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Introduction

With 63% of British homes
 now connected to the internet by a broad band connection and the government committed to providing universal access within three years and with mobile phone usage even more prevalent, it is clear that digital communications have come of age and have moved from their former position as a secondary communications channel to a new position as the primary means of communication between organisations and their customers, stakeholders and supporters.
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With £50
billion worth of e-commerce transactions being undertaken each year and an increased focus on security in online transactions, it is clear that both sales and donation income for charities is shifting online at a rapid pace. Online fundraising is also proving more cost effective than traditional methods giving a greater return on investment, in part because of the low cost of transmitting information, but also because of the facilities for measuring and reacting to the success of a strategy minute by minute as a campaign is under way.

Using This Kit

Using this kit you can quickly assess the readiness of your organisation for the digital world and rapidly prepare a first draft digital strategy to illustrate to trustees and leadership team members the opportunities and threats inherent in the changing world of digital media.

Your digital strategy will be prepared in four steps and at the end of the project you’ll have draft one of your digital strategy in your hands. Your first draft will show you how digital technology can most effectively be used to deliver your key organisational objectives as well as giving you first steps to taking action.

Step One – what you already know
Take some time by yourself to note down what you are already doing and what you already know by completing the questions on the next three pages.

Step Two – the external 

Contact a service user, a supporter and someone in another charity to ask them three questions about how your organisation’s digital activities look from the outside.

Step Three – your online potential

Review the information gathered in steps one and two with a senior member of your team or a trusted colleague.
Step Four – your first draft
Follow the instructions to transfer the information that you’ve gathered into your first digital strategy draft.

Once you’ve completed the four steps you will be ready to take up your findings directly with other senior team members in order to put your digital strategy into action. If you determine that there are other areas still to address, or you’d appreciate an external facilitator, why not talk over your findings with one of Baigent Digital’s consultants to determine the most appropriate next step? 

Step One – what you already know

In step one, note down what you already know about your organisation’s digital activities and what you want to achieve. All the information described should be readily available and at this stage, it isn’t about getting the right answers – it’s simply about capturing what you already know. Therefore don’t spend anymore than an hour or so on answering these questions.
As you work through this material, you will think of ideas and possible projects which your organisation could do digitally. As you think of each idea, note it down on a separate list. We’ll come back to that in step three.

Purpose

What is the purpose of your organisation?

What values, beliefs or principles are important to your organisation in terms of how you go about your activities, projects and services? List them here.
Audiences

List the audiences that you seek to communicate and interact with online? (If you have any available information about the number of people in each audience group, note it down against each audience group but if you don’t, then don’t worry).

Outcomes

Now for the fun part. 

Imagine for a moment that through a fantastic digital strategy, you have created the perfect website and digital activities for your organisation and that you have been doing so for three years now. Take a few moments to picture yourself in three years time reflecting on what outcomes you are now seeing resulting from your digital activities – for example 50% of our supporters donating through the website generating £500,000 income a year or an online advice website helping every person who has condition x get the information they need etc.

List all the outcomes you can think of here (the list can be as long as you want it to be).

Do you have any available information on outcomes you are achieving digitally now? For example, the value and number of online donations, the numbers of people receiving your email newsletter, visits to your website etc. Note them here.
Barriers

Having got excited about all the things your digital activities could achieve for you, it’s now time to reflect on what is currently holding you back. Look down the list of outcomes from the previous question and see what comes to mind as to barriers which will prevent you from achieving those outcomes. You may think of things like lack of resources, internal politics, our audience not being online etc. Note them down below.

Existing activity

List what you are already doing digitally. For example your website, email newsletter, online donations, JustGiving etc.
Note down the names of people in your organisation who contribute to your digital activities in any way.

Finally, note down any projects you can think of either underway or being planned which could have a digital element. For example, a re-brand, a fundraising campaign, service delivery project etc. List them down here.
Step Two- the external view

To understand how your organisation can best achieve its goals, an external perspective can bring new facets of your organisation’s current activity into sharp relief and allow you to detect things which are not apparent when working internally. Whilst this step may at first seem daunting, it is guaranteed to provide valuable insights into your digital activities and increase your chances of success.

For this step you simply need to identify three individuals to speak with on the phone. We would recommend starting with a service user, then speaking with a supporter and finally talking to someone who works for another charity who is aware of your organisation.

The questions below get the conversation started and will deliver good insights into your digital activities. Your conversations will trigger further questions as you speak – feel free to add those if you wish.
Their name: 
Their job title: 
Their organisation name: 
What website do you use the most?
What types of digital activity do you take part in:
View websites/Receive email newsletters/Buy products online/Book holidays and tickets online/Online banking/Donate to charity online/Contribute to discussion forums/Take part in social networks/Other

What digital activities do you take part in from our organisation?
If we were to stop doing any digital activities at all, what would you miss the most?
What have you seen a charity do online which you think our organisation should be doing?
What else would you like to see us do online?
Once you have completed the three conversations, you may like to repeat the process to gain further insights. We would typically complete this cycle until clear trends emerge and the number of insights gained by each conversation diminishes. However, at this stage only do what you have time to do. When you have completed the conversations, update the outcomes list in step one and add any ideas and projects to your project list.

As a final insight, visit http://addictomatic.com and type in a couple of search terms related to your charity’s name and cause. It will give you a flavour of what people are saying about you online. 
Step Three – your online potential
Take the answers from step one for your audiences, outcomes, barriers, ideas and people and put them into a spreadsheet.
Audiences
Split the list of audiences into two categories: primary and secondary. The primary audiences are those audiences who are significant to you in a tangible way. This maybe because they are key to fundraising, service delivery or enabling you to achieve another fundamental objective. These are going to be audiences for whom you are prepared to spend money meeting their digital needs. You should limit yourself to no more than five primary audiences.

Secondary audiences are everyone else. These audiences are going to have their needs met via your digital activities but at this stage, you aren’t going to do any specific activities to meet their needs.

When you have identified your primary audiences, put them into descending order of importance to you. If you have any information available, note against each primary audience the total number which you believe exist in the country as well as the number you currently reach online.

As a simple rule of thumb, multiply the total audience by 2/3 which represents the number who are likely to be online. This represents your online potential and enables you to compare your current audience reach with your online potential. It provides a valuable context to the benefits to be gained from stepping up your digital activity.
Outcomes
Repeat the prioritisation exercise for your outcomes identifying the top five outcomes in descending order of importance. See if you can identify any methods for measuring your top five outcomes.
Barriers
Repeat the prioritisation exercise for your barriers to progress identifying the top five barriers in descending order of importance.
Project and Idea list
Review the project and idea list which you have been compiling. Re-arrange the list of project opportunities into descending order of impact on achieving your outcomes, addressing barriers to progress and increasing your reach of your audiences.
People
Finally, consider the people who are currently contributing to and managing your digital activities. What change to the people within your organisation would have the biggest impact on your digital activities. For example appointing a part time web editor, copy writer, developer etc.
Review these findings with a senior or trusted colleague and see if they agree with your primary audiences, outcomes, barriers, projects and people. Ask for advice in how your leadership team and trustees evaluate business plans, budgets and return on investment to determine the best way of presenting your digital strategy for their approval.

Step Four – your first draft

Now it’s time to produce your first draft of your digital strategy. Follow the template headings below and start by doing a search and replace on [Organisation name].

Purpose

[Organisation Name] exists in order to [Purpose as per question 1 on page 4]

Beliefs, values and principles

We undertake our purpose with in accordance with our beliefs, values and principles:

[Insert values here]

Outcomes

Through our digital activities, we seek to achieve the following:

[Insert five outcomes here in descending order of importance]

Measures

We will evaluate the performance of our digital activities through tackling the improvement in the following measures:

[Insert key measures here]

These will be used to prioritise our digital activities and projects.

Audiences

We seek to serve the following audiences:

[Insert five audiences here in descending order of importance]

Opportunities

[Insert five best project opportunities here]

Budget and return on investment

[Insert the budget costs and return on investment here as guided by your senior colleague in accordance with what your leadership team require]

Next steps
The next steps to progressing this strategy are:

[person] will [action] – update and repeat as required.

Review

This activity will be reviewed by [group] on [Date].[image: image2.jpg]
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A useful way to describe the purpose of your organisation is to imagine under what circumstances you would consider its work to be completed.


Another reference point is to read your charity’s legal objectives on the charity commission website.


Try to express this purpose in a way which distinguishes your organisation from others that are closely aligned with yours.
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