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• We are a specialist information systems consultancy

• We only work with charities, associations, trusts and 
others in the not-for-profit sector

• We are completely supplier-independent

• Our consultants have held senior positions in a broad 
range of different organisations

• Our advice and guidance is based on practical 
experience gained over many years



Depth and breadth



Our Mission

We empower organisations to deliver 

transformational impact through more 

effective use of technology and ways of 

working

Our Purpose

From our minds to your minds – our team of 

experienced, independent consultants work with you 

to transfer their knowledge, share their expertise, 

and develop your organisational capability

Our Mission and Purpose



Programme

14:00 Arrival and welcome
Welcome - introductions and overview of the agenda for the afternoon.

14:10

14.30

15.00

Digital Strategies – where to start, what to include, and don’t forget the tech and data
Keith Collins, Adapta Consulting

Presentation – Christian Aid 
Chris Morris

Tea/Coffee and cake

15.15 Presentation – Trussell Trust
Dave Massey

15:45 Roundtable discussion & feedback
All

16.30 -
17.00

Review & close
Keith Collins, Adapta Consulting







Learn what digital strategies mean and how 
it can be applied to our organisation

I am starting to put together a digital 
strategy for our organisation, so 

understanding the best things to include 
and leave out. Also some of the best 

formats for recording it.

We're going through a digital transformation 
at the moment and while it will give us 
broad technology roadmap, we need to 

have strategies at both a corporate level and 
programme/project level to improve our 

delivery of services.

To learn from other Organisations and 
presenters how to construct and document 

a Digital Strategy so it is understood and 
used by the Organisation to improve Digital 

presence.

New insights and trends in digital strategies 
in UK market and globally. Meeting 

industry marketers/ charities / potential 
vendors

The 'where to start' part is most relevant.  
We know we need a strategy to guide the 
development of our services but knowing 

what to include is a challenge.

What do we mean by digital 
transformation in a post covid world with 

remote working the norm.  What does 
that mean for systems/data etc

Learn more about not only creating a 
digital strategy but how to adapt it and 
make sure the organisation is achieving 

this - setting milestones etc

How to start, practically, introducing and 
experimenting with AI into a not-for-

profit organisation.
Examples of how others are doing this, 

with example areas of smaller, initial use 
of AI and the needs of the organisation 

to be set up to successfully do that.

General information, guidance insights into how 
to build an effective digital strategy. My 

colleague is new to the charity industry so this 
will be useful for her to learn more about 
marketing for a non-profit organisation.

Understanding of best practice for digital 
strategies... ideas for things we might 

implement, helping to spot gaps in what 
we currently have.

An understanding of how other NFPs are 
approaching digital strategy and 

roadmapping, with special interest in 
data.

A better understanding of how to 
transform our charity and processes 

digitally.

Understanding what digital 
transformation means holistically and the 

impact it has on an organisation (both 
positive and negative).

to hear how other small/medium 
charities are handling digital strategies. 

particularly when there is no one person 
responsible for their implementation

Understanding of key strategies, ideas 
and recommendations for non-profits to 

utilise and access
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Your customers

Governance & 
prioritisation

Outside-in mindset

Skills & resources

Technology

Ingredients in 
the digital 
mixer

Data

Culture & collaboration



Strategic 
objectives

Who are 
your 

audiences & 
what do 

they need?

Data & 
technology

Culture

Skills, 
resources & 
capabilities

Align Review

Governance

Envision, Organise & Implement

Outside-in 
design 

boards – or 
workstreams

?

Ways of 
working

Tech design 
& agile core

Architect, 
build and 
continual 

development

Budgets and 
investment

External 
factors and 

trends A simplified 
approach…

Prioritisation 
methodology 

– across & 
within 

workstreams

Unknown 
unknowns



Customer 
Experience

Digital 
innovations in 
membership, 
bookings & 
payments

Digital to 
support 

participation 
& coaching

Marketing and 
communications

From office to 
home – new 

ways of 
working

Technology 
tools for 

improved 
collaboration

People & 
culture, 

policies & 
procedures 

Employee 
Experience



Digital – who are we 
thinking about? 



Focus on the customer 
(supporter, fundraiser, 
campaigner, beneficiary, 
volunteer, participant)



Supporter Persona

Who: Debbie, age 34, Bristol, 2 
young children, environmentally 
aware, active on Facebook and 

Instagram

Why: Lost grandmother to …

What they want from CHARITY X: 
To help remember her grandmother, 

get involved in campaigns, and to 
support the cause through 

donations and other fundraising 
opportunities.

Initial contact – 
through searching for 

key words and 
coming to the 

website

Through the website, 
creates a tribute fund 

(using MuchLoved) 

Debbie receives initial 
acknowledgement 

and thanks for setting 
up the tribute fund

Debbie receives 
regular email updates 
on donations to the 

fund

Debbie receives regular 
email updates inviting 

her to participate in the 
latest campaigning and 

fundraising activities

Debbie participates 
in first online 

campaign

Debbie participates 
in second online 

campaign

Debbie shares the 
online campaign 

with her 136 
friends on 
Facebook

Website Email marketing
Engaging Networks 

(Campaigning)
Social Media Much Loved

Debbie’s friends 
Sharon and Julie 
contribute to the 

tribute fund

Debbie shares the 
online tribute fund 

with her 134 friends 
on Facebook

CRM

Debbie’s friends 
Sharon and Julie 
participate in the 
online campaign

CRM

What might a generic charity ‘customer journey’ 
look like?





Initial contact – 
through searching for 

key words and 
coming to the 

website

Through the website, 
creates a tribute fund 

(using MuchLoved) 

Debbie receives initial 
acknowledgement 

and thanks for setting 
up the tribute fund

Debbie receives 
regular email updates 
on donations to the 

fund

Debbie receives regular 
email updates inviting 

her to participate in the 
latest campaigning and 

fundraising activities

Debbie participates 
in first online 

campaign

Debbie participates 
in second online 

campaign

Debbie shares the 
online campaign 

with her 136 
friends on 
Facebook

Website Email marketing
Engaging Networks 

(Campaigning)
Social Media Much Loved

Debbie’s friends 
Sharon and Julie 
contribute to the 

tribute fund

Debbie shares the 
online tribute fund 

with her 134 friends 
on Facebook

CRM

Debbie’s friends 
Sharon and Julie 
participate in the 
online campaign

CRM

What do we notice here?

Supporter Persona

Who: Debbie, age 34, Bristol, 2 
young children, environmentally 
aware, active on Facebook and 

Instagram

Why: Lost grandmother to …

What they want from CHARITY X: 
To help remember her grandmother, 

get involved in campaigns, and to 
support the cause through 

donations and other fundraising 
opportunities.



Your audiences are increasingly in 
charge of the whole experience. 
Sometimes using platforms and 
channels beyond your control! How 
do you keep up with all this?



And they are creating lots and lots 
and lots of data, in lots and lots of 
different places!



Setting the scene – an heretical statement!  

“Nurturing an effective digital culture is difficult. 
Selecting and implementing technology that can 
actually support your digital (and data!) strategy is 
at least as difficult!”



It’s dangerous to 
assume that your 
technology can 
support this brave 
new world



Volunteer
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Determine your digital architecture
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Management
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What technology and data do you need and how should everything integrate?
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Productivity 
Tools

Content/
Document 

Management
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But when, how and for who was this stuff built?
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Digital tools – all modern 
and sleek and trendy. Built 
using modern approaches 
with the customer in mind
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Data infrastructure – built 
back in the mists of time. 
‘Ramshackle’



Learn what digital strategies mean and how 
it can be applied to our organisation

I am starting to put together a digital 
strategy for our organisation, so 

understanding the best things to include 
and leave out. Also some of the best 

formats for recording it.

We're going through a digital transformation 
at the moment and while it will give us 
broad technology roadmap, we need to 

have strategies at both a corporate level and 
programme/project level to improve our 

delivery of services.

To learn from other Organisations and 
presenters how to construct and document 

a Digital Strategy so it is understood and 
used by the Organisation to improve Digital 

presence.

New insights and trends in digital 
strategies in UK market and globally. 

Meeting industry marketers/ charities / 
potential vendors

The 'where to start' part is most relevant.  
We know we need a strategy to guide the 
development of our services but knowing 

what to include is a challenge.

What do we mean by digital 
transformation in a post covid world with 

remote working the norm.  What does 
that mean for systems/data etc

Learn more about not only creating a 
digital strategy but how to adapt it and 
make sure the organisation is achieving 

this - setting milestones etc

How to start, practically, introducing and 
experimenting with AI into a not-for-

profit organisation.
Examples of how others are doing this, 

with example areas of smaller, initial use 
of AI and the needs of the organisation 

to be set up to successfully do that.

Understanding of best practice for digital 
strategies... ideas for things we might 

implement, helping to spot gaps in what 
we currently have.

Back to 
these…



Data Digital

Culture

CX

They all need to be super-connected to deliver what the 
customer needs

You’ll need to be able to innovate at pace

The data side might need to play catch-up



Digital innovation at 
Christian Aid



A bit about me 
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Chris Morris, Digital Lead, Christian Aid

E: cmorris@christian-aid.org

T: @ChriMor

mailto:cmorris@christian-aid.org
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The intersection of digital and data
Testing and innovation
Capability building – inc. digital skills and literacy
A focus on data strategy and governance
Christian Aid Case study: our emergency appeals

• CRO and Winning awards!

What I’ll cover

30



Digital support for Fundraising

31



How Digital supports teams at CA

Digital Lead 
Chris Morris

Digital Marketing
Email, Search, PPC, 

display, paid social media

Digital Content / Organic 
social media

Product Owner
Scrum team

Product Development

Technical Lead

Full Stack Developer Digital Marketing 
Executive

Digital Marketing 
Manager

Email Marketing 
Executive

Front End Developer

Lead QA Tester/scrum 
master

Digital Content Editor 
(web UX/social)

Digital Analyst

Senior Digital Content 
Officer

Digital Support 
Coordinator



Emergency landing page live 
within a few hours with 
donation ask

Content from Syria within 24 
hours for use across channels

Email to all supporters on day 1

Case study: Scaling up our emergency appeals at pace
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Specific costings in the web ask 
to drive reassurance

Paid Search live – following DEC’s 
lead (we cant out bid them!)

Paid Social campaign live

Email campaigns to all audiences

Ongoing content from the field 
telling supporters how their 
money is being spent

Display advertising 

Scaled up response – day 2

34



£400,000 donations on first day

Highest ever average gift donation for 
an appeal (nearly £100) for duration of 
appeal

Total income just under £1.5m

2nd highest CA appeal (on day one)

3rd highest DEC appeal income

Results

35



Following up / stewardship 

36

• Latest updates from the field 
including the impact of 
second earthquake 

• Follow up email blasts to 
donators and non donators 
including video content test 
via email and paid social

• Daily review of data and 
analytics

• Test and learn approach to 
CRO



Increased innovation collaboration across teams

37

A focus on digital capability in teams, global digital 
skills and innovation forum

Global Digital Community of Practice established

Digital and ICT – 2 hubs of development working in 
tandem to plan and deliver digital-technology 
roadmap

Social media – ‘reactive squad’

Digitally enabled reactive campaigns & appeals such 
as 0.7% Pledge and vaccine thanking + more 
reactive social media campaigns:
Vaccine thanking campaign: £87k income

0.7% campaign: 24 new Regular Givers



Digital innovation: The agile journey

38

• Dedication to an agile mindset in Digital

• Dedicated Digital scrum resource

• Adoption of agile methodology/ 

principles/ceremonies

• Ensure that Digital is seen as the team that is 

doing the forward planning – getting there first!

• Getting the right roles in place in the team:

• Initially a scrum master 

• Fully trained agile dev team

• Product Owner (for the website) able to 

explain processes to stakeholders

• And a Digital Lead that champions the agile 

approach – internally and externally



How Digital supports campaign innovation

Digital Lead 
Chris Morris

Digital Marketing
Email, Search, PPC, 

display, paid social media

Digital Content / Organic 
social media

Product Owner Scrum teamProduct Development

Technical Lead

Full Stack Developer Digital Marketing 
Executive

Digital Marketing 
Manager

Email Marketing 
Executive

Front End Developer

Lead QA Tester/scrum 
master

Digital Content Editor 
(web UX/social)

Digital Analyst

Senior Digital Content 
Officer

Digital Support 
Coordinator



Data integration review
• Review into digital and data processes and integration
• Governance of FSE data processes from marketing through to output:

• Consent/ Data Protection/ PECR
• Gift Aid. E.g. language used, whether to let donors know 

we have a declaration for them or not. 
• Audience Engagement / Supporter Journeys – each team can 

select their own data but decision support on audience 
engagement would help enable supporter journeys. 

• Core data standards – e.g. minimum capture, standard fields, 
preferred standard import files, retention standards, data quality 
review.

• Data quality review – until systems are stable, data needs to be 
reviewed regularly. Deceased info, consent, dupes. KPIs to be 
monitored.

• CRM project team and users to be better supported with a CRM 
Training and Support Helpdesk. 

• Project coordination of new initiatives. 
• Combining CRM and Digital team to service the rest of the 

department
• Shared learning. New projects will need support from both teams. 
• Creation of a Supporter Data Governance Group and org wide 

taskforce looking at all data work streams including how digital and 
data intersect

40



‘Org wide Digital First’ progress
CA digital has matured through COVID and beyond: £3.5m (2019) to £12.5m (2020) 
As a result of growth, innovation and agile adoption, digital income has grown 400% in 4 years

Achievements:

A clear, visible agile approach to digital work, digital strategy and roadmap that has influenced planning across fundraising dept. and 
into other depts. 
Delivered: 

• A new donation platform, 
• A virtual gift shop,
• Bespoke digital fundraising products and an innovation culture
• Digital fundraising envelope generated over £500k

• Ukraine appeal: over £1m digital income
• Turkey / Syria appeal (live in a day): Approx £1.5m to date and new emergency handbook digital first processes
• Delivering a new donation platform internally and now working on a multi ask fundraising platform
• Our CAW e-envelope (has generated over £500k through COVID period and beyond)
• Delivered several automated email journeys since and now migration to new email provider
• Migrated to Drupal 9 CMS
• Full site wide SEO audit and improvements
• Whole Web UX audit / supporter journey analysis and mapping currently underway

41



Award winning!

42



Thankyou

Any questions?



Dave Massey
Head of Strategic Intelligence

mailto:dave.massey@trusselltrust.org?subject=Third%20Sector%20talk


INTRODUCTION

• Understanding our context 
• The organisation
• The external environment
• The strategy

• The Data Strategy 
• Framework
• Design process

• Implementation
• Addressing important organisational needs
• Overcoming our key challenge

• Measuring Success
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ABOUT OUR NETWORK 
OF FOOD BANKS

We support food banks to provide three days’ 
nutritionally-balanced emergency food to people 
in crisis, as well as support to help people resolve 
the challenges they’re facing, and ensure they do 
not need to use a food bank again.
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There are more than 1,400 food bank 
centres in our network – over half of all 
food banks in the UK.



THE NEED

19 July 2023The Trussell Trust - Together, we can end the need for food banks 47

More than 14 million people in the UK are living in poverty, 
4.5 million of these are children. 

number of three-day emergency food 
supplies provided to people in crisis by 
food banks in the Trussell Trust network

3 MILLION
APRIL 2022 - MARCH 2023

120%
Compared to five 

years ago



OUR PRIORITIES FOR THE NEXT FIVE YEARS

We’ll be working with food 
banks to reduce the need 
for their services locally, 
helping people to access 
targeted support that 
addresses the underlying 
reason for their crisis.
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Our goal is a fairer society where nobody wonders where their next meal is 
coming from or must rely on the kindness of their community in order to put 
food on their table. We’ll be doing this in three ways:

We’ll be working alongside 
food banks and partners to 
provide stronger evidence 
of the drivers of extreme 
poverty (or ‘destitution’) 
and pushing for positive 
solutions that will help 
tackle these.

We’ll be increasing levels of 
understanding and empathy 
amongst the general public, 
locally and UK-wide, to build a 
movement that is willing to take 
action to create a just and 
compassionate society without 
the need for food banks.

CHANGING 

MINDS

CHANGING 

POLICY

CHANGING 

COMMUNITIES



RADICALLY CHANGED ORGANISATION WITH
A RADICAL VISION

• Our strategy, launched in 2020 sets a bold vision:
• A vision for a UK without the need for food banks

• Our organisation has grown significantly and rapidly:
• From ~80 staff in 2018 to ~300 in 2023

• From an income ~£10M in 2018 to ~£50M in 2022

• The need for food banks has grown significantly
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DATA IS IMPORTANT, BUT…

KNOW AND RECOGNISE THE 
IMPORTANCE OF DATA
• Operationally – to know what is going on

• Planning and executing projects – to help 
inform decisions

• Fundraising – to allow us to do what we do

• Campaigning for change – to deliver our 
vision

• Strategically – to learn what works

KEY UNCERTAINTIES THOUGH

• Many different systems across the 
organisation

• Unsure on data quality / data ownership

• Tend to operate in data silos

• Many feeling unsure how to use the data
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DATA ORCHARD FRAMEWORK
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DATA STRATEGY 
STRUCTURE
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USES

DATA

ANALYSIS

LEADERSHIP

CULTURE

TOOLS

SKILLS



DECIDING WHAT IS IMPORTANT FOR US
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DATA

OUR DATA STRATEGY
ENABLING ALL OUR DECISIONS TO BE DATA INFORMED AS WE WORK TOWARDS A UK WITHOUT THE NEED FOR FOOD BANKS

USES ANALYSIS
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•

•

•

•

•

•
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•

•

•

•

•

•

•

LEADERSHIP

•
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•

•

•

•

SKILLS

•

•

•

OUTCOMES

DATA PRINCIPLES

•

•

•

•

•

•

•

•



THE CORE CHALLENGE

GETTING THE RIGHT DATA TO 

THE RIGHT PEOPLE AT THE 

RIGHT TIME
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DATA

OUR DATA STRATEGY 2023
ENABLING ALL OUR DECISIONS TO BE DATA INFORMED AS WE WORK TOWARDS A UK WITHOUT THE NEED FOR FOOD BANKS

USES ANALYSIS
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HOW DO WE KNOW HOW WE ARE DOING?

Key Result

• By December 2023, the implementation and adoption of the Data Hub has resulted in people across the 
organisation feeling better equipped and confident in their use of data. 

A survey of staff will be conducted to determine how the new Data Hub has impacted people’s understanding 
and use of data in their work.

In 18 months time

• Re-Run of the “poker chip” exercise against the Data Orchard framework

• Re-look at our strategic context
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WHERE NEXT?

• The Data Strategy needs to be agile and respond as 
things change around us

• The more you look at data, the more you use data, the 
more you want to know.

• Is AI the future?

• ChatGPT suggested structure for my talk…
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“Whether to heat your home or 
have a warm meal is a tough 
choice to make. It’s a really hard 
way to live. It was very humbling 
and heartwarming to find out that 
places like the food bank exist.” 

Phil



• Highly optional topics!

• Does your in-house data and 
tech infrastructure need to 
catch up with your digital 
tools and aspirations?

• Can you move straight to 
agile, outside-in innovation?

Roundtable discussion



Event feedback



help@adaptaconsulting.co.uk

www.adaptaconsulting.co.uk

Adapta Consulting, 5 St John’s Lane, London, EC1M 4BH

020 4558 8070

Thanks & Goodbye!

Upcoming events…
CRM, Customer Data and cake – 27 September
www.adaptaconsulting.co.uk/upcoming-events

We hope you find this presentation enjoyable and thought-provoking. Please note that this recording is provided for general 
information purposes only and does not constitute professional advice. No user should act on the basis of any material contained in the 
recording or any of its supporting materials without obtaining proper professional advice specific to their situation.
Adapta has made reasonable efforts to ensure that the information provided is accurate and reliable, however no warranty is given 
regarding the accuracy or reliability of such information. All content is subject to change at any time and without notice.
The presentation may include references to specific products or services and/or links to other resources and websites. These references 
and links are provided for your convenience only and do not signify that Adapta endorses, approves or makes any representation or 
claim regarding the accuracy, copyright, compliance, legality, or any other aspects of the products, services resources or websites to 
which reference is made.
This recording may contain confidential and/or proprietary information, and must not be re-used or disclosed to third parties without 
the prior written approval of Adapta Consulting LLP. © Adapta Consulting LLP 2022
If you would like further information or any advice regarding your own specific issues, then please do contact the Adapta team at 
hello@adaptaconsulting.co.uk 

mailto:help@adaptaconsulting.co.uk
http://www.adaptaconsulting.co.uk/
http://www.adaptaconsulting.co.uk/upcoming-events
mailto:hello@adaptaconsulting.co.uk
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