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Programme

14.00 Arrival and welcome

14.10 What makes an effective digital strategy?
Keith Collins, Mags Rivett, David Callan

14.40 Case study
Mags Rivett, Make a Wish Foundation

15.10 Cake
15.25 Case study

David Callan, Letchworth Garden City Heritage Foundation

15.50 Discussion and feedback

16.45- Review and close
17.00



Housekeeping



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

http://www.adaptaconsulting.co.uk/adapta-guides
http://www.adaptaconsulting.co.uk/adapta-knowledge
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What makes an effective digital strategy?

• Context – the pace of change
• Outside-in & Inside-out
• Theory…and reality



The pace of change





Supporter 
Data



Supporter 
Data



Supporter 
Data

DOS-based databases 
No non-profit websites

1989 - Tim Berners-Lee 
invents the World Wide 
Web 
1989 – MS SQL Server 
introduced

1981 – Blackbaud 
founded

Post, phone, in-person
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Supporter 
Data

Website

HR Data
Service 

User Data

File Server



Supporter 
Data

Website

HR Data
Service 

User Data

File Server

Client-server, on-
premise databases

Charity websites – using 
proprietary tools 

1999 – Salesforce
2000 – JustGiving 
2001 – MailChimp
2000 – Engaging 
Networks

1994 - Amazon founded 

Post, phone, in-person
Very basic email list 
management
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Analogue to 
Web 1.0





Supporter 
Data

Website
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Service 

User Data



Supporter 
Data

Website

HR Data
Service 

User Data

2004 - Facebook
2006 – Twitter
2007 – iPhone

Mix of on-premise, and 
cloud-based CRM
Member self-service 

Online giving platforms
Forays into Social Media 

Post declining
Phone – VOIP - CTI
Email list management
Social media

2003 – Microsoft CRM 
1.0 released
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Web 2.0





2019 2029?

2019 – dotMailer
becomes dotDigital

Predominately cloud-
based CRM systems

Digital marketing
Social media monitoring 
& engagement

Supporter journeys 
moving from 
whiteboard to reality

2017 – Blackbaud 
acquires JustGiving
2011/2 – Salesforce 
buys Radian6 and 
Buddy Media

2036 – Breakthrough 
Starshot launches nano-
spacecraft to Alpha 
Centauri

No on-premise systems!
No data importing!
No data exporting!

Relationships at scale -
just as personal and 
deep as those with 
major donors and VIPs

2024 – Blackbaud buys 
Donorfy?
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Web 2.0 to 
personalisation

Intelligent 
personalisation

Intelligent, personalised 
customer experience 

Seamless, relevant, real-time, dynamic, 
invisible





Digital Strategies:
Combining the new world, and the old world



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
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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, marketing campaigns, social media 

engagement



Processes: Direct Debits, batching, Gift Aid, membership 
renewals.

Ways of Working: Martini Working, anyone?

Processes: Ecommerce, marketing campaigns, social 
media engagement

Data & Technology: Data Governance, BYOD



Brief from CEO
“We must be match fit for our new strategy”



The Context: Mixture of the new and the old

• Medium-sized charity – offices in London and other locations
• Rapid pace of growth – fundraising, campaigning, digital marketing
• Large, complex network of delivery partners and volunteers
• Mix of bespoke, in-house systems – web, databases
• Challenges with infrastructure, hardware, comms etc.
• Big ambitions, hungry for change
• Opportunity to reinvent themselves



Outside-in Inside-out Change

Customer personas

Customer empathy maps

Customer journeys

Customer experience

Culture & values

Leadership & strategy

Ways of working

Digital maturity assessment

Data & technology

Business change 
programme

Business change board
e.g. Delivering to beneficiaries

Business change board 
e.g. Influencing stakeholders

Business change board 
e.g. The Agile Organisation

Supporting ‘ Technology Change’ 
board



Delivering to 
beneficiaries

END BENEFICARIES
• People

NETWORK OF 
PARTNERS
• Partner charities
• Referring Agencies

ALLIANCES & 
“DELIVERY” 
PARTNERS
• Supermarkets
• Donor Partners

Building support

SUPPORT
• Supporters 
• Volunteers
• Companies
• Trusts

INFLUENCE
• Public
• Government (England, 

Scotland, NI, Wales, local, 
EU..)

• Media 
• Policy Makers

Outside-in, Customer Experience

Customer personas and empathy 
maps

Customer journeys & experience
Business change boards – built 

around persona groups



Outside-in Inside-out Change

Customer personas

Customer empathy maps

Customer journeys

Customer experience

Culture & values

Leadership & strategy

Ways of working

Digital maturity assessment

Data & technology

Business change 
programme

Business change board
e.g. Delivering to beneficiaries

Business change board 
e.g. Influencing stakeholders

Business change board 
e.g. The Agile Organisation

Supporting ‘ Technology Change’ 
board



Digitally evolving organisations are closed and unresponsive. 
They lack customer insight and find it hard to make quick, 
effective decisions because of bureaucratic and technological 
constraints and lack of timely information. Data not being 
understood or valued, with preference given to long-held but 
untested beliefs.

Digitally transitioning organisations understand their 
customers’ changing expectations, but aren’t set up to respond. 
Even if one part of the organisation knows what change is 
needed, they find it hard to turn this into action. Specific 
projects are set up to tackle this.

Digitally transforming organisations are responsive, 
collaborative, open and experimental. An understanding of 
changing customer needs runs through the entire organisation 
and multidisciplinary teams are empowered and equipped to 
respond. They value data and work in an open way, both 
collectively and as individuals. They experiment, share what 
they’re doing and how their thinking is developing.

Offline
Using mainly 
manual paper 

based processes

The Digital 
Journey

Digital Channels
Using digital 

channels but not 
digital end to end

Level 0 Level 1

Digitised Services 
Offline processes 

have been 
'digitised'

Digital Services
Processes have 
been digitally 

redesigned

Digital 
Organisation

The organisation 
has been redesigned 

to work digitally

Born Digital 
The business 

model is digital 
first

Level 2 Level 3 Level 4 Level 5

The Digital 
Organisation Digital by designAnalogue by design

TransitionEvolution Transformation

Organisation

Digitally evolving organisations have not evaluated or defined 
how they will respond to the digital opportunity. Leaders don’t 
understand the changes that are being brought into our lives by 
digital technology and do not see this as a priority.

Digitally transitioning organisations adopt a ‘Head of Digital’ 
approach to create and lead a digital strategy that begins to 
align digital technology opportunities with overall strategy. 
Leaders are curious but may lack confidence.

Digitally transforming organisations have visible, accessible 
leaders who understand the changes being brought about by 
digital technology. They embrace experiments, change and 
failure. Ultimately no one individual ‘owns’ digital and the 
organisation’s strategy fully incorporates the digital 
opportunity.

Digitally evolving organisations do not provide staff with 
modern tools. Digital competencies are not understood. 
Digitally curious staff use their own devices and accounts to do 
what they want regardless, completely outside the 
organisation’s control. 

Digitally transitioning organisations are actively equipping their 
workforce within modern skills and tools. Digital competencies 
are being defined with HR actively involved. Digital pioneers in 
the organisation are encouraged to experiment within limited 
boundaries but can be frustrated by slow progress.

Digitally transforming organisations see their workforce as the 
very foundations for digital.  They enjoy a free, fast flow of 
information within and between teams—operating as a network 
rather than a hierarchy. Staff are given the mandate, space, 
permission to experiment and new ideas can be quickly acted 
upon.

Digitally evolving organisations find it hard to access data in a 
timely way because of inadequate legacy technology. 
Traditional IT leadership does not ‘get digital’ and digital 
product development is limited to websites.

Digitally transitioning organisations see technology as an 
enabler and have small-scale experiments using digital 
technology to fix problems and address opportunities. Open 
data is understood. Digital product development is well 
supported and IT leadership is being challenged and redefined.

Digitally transforming organisations see digital technology as an 
intrinsic part of the organisation, its products and services. 
Relevant, timely, data and insight is available to everyone. Open 
data is the norm and digital product development is super-
charged. Technology is interoperable, scalable and flexible. IT 
and digital are inseparable. 

Change happens organically Change through specific projects Change through organisation-wide programme

Culture & 
Values

Leadership & 
Strategy

Data & 
Technology

Workforce & 
Ways of  
Working

Inside-out, Digital Maturity Model



Offline
Using mainly 

manual paper based 
processes

The Digital Journey

Digital Channels
Using digital 

channels but not 
digital end to end

Level 0 Level 1

Digitised Services 
Offline processes 

have been 
'digitised'

Digital Services
Processes have 
been digitally 

redesigned

Digital Organisation
The organisation has 
been redesigned to 

work digitally

Born Digital 
The business model 

is digital first

Level 2 Level 3 Level 4 Level 5

The Digital 
Organisation

Digital by designAnalogue by design

TransitionEvolution Transformation

Organisation

Culture & 
Values

Leadership & 
Strategy

Workforce & 
Ways of  
Working 

Data & 
Technology

Change happens organically Change through specific projects Change through organisation-wide programme

Digital Maturity – Where is your arrow? 
Digital Maturity 

Model

Organisation 
Scoresheet



Inside-out, ‘Agile Organisation’

Who? 
• Our staff
• partners
• Trustees, volunteers, funders
• Charity Commission, regulators  …

Why? Make the most of our people, relationships and 
resources

Objective: To become an effective, innovative &  agile 
organisation – the right people in the right places at the 
right time, doing the right things - staff in all locations can 
easily find “The Organisation Way of Working”

What ? Digitally-enabled ways of working
• Streamlining & digitising processes -make the right way 

the easiest way and the only way.
• Collaboration and sharing – internally and externally
• Responsive business support services      

(Finance/Legal, HR, IT, ….)
• Organisation-wide data management
• Evidence-base  resources



Outside-in Inside-out Change

Customer personas

Customer empathy maps

Customer journeys

Customer experience

Culture & values

Leadership & strategy

Ways of working

Digital maturity assessment

Data & technology

Business change 
programme

Business change board
e.g. Delivering to beneficiaries

Business change board 
e.g. Influencing stakeholders

Business change board 
e.g. The Agile Organisation

Supporting ‘ Technology Change’ 
board
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THOUGHTS ABOUT DIGITAL
MAGS RIVETT

HEAD OF MARKETING & DIGITAL STRATEGY

MAKE-A-WISH UK

@MAGSRIVETT



Team

Department Strategy

Corporate Strategy
Mission, 

Vision & 

Goals

Fundraising

Individual 

Giving
Major Donors And so on

Marketing

Content Brand And so on …

HR Finance
Service 

Delivery

Top Down

Bottom up

Where’s 

digital?
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Department Strategy

Corporate Strategy
Mission, 

Vision & 

Goals
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Giving
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Delivery







DIGITAL IS 3 THINGS

Digital 

Transformation

People & 

Approach

Tools & 

Channels 

EVOLUTION CULTURAL CHANGE

The big stuff – like tech, 

systems and infrastructure. 

Appetite.

Skills, competencies, change, 

ability to do stuff differently. 

Where are my audiences, 

how do I reach them, what 

do I reach them with?

SUPPORTER-

CENTRIC

The big stuff



THE 2 KILLER QUESTIONS

• What's the appetite for change? • What’s the budget? 



DO THE BASICS WELL. 

• The basics will depend on your charity and your 

goals.  Is it web, social, email, all of these or 

beneficiary tools? Focus on these first to avoid 

distraction?

• Really well will mean something different in each 

case too.  Define what really well looks like for 

you

• Audience insight is key – how do they behave, 

what do they need?  Who is important to you?



WE ARE NOT OUR AUDIENCES



THEN LOOK AT HOW YOU CAN BE EVEN BETTER

• Where can I improve the customer 

journey?

• How can I integrate this with other 

elements of the experience

• What’s the list of things I can do to 

improve/innovate this – which ones do 

I try first?

• How am I measuring this to know 

what’s working?









https://thenewreality.info/



SOME STUFF FROM 
US
A FEW THINGS WHERE WE ARE SEEING SUCCESS 
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Send it twice!





STUFF I JUST STARTED 
PLAYING WITH …









CHOOSE YOUR CORNER. 
PICK AWAY AT IT CAREFULLY, INTENSELY 
AND TO THE BEST OF YOUR ABILITY AND 
THAT WAY YOU MIGHT CHANGE THE 
WORLD.

CHARLES EAMES
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Our Digital Journey

www.letchworth.com
Presented by: David Callan, Digital Communications Manager

Date: 27th March 2019



A brief history of 

Letchworth….



Brainchild of Ebenezer Howard.

Wanted to create a place that combined the 

best bits of town and country living.



Published a book in 1898 and set 

about making a reality of his vision.

Created a company, First Garden 

City Limited and found some land 

in Hertfordshire.

Purchased the estate via the 

crowdfunding of the age. 



Letchworth Garden City was 

subsequently founded in 1903. 

One of the key parts of 

Letchworth’s founding is that the 

land is held in trust for the 

people who live there and profits 

re-invested in to the town. 



2016

Digital delivered for teams with little input from them

ICT outdated, not conducive to open and collaborative working

Digital not an organisational focus

Data housed in siloes, collection not focused, reliance on excel and 
paper-based management

Management not engaged in digital



“Having a digital strategy will soon seem as ridiculous as having an electricity strategy.”

Kay Boycott, CEO, Asthma UK

A digital journey



Digital Journey – creating a strategy (a typical process)

• Find out everything you can about the organisation and how it interacts 
with digital

• Start to plan a digital roadmap of how platforms and programmes can 
stitch together

• Create a document outlining everything great you want to achieve

• Present paper to Board and get approval

• Hit brick wall…why?  



Digital Journey – Foundation’s 6 point strategy

• Understand our audience
• Digitising processes
• Adopting and exploiting flexible IT
• Developing engaging website and content
• Make better use of data
• Empowering people Most important!!!!



Digital Journey – problems

• Digital sits within a Comms/IT function – “it’s not my job”

• Leadership don’t buy in to it

• Still using Windows 98 – reliance on legacy technology



Digital Journey – connecting a diverse workforce

Charitable 
Services

• Grants

• Minibus

• Health Centre

Property 
Portfolio

• Commercial 
lettings

• Residential 
lettings

Commercial 
Venues

• Cinema and 
Theatre

• Children’s Farm

• Art Gallery

But how?



Digital Journey – get people involved

• Help all staff understand importance of digital to achieving 
organisational goals

• Give them a platform and voice to engage and discuss ideas

• Get them involved in projects, make them a part of the journey



Digital Journey – take small steps

• Help people view digital as a tool rather than a scary “thing”

• Open working on collaborative docs and project platforms all show 
growing confidence in digital

• Focus on small improvements rather than the big fix



Digital Journey – shout about your work

• Host discovery workshops and share progress with wider staff

• Plaster progress around the office and on intranets/collaboration 
networks

• Encourage project team to blog and share findings in their team 
meetings



Digital Journey – get people involved



Digital Journey – the role of digital internal comms

• Connecting a mobile and widespread workforce

• Differing ranges of digital competency 

• Provide a platform and training where everyone can engage



Digital Journey – the role of internal comms



Digital Journey – then and now

2016 2019

Digital delivered for teams with little 
input from them

Project groups include wider teams 
throughout

ICT outdated, not conducive to open and 
collaborative working

Still moving towards Office 365 and open 
documents and working groups

Digital not an organisational focus Digital Champion Steering group 
generates debate on how digital is 
harnessed

Data housed in siloes Common metrics being agreed and 
reported against

Management not engaged in digital Becoming advocates and using platforms



Thanks

David.callan@Letchworth.com

@DT_Cal

mailto:David.callan@Letchworth.com


Group discussion



Review and close


