that ensures we make intentional, bias-aware decisions.

Thus, OPERATE provides the process; MINDSET offers the guardrails. One instructs what 

to do. The other ensures it's done in the most effective way possible. 

• OPERATE provides a clear, step-by-step process for building campaigns – from the 

initial opportunity analysis through to reporting results. 

• MINDSET offers a flexible, principle-based approach for applying behavioural science 

throughout that journey – helping teams avoid cognitive traps and stay grounded in 

what works.

Together, they’re designed to make our work sharper, more accountable and ultimately 

more impactful. 
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The OPERATE Framework: A 
step-by-step campaign engine

Step 1: Opportunity analysis 

The initial step is all about setting a strong 

foundation. It involves evaluating the overall 

fit between the client and agency capabilities, 

determining whether the challenge at hand 

is solvable with existing resources whilst also 

identifying any potential client conflicts. 

An opportunity analysis also includes early 

feasibility checks; can we achieve the client’s 

goals within its timeline and budget? This step 

prevents wasted effort and ensures that we 

only pursue campaigns that are strategically 

aligned and realistically deliverable.

Step 2: Proposal interrogating and  
brief building

In this phase, we transform high-level 

discussions into a concrete working 

document. We interrogate the brief and 

synthesise client-facing needs – such as 

objectives, audience, messaging tone and 

competitive positioning. These learnings are 

matched with internal realities, including 

timelines, staffing and budget. 

This establishes the criteria for success and 

sets expectations. The process of writing a 

detailed brief forces teams to get specific, 

sharpening vague ideas into precise goals. This 

step provides the clarity and alignment needed 

to move forward confidently. 

Step 3: Excavation (research and 
discovery)

Excavation is where we roll up our sleeves and 

gather the insights needed to fuel a winning 

strategy. Both qualitative and quantitative 

research come into play. Teams benchmark 

the client against competitors, analyse media 

landscapes and review any existing research, 

case studies or internal documents. We map 

stakeholders, segment audiences, and conduct 

persona development or focus groups. 

SWOT analyses uncover strengths, 

weaknesses, opportunities and threats, both 

in the product and communications space. 

This stage ensures our understanding is 

comprehensive, allowing for a nuanced and 

informed campaign.

OPERATE is Talacom’s bespoke seven-step campaign development model. It was designed 

to address the common pitfalls of campaign design and ensure every element is carefully 

considered. It allows teams to move confidently from initial enquiry to post-campaign 

evaluation.
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Step 4: Roadmap

The Roadmap phase is where strategy 

becomes substance and we build the 

programme. It starts by defining clear 

behavioural or communications objectives 

based on the Excavation findings. From there, 

teams brainstorm behaviour change strategies 

and codify key themes that emerged from 

earlier research. 

Specific tactics are matched with target 

audiences, optimal channels and resonant 

messaging. Campaigns are mapped out 

with clear timelines, responsibilities and 

deliverables. This is where the strategy 

crystallises into an actionable plan, ready for 

implementation. The clarity of the Roadmap 

stage ensures that all stakeholders know what 

to do, when to do it and why it matters.

Step 5: Assessment plan

This is how we define how success will be 

measured. This step includes the selection 

of key performance indicators (KPIs), the 

methods for analysing those metrics and 

the tools required for data collection. 

Teams determine the appropriate unit of 

measurement, frequency of reporting and 

duration of tracking. 

Planning for evaluation upfront forces 

teams to design campaigns that are not just 

engaging but also accountable. This step adds 

an essential layer of discipline, turning abstract 

goals into measurable outcomes that can 

inform future strategy and demonstrate return 

on investment.

Step 6: Trigger (activation) 

Activation is where plans become reality. It 

is the execution phase – putting content 

into market, engaging media, activating 

influencers, or launching events. Everything 

built so far – insights, strategies, timelines, 

assets – comes together here. But it’s more 

than just pushing the “go” button. 

Activation should be timed carefully and 

aligned with the emotional or contextual 

triggers identified earlier. Whether launching a 

campaign to coincide with a cultural moment 

or to respond to a specific consumer need, 

activation is about making an impact. This step 

requires operational discipline and creative 

agility to pivot if needed.
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Step 7: Evaluation 

Evaluation closes the loop. Here, data from the 

assessment plan is collected and analysed. Teams 

review what worked, what didn’t and why. Beyond just 

reporting on metrics, this phase involves synthesising 

lessons learned and identifying opportunities for future 

improvement. Insights from this phase feed directly into 

the next iteration of OPERATE, creating a continuous 

cycle of learning and growth. 

Evaluation is also where we communicate outcomes 

to clients and demonstrate value. It is an opportunity to 

celebrate wins, address shortcomings and build stronger 

relationships based on transparency and performance.

Flexibility and adaptability

OPERATE was designed to be modular. Not every 

campaign will follow every step in a linear fashion, and 

some clients may require deviations based on their 

specific needs. But having a shared framework creates 

alignment, reduces redundancy and improves internal 

clarity.
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The (open) MINDSET framework
Where OPERATE gives structure, MINDSET ensures strategic integrity. It is a set of seven 

behavioural science principles that help interrogate assumptions, identify blind spots and elevate 

thinking at every stage. When mastered, MINDSET helps teams work smarter, not harder.  

The framework is intentionally non-linear. These principles can be applied at multiple points and 

in varying order depending on the needs of the campaign.

Measure 

Measurement is the foundation of intentional and effective PR. This step is about 

defining success before any creative work begins. It’s not just about counting likes 

or views – it’s about choosing specific, relevant and realistic metrics that align with 

campaign goals. 

Whether you’re seeking behaviour change, awareness uplift, or action-based results, 

measurement ensures you know exactly what you’re aiming for and whether you’ve 

hit the mark. Measurement also helps keep campaigns accountable, making results 

transparent and repeatable. 

Importantly, it supports creativity, rather than hindering it, by giving clarity to what 

you’re trying to achieve and how that success will be evidenced. This principle should 

guide both micro-level (individual campaign) and macro-level (client account or 

agency-wide) planning. 

In practice, applying the Measure principle means identifying SMART objectives 

(Specific, Measurable, Achievable, Relevant, Time-bound) early, selecting meaningful 

KPIs and designing evaluation mechanisms before campaign launch. If you can’t 

measure it, you can’t improve it – or prove it.
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Interrogate 

Interrogation involves critically examining 

every assumption built into your campaign, 

from who the audience is, to why they would 

care, to what outcomes are expected. It 

challenges the natural human tendency to rely 

on intuition, groupthink and past habits. 

This principle asks: 

• Are we assuming the audience shares  

our values? 

• Are we projecting our own motivations onto 

them? 

Interrogation helps uncover blind spots and 

faulty logic, especially those caused by biases 

like availability bias (overweighting what's most 

recent or visible), in-group bias and projection. 

A practical way to apply this step is to literally 

write out every assumption involved in a 

brief – then challenge each one with data or 

alternative perspectives. Teams can also assign 

a “red team” to play devil’s advocate. 

Done well, interrogation makes campaigns 

stronger, more defensible and more relevant. 

It also prevents wasted time and resources by 

ensuring you're solving the right problem, with 

the right message, for the right people.

Norm 

The Norm step is about benchmarking. It 

encourages teams to compare their proposed 

strategies and assumptions against internal 

standards, external best practices and 

behavioural science norms.

• Do plans align with industry standards? 

• Do they meet internal quality thresholds? 

• Are expectations grounded in reality? 

The Norm principle helps prevent runaway 

optimism, scope creep, or investing time 

in shiny but misaligned ideas. It also helps 

eliminate biases like anchoring (over-

relying on the first idea) and optimism bias 

(overestimating likelihood of success).

Importantly, it doesn’t mean conforming for 

the sake of it – it means checking that your 

decisions are evidence-based and aligned 

with your goals. In practice, this might involve 

revisiting historical campaign data, consulting 

previous benchmarks, or comparing plans 

against models like OPERATE. This step should 

appear at multiple points: during strategic 

design, campaign scoping and post-launch 

review. It’s a course correction tool, keeping 

teams grounded and aligned throughout the 

campaign journey.
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Diversify 

This phase calls for a deliberate inclusion 

of diverse perspectives, opinions, and 

voices in campaign design and review. Its 

primary goal is to combat groupthink – a 

well-documented barrier to innovation and 

accuracy in decision-making. 

When everyone around the table shares 

similar backgrounds or views, there’s a risk 

of missing critical insights, especially about 

audiences who are different from the team. 

This principle encourages either including 

people from the target audience directly or 

assigning a team member to “play” that role 

based on lived experience or research. 

It also calls for internal diversity of  

opinion – assigning naysayers or rotating 

“red teams” to challenge assumptions. Even a 

single dissenting voice can shift a campaign’s 

direction meaningfully. 

In action, Diversify can be built into 

brainstorms, review processes or stakeholder 

interviews. It ensures that the campaign 

resonates beyond the echo chamber of the 

agency or team and it provides a much richer 

understanding of audience dynamics and 

communication risks.
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Systematise

Systematisation brings structure, repeatability 

and efficiency, ultimately accelerating 

what can often be chaotic processes. This 

principle encourages teams to develop and 

stick to defined decision-making protocols, 

documentation habits and campaign 

processes – reducing the influence of 

memory lapses, personal bias and ad hoc 

decision-making. 

It protects against errors caused by recency 

effects, availability bias and the loss of 

institutional knowledge when people leave 

a team. Importantly, Systematise doesn’t 

mean replacing creativity with bureaucracy. It 

means embedding enough consistency and 

documentation to allow reflection, pivoting 

and scaling. 

This might involve maintaining campaign 

playbooks, checklists or templates, or creating 

a feedback loop for campaign design. It’s 

also about saving your work – especially 

rationale behind key decisions – so that future 

evaluations aren’t guessing games. 

The more methodical your system, the easier 

it becomes to diagnose what went wrong  

or replicate what went right. It also helps free 

up resources to devote to creative thinking 

where it matters, by ensuring that energy  

isn’t spent reinventing the wheel.  

A good system is lightweight but powerful, 

supporting creative freedom within a clear  

and dependable structure.

Empathise 

Empathy is essential in PR, where the core 

job is to influence people’s feelings and 

behaviours. The Empathise principle is about 

deeply understanding your audience – not 

just demographics or surface preferences, but 

their motivations, fears, goals and values. 

• What emotional levers matter to them? 

• What pain points do they experience? 

• What language do they use? 

This requires stepping outside your own 

perspective and suspending projection. The 

best way to practice empathy is to talk to 

your audience – through interviews, focus 

groups, or even social listening – and let their 

perspectives shape your approach. 

Journey mapping, persona development and 

emotional insight workshops can also help, 

especially when cross-checked with diverse 

team views. Empathy also means recognising 

when your audience differs sharply from your 

own team in terms of culture, age or lived 

experience and adjusting accordingly. Done 

well, this principle ensures that messaging is 

not just clever, but resonant. It’s about making 

sure your campaign speaks to people,  

not at them.
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Track

Track is the principle of learning in motion. It’s about monitoring performance during and 

after the campaign to understand what’s working, what isn’t – and what should be done 

differently next time. 

This step requires more than end-of-campaign reporting – it demands real-time metrics, 

agile adjustments and a commitment to knowledge sharing. Tracking supports ROI 

calculation, informs future proposals and builds a body of learning that evolves alongside 

activities. It also allows campaigns to pivot midstream if needed, avoiding prolonged 

investment in underperforming tactics. 

Importantly, tracking depends on the clarity of your Measure step – without defined goals 

and KPIs, you won’t know what to track. It can be done via dashboards, spreadsheets, 

or even shared documents – what matters is consistency and intention. Teams should 

also take time to reflect on tracked data: what surprised you? What reinforced your 

hypotheses? And what should be carried forward into your norms and system? Track 

closes the loop – and prepares you for the next campaign.
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MINDSET checklist: Questions 
to prompt MINDSET thinking

14

Measure

1. What exactly are we trying to achieve and how will we know if we’ve succeeded?

2. Are our objectives SMART (Specific, Measurable, Achievable, Relevant, Time-Bound)?

3. Which metrics truly reflect the behaviour or attitude change we want 

– not just vanity numbers?

Interrogate

1. What assumptions are we making about our audience, message or strategy – and are 

they evidence-based?

2. Have we asked someone outside our immediate team (or a “red team”) to challenge 

our thinking?

3. Are we relying on familiar habits or recent successes rather than what’s best for this 

audience and context?

Norm

1. How does this campaign compare to past work – ours or the industry's – in terms of 

strategy and expected outcomes?

2. Are we aligning with proven standards, or drifting because something “feels right”?

3. Have we clearly defined what “normal” looks like for this type  

of campaign or audience?
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Diversify

1. Whose perspective is missing from this conversation and how can we 

bring it in?

2. Have we sought feedback from someone who sees the world 

differently, including members of the target audience?

3. Are we creating space for constructive disagreement, or are we 

defaulting to consensus?

Systematise

1. Are we following a consistent process for decision-making, 

documentation and review?

2. What steps are we taking to capture our learnings and thinking along 

the way?

3. Do we have a clear framework and note documentation to fall back on 

if we need to pivot quickly?

Empathise

1. Do we genuinely understand what our audience thinks, feels and wants 

– based on its words, not ours?

2. What are the emotional drivers and barriers behind its behaviour?

3. Have we mapped the journey from where they are now to where we 

want them to be?

Track

1. What are we tracking day-to-day and how often are we reviewing that 

data?

2. Are we learning from both successes and failures in real-time?

3. How will these insights feed into future campaigns or influence 

agency-wide strategy?
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How OPERATE and MINDSET 
work together

These frameworks are not isolated. They are deeply complementary. Consider the OPERATE 

process as the skeleton of the campaign and MINDSET as the connective tissue  

that brings it to life.

For example:

• In Opportunity analysis, use Measure to define success and Interrogate to challenge 

assumptions about client fit.

• During Excavation, apply Empathise to understand audiences, Diversify to gather broad 

insights and Norm to benchmark findings.

• While building your Roadmap, use Systematise to clarify workflows and Measure to align goals 

with actions.

• In Assessment and Evaluation, use Track to analyse performance and inform future campaigns.

By integrating MINDSET into each step of OPERATE, you ensure that creativity is always 

grounded in strategy and that strategy is always tested against bias.
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Practical applications
Workshops and brainstorms 

Post the MINDSET principles in your brainstorming space. Use them as a checklist 

before and after planning meetings. This helps keep conversations focused, challenges 

assumptions and opens the door to fresh insights.

Campaign development

Embed OPERATE into your project management tools. Each phase can be its own 

task set, with linked documents, owners and deadlines. Pair each phase with relevant 

MINDSET principles to ensure behavioural integrity.

Client pitches

Use OPERATE to structure your approach and MINDSET to demonstrate the behavioural 

science underpinning your strategy. This positions you as not just creative thinkers, but 

rigorous, responsible practitioners.

Team onboarding and training 

Incorporate both frameworks into training materials. They provide a shared language for 

campaign development and help new team members understand the process and the 

rationale behind it.
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Conclusion: toward a new 
standard of excellence

The future of communication lies in our ability to combine creativity with clarity, intuition 

with evidence and speed with strategy. 

OPERATE and MINDSET are our response to that future. They are frameworks born from 

real challenges and built for real work.

These are not theoretical models to be admired from afar. They are practical tools to 

be used daily – to design better campaigns, make smarter decisions and create a more 

meaningful impact.

In an era of increasing complexity and accountability, we owe it to our clients, our 

audiences and ourselves to bring rigor to our work. With OPERATE and MINDSET, we 

believe we’ve taken a significant step forward. 

Let’s put them to work.
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