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About Adapta
Adapta Consulting guides and publications

Adapta Consulting’s ‘Adaptive Approaches’ guides:

http://www.adaptaconsulting.co.uk/adapta-guides

Adapta Consulting’s online ‘Knowledge Resources’:

http://www.adaptaconsulting.co.uk/adapta-knowledge

Adapta Consulting is an independent consultancy working 
exclusively with organisations in the not-for-profit sector. 

We specialise in information systems where our 
consultants have helped a broad range of charities make 
the right choice and go on to a successful implementation. 
We are completely independent, which means that we 
evaluate all the options for change on their merits and we 
have no stake in any particular outcome.

Our services include expert assistance with:

• CRM
• Selecting software
• Strategies for IT and Digital
• Developing a business case
• Managing information security
• Virtual IT Director
• Coaching and mentoring
• Improving your processes
• Managing implementations
• DPA and GDPR compliance

What we do

Further reading

Contact us
We would love to have a further chat with you.

Give us a call on: 020 7250 4788
Or drop us an email: hello@adaptaconsulting.co.uk
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Our speakers

Keith Collins

Senior Consultant, Adapta Consulting

Dan Lockeretz

Head of Systems, UnLtd

Dave Massey

Head of Strategic Intelligence, Trussell Trust
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Programme

14:00 Arrival and welcome
Welcome to the event, introductions and overview of the agenda for 
the afternoon
Keith Collins, Adapta

14:05 What makes an effective digital strategy?
A 50/50, ‘Best of Both Worlds’ approach to your digital strategy
Keith Collins, Adapta

14:20 Case Studies
Dan Lockeretz, Head of Systems, UnLtd
Dave Massey, Head of Strategic Intelligence, Trussell Trust

15:10
15:20

Virtual Coffee & Cake
Virtual roundtable discussion & feedback
All

15:55 Review & close
Keith Collins, Adapta
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Housekeeping – interruptions are possible

6



Rules of Engagement!
• ‘Share screen’ should only be used for speaker presentations.

• Please remain in mute mode unless you wish to participate in the Breakout 
Room discussions. 

• Your profile name should be your name and organisation – Hover over your name 
in Participants and select Rename.

• If you have a question relating to the speaker presentations, please submit 
these at any time using the Chat feature. Questions will be picked up once each 
presentation has ended.

• If we do not have time to cover questions/all questions, we hope to open a 
private discussion space following this event.

• We’ll be sharing the Adapta slides after the event.

• If you have a technical question please use the Chat facility, and select Paul 
Stirrat, who will be able to help.
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1. What’s stopping you from implementing your digital strategy?

2. What area of digital technology is most important for your 
organisation going forward?

Each group will have a member of the Adapta team who will facilitate the discussion and 
capture headline notes. Everyone will be returned to the main room for wrapping up.

During breakout sessions: To contribute you should raise your hand using the ‘Raise Hands’ 
feature. Unmute once you have been prompted to by the Facilitator.

How to raise your hand: Click on the icon labelled ‘Participants’.
Click on your name and select “Raise Hand”. 
You may have to click the screen to access the menu.

Breakout sessions will discuss:
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A digital strategy = a myriad of 
concepts, a bagful of theories, a 
plethora of options…
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A concept to help bring simplicity
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Source of definitions: www.businessdictionary.com/definition/customer-relationship-management-CRM.html

5 ‘best of both’ 
combinations for 

your digital strategy
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Combination 1: 
Internal focus & 
External focus

Innovations in 
digital 

fundraising, 
marketing & 
membership

Volunteer and 
member 

engagement

Tools & 
approaches to 

support 
digital service 

delivery

From office to 
home – new 

ways of 
working

Technology 
tools for 

improved 
collaboration

People & 
culture, 

policies & 
procedures 
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The external 
focus is often 
the driver…and 
more difficult to 
get right

Innovations in 
digital 

fundraising, 
marketing & 
membership

Volunteer and 
member 

engagement

Tools & 
approaches to 

support 
digital service 

delivery

From office to 
home – new 

ways of 
working

Technology 
tools for 

improved 
collaboration

People & 
culture, 

policies & 
procedures 
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A digital 
strategy will 
always have 
some need 
to focus on 

the 
‘internal’ 

too

Innovations in 
digital 

fundraising, 
marketing & 
membership

Volunteer and 
member 

engagement

Tools & 
approaches to 

support 
digital service 

delivery

From office to 
home – new 

ways of 
working

Technology 
tools for 

improved 
collaboration

People & 
culture, 

policies & 
procedures 
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Is the balance 
50/50 with your 
digital strategy?

Innovations in 
digital 

fundraising, 
marketing & 
membership

Volunteer and 
member 

engagement

Tools & 
approaches to 

support 
digital service 

delivery

From office to 
home – new 

ways of 
working

Technology 
tools for 

improved 
collaboration

People & 
culture, 

policies & 
procedures 
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Inside-out design thinking (UX)
Means your focus is on processes, systems, tools, and products that 
are designed and implemented based on internal thinking and 
intuition. The customer's needs and perspectives do not play a part in 
this type of thinking; they aren't taken into consideration. You make 
decisions because you think it's what's best for the business - not for 
customers. Or you think you know what's best for customers.

Analogue to 
Web 1.0

Web 2.0

Direct Debits, batching, Gift Aid, membership renewals.

Combination 2: Business processes & user stories
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Outside-in design thinking (CX)
Means that you look at your business from the customer's perspective
and subsequently design processes, tools, and products and make 
decisions based on what's best for the customer and what meets the 
customer's needs. You make decisions because you know it's what's 
best for your customers. Why? Because you listen to them, and you 
understand them and the jobs they are trying to do

Inside-out design thinking (UX)
Means your focus is on processes, systems, tools, and products that 
are designed and implemented based on internal thinking and 
intuition. The customer's needs and perspectives do not play a part in 
this type of thinking; they aren't taken into consideration. You make 
decisions because you think it's what's best for the business - not for 
customers. Or you think you know what's best for customers.

Analogue to 
Web 1.0

Web 2.0
Web 2.0 to 

personalisation
Intelligent 

personalisation

Direct Debits, batching, Gift Aid, membership renewals.
Ecommerce, digital marketing, social media 

engagement, remote working.

Combination 2: Business processes & user stories
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Best-of-both thinking is vital here…some 
requirements are still best expressed as ‘internal 
business processes’ rather than ‘user stories’

OR ?
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Combination 3: The Who: users and supporters
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Your team
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How can our staff and 
volunteers work in a more 

efficient way that enables a 
more agile, responsive, 

productive organisation?
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‘the product of an interaction 
between an organisation and a 
customer over the duration of 
their relationship. This 
interaction is made up of three 
parts: the customer journey, the 
brand touchpoints the customer 
interacts with, and the 
environments the customer 
experiences (including digital 
environment) during their 
experience. A good customer 
experience means that the 
individual's experience during all 
points of contact matches the 
individual's expectations.’ 
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‘the product of an interaction 
between an organisation and a 
customer over the duration of 
their relationship. This 
interaction is made up of three 
parts: the customer journey, the 
brand touchpoints the customer 
interacts with, and the 
environments the customer 
experiences (including digital 
environment) during their 
experience. A good customer 
experience means that the 
individual's experience during all 
points of contact matches the 
individual's expectations.’ 
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Combination 4: 
Traditional & modern 
approaches
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A core technology ecosystem that 
is adaptable, extensible, open, 

and subject to strategic alignment 
and sound governance
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Traditional Modern
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Formal project 
governance

Technical design 
authority

Outside-in 
business design

Data governance 
frameworks Agile development

IT programme governance to specify and oversee the 
core technology ecosystem

Outside-in business design, focusing on the user 
experience. Continuous agile development

Low-code 
development

Traditional Modern
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Combination 5: Agile & 
Waterfall
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Can you really go live with a 
new, big CRM system, 

replacing complex business-
critical processes in an ‘Agile’ 

way?  

Can you really
continually innovate and 
deliver new ‘supporter 

experiences’ using 
‘Waterfall’?
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Our first case study

Dan Lockeretz

Head of Systems, UnLtd

30



UnLtd

The foundation for social 

entrepreneurs

Our Digital/CRM Journey
Dan Lockeretz, November 2020
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About UnLtd

Our Digital/CRM Strategy Story

A Look Back

Key Messages

Contents
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About UnLtd

Our Digital/CRM Strategy Story

A Look Back

Key Messages

Contents
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“In five to ten years it will be 

impossible to start a 

business with the sole 

objective of profit. There has 

to be social return as well”

Abi, Founder of Papi’s

Pickles

Our vision

A future where enterprising people are 
transforming our world for good.

Our mission

We find social entrepreneurs with bold 
solutions to today’s challenges.

Through funding and support, we help 
them to realise their potential and create 
lasting change.
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About UnLtd

Our Digital/CRM Strategy Story

A Look Back

Key Messages

Content
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Inflexible
Costly and 

time-consuming 

to change

Siloed
Lack of 

integration and 

only supporting 

Award 

Management

Outdated
Not user-

friendly or multi-

platform.

• NEEDS to work on 

any device/platform

• Improved UI (portal 

and CRM)

• NEEDS to integrate 

with digital tools and 

integrate the rest of 

the organisation

“Our tech does 
not support our 
organisational 
strategy”

• NEEDS to be quick 

and easy to change 

the system

• Self-sufficient 

change process (no 

coding)

Digital/CRM Strategy–triggers
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System Integration

We put the System in place and 
hooked up the key Digital Tools…  

• Outlook
• ClickDimensions
• MS Forms Pro
• EventBrite
• Power BI
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The Low 
Hanging Fruit

We picked off the teams that had no 
system in place…  

• Contact Management
• Connect (mentoring)
• Development/Partnerships
• Investment
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Ready for the Challenging Bit

Preparing for the Award 
Management 
implementation phase and 
replacing the legacy system.
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Ready for the Challenging Bit

Preparing for the Award 
Management 
implementation phase and 
replacing the legacy system.

Until…  
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The UnLtd Application Process….
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The UnLtd Application Process….

What we noticed when we pulled our research together…

• People from Black, Asian, and Minority Ethnic backgrounds felt less 
connected to UnLtd and rated our application process poorly

• 75% of those with no higher education did nothing following a rejection

• Applicants with a disability reported lower levels of contact from UnLtd
(e.g. fewer invited to events/workshops) 

Conclusion: our application process was a barrier to 

the very people we try so hard to reach!
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Implementation Strategy Decision 

Time!

Option A:

Replicate the 
current process 
knowing 
‘something ain’t
right’? 

Option B:

Wait to redesign 
the application 
process and build 
that?
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Implementation Strategy Decision 

Time!

Option B. 

Why? Because we could.

• Flexible tech platform
• Flexible partner
• Agile project methodology
• Developed internal skills through 

Phases 1 & 2
• Operating remotely (throughout 

Covid)
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Ideas

(Jan-May ‘19)
Make sense of 
the research

Generate and 
prioritise ideas

Develop service 
blueprint 
(applicant 
journey)

Test against 
personas

Select ideas to 
prototype

Prototype

(May-Oct ’19)
Design 

Prototypes
Develop 

Prototypes
Test and Iterate

Pilot

(Nov ’19-Sept 
‘20)

Build Sprints 
with internal 

UAT

External Testing 
with Social 

Entrepreneurs

Build Sprints 
with further 

testing
Go-live

Review & 
Improve

Designing the Application Process
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From Design…
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…to Reality
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Meanwhile…System Development

Unforeseen benefits using MS Flow and 
Microsoft 365 stack…  

• Safeguarding

• References

• Surveys
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Meanwhile…System Development

• Safeguarding example: 
modernising and 
securing our system 
and business process 

MS 
Word

Email

Automated, 
mobile, 

secure Case 
Management
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Automated email to Safeguarding Team with secure link to 
Case on Dynamics containing the results of the submission
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Case management – secure, mobile, defined business process flow with alerts
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About UnLtd

Our Digital/CRM Strategy Story

A Look Back

Key Messages

Content
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What went 
well?

• Quick and significant improvements 
for teams with no system

• Digital tool integration early on
• Gained system advocates and good 

user adoption 
• Built the new application process 

straight into the new platform
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What didn’t 
go so well?

• Delays in delivering CRM to core 
of organisation (old tech, 
frustrations, ‘left behind’, etc)

• Old application portal in place for 
far too long

• Two CRM’s – one-way integration
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• Involved Award Managers in the design phase

• Shared the benefits of the implementation so 
far…‘living proof’ 

• Kept the info flowing

Bringing the 
organisation

with us
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About UnLtd

Our Digital/CRM Strategy Story

A Look Back

Key Messages

Content
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Strategic 

tech 

partner

Flexible 

technology 

and build 

approach

Design led

• The tech is there to 

support the design, 

but seek 

opportunities to take 

advantage of the 

tech

• Find a partner not a 

supplier

• Shared approach to 

projects

• Critical friend

Digital/CRM Strategy

- key messages

• Adaptable

• Common API

• Developer 

environment

• Click not code
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Bite-size 

chunks!

Challenges 

and 

changes 

guaranteed

Digital/CRM Strategy

- key messages

• Find the quick wins

• Identify your 

advocates

Long-term 

strategy but 

projects 

with agility

• Plan your roadmap

• Identify the steps to 

get there

• Expect diversions but 

the destination 

should remain the 

same

• Seize opportunities

• Be ready to flex
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Thank you!
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Our Digital Journey So Far

Dr Dave Massey

Head of Strategic Intelligence

mailto:dave.massey@trusselltrust.org?subject=Adapta%20Digital%20Strategies%20and%20Cake%20Event


Click to edit Section Header subtitle

Who are the Trussell Trust?

Support over 1,200 food bank distribution centres throughout UK

provide emergency food and support to people locked in poverty 

distributed 1.9 million three-day emergency food supplies to 
people in crisis in financial year 2019-2020

campaign for change to 
end the need for food banks.
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Rapid Growth in number of 
food banks followed by year 
on year increase in 
emergency food provision



New strategy development 
leads to realisation that the 
“back office” is important 
and needs investment



Not just kit





In April there was an 89% 
increase in the number of 
emergency food parcels given 
out compared with the same 
month in 2019.



13,000 members of 
public offer support

3,000 Centrica employees volunteer



Future – a 50/50 approach

• Balance of agility and process

• Internal and external focus, building on what we had but improving and 
learning as we go

• New ways of working with colleagues 

• New ways of working with food banks

• New ways of interacting with supporters

• New ways of working with volunteers

• New ways of working with our data

• New ways of working with those with experience of needing to use a food 
bank
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What have we learnt?

• Quite rightly focus on the front line BUT the back office needs to catch up some point – schedule in reviews to sense 
check the need

• Don’t be afraid of that big review and get external help – the external perspective will bring different experiences 
and a fresh pair of eyes

• Make choices and decisions 

• Need evidence and a clear business strategy

• Remember this is not just tech, but process and culture are equally important

• Flexibility is key

• Build it in to the plan as you don’t know what the future holds

• Seize opportunities, COVID has brought in some positive changes that have improved our operations
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Our Digital Journey So Far

Dr Dave Massey

Head of Strategic Intelligence

mailto:dave.massey@trusselltrust.org?subject=Adapta%20Digital%20Strategies%20and%20Cake%20Event


Breakout Room Discussions

What’s stopping you from implementing your digital strategy?

What area of digital technology is most important for your 
organisation going forward?

Re-convene for feedback from each group.
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Poll, Thanks & Goodbye!

Upcoming events…
4 February 2021 – CRM and cake IX

www.adaptaconsulting.co.uk/adapta-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 2020
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

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

