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ABOUT ALMOND TREE STRATEGIC CONSULTING
Our Purpose
Established in 2007 by Julian Lomas following his successful, senior-level career in central and local 
government, we are a values-led consultancy supporting the not-for-profit sectors.

Our vision is for organisations to make real and positive differences for the communities they serve.  

Our mission is to help them make the biggest possible positive impact through support for 
strategy/planning, fundraising, governance, collaborations and change.

Our values lie at the heart of our business model.  Through high quality, bespoke support we aim to 
motivate and inspire those with whom we work and equip them to do more and better for themselves and 
their beneficiaries.  Our Director is a Trustee of a number of charities and we have an active Corporate 
Social Responsibility Programme.

Our Offer
We provide a wide range of consultancy, training and support services to the 
third and public sectors in the UK and overseas.  Our core business areas are:

• Strategy development and business planning.

• Fundraising strategy and practice, including bid writing.

• Impact assessment and evaluations.

• Governance, including registering new charities, governance reviews, 
policy frameworks and board development.

• Project, change and risk management.

• Collaborations and partnerships, including joint ventures, mergers,
subcontracting arrangements and shared services.



IMPROVING EFFICIENCY AND EFFECTIVENESS
The Client

A medium sized third sector 
infrastructure and community 
development charity.

The Challenge

The client had developed 
into two, almost separate, 
organisations – one 
providing infrastructure 
support and the other direct 
services.  This was 
becoming increasingly 
unsustainable, particularly 
as statutory sector funding 
reduced.

The Benefits

• The new strategy focus on 
integration will realise efficiencies 
in service delivery and ensure 
greater transparency for funders.

• Restructuring the membership 
model will help ensure financial 
sustainability for infrastructure 
services.

• Improved impact assessment and 
reporting will support income 
generation and diversification.

The Solution

A new corporate strategy was adopted 
with clear aims and objectives, and a 
particular focus on integration of 
activities across the organisation.

Support was provided on development 
of new membership business models 
and impact assessment and reporting.

Our Approach

After desk research and inception workshops with Trustees and 
senior staff we quickly identified the key needs for the client: 
maximising service impact and innovation; diversifying income; and 
integration across the organisation.

With the client we developed this into a comprehensive three year 
strategy with a limited number of core objectives and priorities.  We 
then moved on to provide hybrid training and development 
workshops leading to more detailed plans on impact assessment 
and reporting and to develop new membership business models.  
The client has gone on to implement these successfully and, despite 
challenging economic times, is set fair for the future.



RESHAPING SERVICES AND SECURING THE FUTURE
The Client
A small national health and
communications sector trade 
association charity.

The Challenge

Having attempted and 
failed  to restructure 
service delivery and the 
organisation itself twice in 
the last decade the client 
was struggling to see a 
way forward to a 
sustainable future.

The Benefits

• The new structure provides clarity of 
roles to ensure delivery of the new 
service model.

• A new income generation strategy 
charts a path to a sustainable 
financial future and is underpinned 
by robust evidence of impact and 
future need.

• Support for bid writing and training 
on operational vs governance roles 
and procedures helps get things off 
to a flying start.

The Solution
A new organisational strategy and 
accompanying income generation 
strategy were adopted including a new 
volunteer structure. Training was 
provided on governance vs operational 
roles and procedures.

Research was commissioned on the 
impact and future direction of the 
sector represented by the client and 
support provided for bid writing.

Our Approach

Through a series of development workshops and online diagnostic 
tools, we were able to diagnose the strengths and development 
needs for the client and prepare options for future structures.  
Further workshops led to selection of preferred options on the basis 
of which we prepared very brief strategy documents and structure 
diagrams to aid communication to the membership.  Once adopted, 
we provided training to support and embed the new approach.

At our suggestion impact research was commissioned, which 
provides a valuable evidence base and future needs analysis for all 
members and the client itself, underpinning our work on income 
generation (bid writing etc.).



NEW BUSINESS MODELS
The Client

A small local community 
development charity.

The Challenge

The client had an idea for 
development of older 
people’s services to 
complement their services 
for young people and 
families but had not been 
able to develop a robust 
business plan to show 
viability.

The Benefits

• With a business plan underpinned
by evidence from market analysis, 
the client now has a clear picture 
of the investment and sales 
volumes required for a viable 
business.

• The business plan development 
process crystallised the service 
business model, values and 
development options for the 
future, as well as a robust 
assessment of the risks involved.

The Solution

A full, costed and researched business 
plan was developed for proposed new 
older people’s services alongside a 
dynamic  financial model for the 
proposed service.

Our Approach

Following inception meetings with the client we undertook desk 
research on the target market, likely market share requirements, 
pricing points and service development and business model options.

Continued dialogue with the client led to development and 
refinement of the business plan, underpinning financial model and 
accompanying risk assessment and implementation plan.

Our attendance at a Trustee board meeting led to approval of the 
business plan on condition that sufficient initial grant investment 
could be secured to de-risk start up and early cash flow.



FUNDRAISING: STRATEGY
The Client

A small UK-wide health/disability 
sector charity.

The Challenge

Having received substantial one-
off income 5 years ago (from 
property sales and legacies) the 
client had invested heavily in its 
service offer and supporting 
infrastructure.  However, its main 
source of income (grants from 
trusts) had all but ceased due to 
its high level of reserves and 
expenditure had largely been 
supported by using up reserves.

With reserves returning to normal 
levels, a new approach to 
fundraising was required.

The Benefits

• Income diversification 
increases resilience to 
shocks in the funding 
environment (e.g. if one 
source of income ceases or 
reduces).

• A shift towards unrestricted 
funding sources increases 
flexibility and also helps raise 
the profile of the charity.

• Traded income better 
matches supply 
(income/resources) to the 
demand for the service.

The Solution

A new fundraising strategy, with 
quantitative targets, emphasising 
income diversification and a shift 
towards sustainable income sources 
including:

• Short term focus on institutional 
sources (trust, corporates and 
statutory sources).

• Medium term focus on unrestricted 
income (major donors, individual 
giving and community/challenge 
fundraising).

• Growth in traded income.

Our Approach

Working with the senior staff and fundraising team we explored the 
full range of income sources available to the client and prioritised 
them according to their overall potential, historic effectiveness, 
resources available and appropriateness of income (e.g. 
unrestricted vs project funding and ethical considerations).

The conclusions form this top down analysis were tested by 
developing 3-year income projections/targets for each source based 
on known/estimated volumes and capacity and comparing the total 
against the client’s overall income requirement.  Income and 
expenditure budgets were then iterated to yield a balanced budget.



FUNDRAISING: BIDDING AND MORE
The Clients

A broad range of local, regional and 
national charities and social 
enterprises working in a number of 
sectors.

The Challenge

All charities and social 
enterprises need income
to deliver their services.  
The challenge most face 
is that demand for their 
services often outstrips 
supply of funding and 
other resources.

The Benefits

• Specialist support for bid writing 
achieves better results by ensuring 
the offer is better matched to the 
funders’ requirements.

• Expert advice on fundraising helps 
ensure campaigns run effectively 
and in the right sequence.

The Results

Since 2006 we have helped clients 
secure over £150 million of funding 
from a range of sources, in 
particular:

• Statutory sector 
contracts/commissioned services.

• Grants from trusts, foundations and 
statutory sector bodies.

• Social investments/payment by 
results contracts

Our Approach

We provide expert advice and hands on fundraising support across 
a wide range of channels.  Our specialism is bid development and 
writing.  This includes quality assuring and polishing drafts as well 
as writing applications from scratch based on notes 
from/discussions with the client.  Our clients come from all sectors 
including youth work, careers advice/guidance, infrastructure 
support, health and social care, LGBT, environmental issues and 
community support.

Our approach is to ensure effective knowledge transfer to, and 
learning by, the client.  We enable our clients to write better bids for 
themselves, without creating a dependency on our services.  As our 
client relationships develop and we build in depth knowledge of their 
services, our service design and development advice becomes an 
increasingly valuable element of our bid writing support.

We have also organised participation of charity teams in large and 
small scale challenge events and advised on fundraising from 
corporates, major donors and individual giving.



IMPACT ASSESSMENT
The Clients

A wide range of third sector infrastructure 
support charities and social enterprises.

The Challenge

Assessing and reporting 
on the real world impact of 
the work of third sector 
infrastructure support 
organisations is 
challenging because their 
work is to support those 
organisations who in turn 
provide frontline services.  
To funders, in particular, 
this often appears too far 
removed from the real 
world and therefore 
unworthy of 
funding/support. 

The Benefits

By gathering and reporting 
on evidence of the 
outcomes and impacts of 
infrastructure services, 
providers of those services 
will be better able to:

• retain (and grow) their 
funding from statutory and 
other sources; and

• design, manage and 
develop their services to 
maximise impact.

The Solution

We have developed, with a range of clients, a 
framework/menu for impact assessment and 
reporting for infrastructure services, including:

• Measures of the direct outcomes from training 
and support services.

• Proxies for assessing the impact of such 
services on the communities/beneficiaries 
supported by those receiving the support.

• Emphasis on incorporation of data 
collection/analysis into the day to day work of 
the client to minimise the resources required.

Our Approach

We recognise the challenge of collecting evidence of the 
outcomes and impacts of infrastructure support.
Comprehensive evaluation studies are simply unaffordable 
and many are sceptical of their utility.

Through our work with voluntary sector infrastructure 
clients (Councils for Voluntary Services and similar) we 
have developed a menu/framework of measures and 
proxies for direct outcomes and wider impacts.  These 
help clients demonstrate their impact more effectively 
without an undue on-going drain on resources.



REGISTERING CHARITIES & INCORPORATIONS
The Clients

A wide range of small, medium and large
charities working in many sectors.

The Challenge

When new groups or 
existing organisations 
want to register as a 
charity or existing 
unincorporated 
charities want to 
incorporate this can be 
bewildering.  If non-
standard documents 
are needed this can be 
overwhelming.

The Benefits

Setting up a new charity or 
registering/incorporating an 
existing organisation can have 
many advantages including:

• Access to a new income.
• Tax efficiencies.
• Greater protection for Trustees.
• Marketing advantages.
• Clarity of purpose and mission.

Specialist support helps achieve 
registration faster and with fewer 
hitches along the way.

The Solutions

We have helped register over 40 charities 
(new and existing organisations) including:

• Companies Limited by Guarantee

• Charitable Incorporated Organisations

• Charitable Trusts

• Unincorporated Associations Our Approach
We have helped set up, incorporate and/or register many 
charities of varying sizes and in a wide range of sectors.  We 
help prepare governing documents (working with legal 
advisers where required) and completing other 
documentation, including policies and procedures and the 
Charity Commission application for registration.

We have help clients gain Charity Commission approval for 
a range of non-standard requirements including: stakeholder 
engagement mechanisms and stakeholder boards, paid 
Trustees, groups of charities including charitable and non-
charitable (trading) subsidiaries, non-standard objects and 
local authority involvement in governance.



GOVERNANCE REVIEW
The Client

A medium-sized health sector charity 
supporting public engagement in 
health and social care.

The Challenge

The client had a complex,
multi-tiered governance 
model that needed 
streamlining to increase 
efficiency, while 
maintaining support for a 
wide range of stakeholder 
groups.

At the same time, the 
client wanted to explore a 
range of options for 
earned income 
generation (trading) 
without compromising its 
primary activities.

The Benefits

• The new governance model is less
resource intensive to administer.

• There is greater clarity of roles 
within the new structure with 
enhanced mechanisms for public 
and stakeholder engagement.

• New activities are clearly 
separated from the primary 
activity.

• Other options for governance 
improvement also identified. 

The Solution

We developed a new governance model 
that included:

• A single, simplified tier of governance.

• Enhanced arrangements for public 
and stakeholder engagement.

• A trading subsidiary for non-primary 
activities.

Our Approach

We developed and deployed a range of online diagnostic tools to 
assess organisational capacity and capability and the quality and
effectiveness of current governance arrangements (including 
Trustee skills). These were completed by Trustees, Members and 
senior staff and analysed alongside a review of documentation.  

Our recommendations were developed into a proposed new 
governance model and implementation programme.  This was 
tested on key stakeholders before formal approvals and adoption. 
We helped prepare underpinning documentation including new 
Articles of Association and a range of board policies.

Charity

Trading	
subsidiary

Public	input Stakeholder	advice



PROJECT MANAGEMENT
The Client

A large regional careers advice and 
guidance charity.

The Challenge

Having won multiple major new 
contracts in new geographical
areas, the client needed an 
overall project/programme 
manager to ensure the contract 
mobilisation was delivered on 
time, within budget and to the 
specification.

The Outcomes

• Each of the mobilisation 
projects was implemented on 
time and to budget.

• Notwithstanding some 
unavoidable issues, the 
services were live and effective 
from day one.

• The client has used its success 
in delivering these contracts to 
win further new business.

The Solution

We provided an expert interim project 
manager to coordinate and manage 
multiple project work streams, advise 
on the overall service strategy and 
lead on key aspects of the project 
(governance, legal and finance). Our Approach

We provided an interim project manager (Julian Lomas), who had 
worked on the initial bids for the contracts in question.

Julian developed the implementation plan (work streams, 
programme, resource plan, budgets and risk management plan) 
through workshops with key staff.  He oversaw delivery of the entire
programme through regular update mechanisms that were light 
touch for staff (so as not to distract from the tasks in hand) and 
provided regular reports to senior management.  Julian also led on 
the legal, finance and governance work streams.

As problems were encountered, Julian often led discussion on 
development of alternatives and/or implementation of pre-developed 
contingency plans.  Overall, we ensured Julian was a resource and 
not a burden for the project.



PROJECT MANAGEMENT TRAINING
The Client

A university student engagement 
and enhancement department.

The Challenge

With large numbers of new staff 
and a substantially increased 
projects budget, the department 
was struggling to deliver projects 
effectively.

The Benefits

• With improved project 
management skills, staff are 
able to deliver better quality 
projects within budget and on 
time.

• Better project planning is 
saving the department 
money and staff resources.

The Solution

We provided half day training sessions 
in project management for groups of 
staff, followed by one-to-one advice 
sessions for each team member and 
coaching for selected staff.

Our Approach

Working with senior staff in the department we developed bespoke 
Introduction to Project Management training, brought to life with real 
examples of projects that were the responsibility of the department.

The training was delivered in half day sessions (and repeated as 
new staff joined the teams).  The tools demonstrated in the training 
were those being used by the department.

This was followed up with individual advice sessions with each 
member of staff (and sustained coaching for some). The aim of 
these sessions was to help them with their own live projects and/or 
coach them through new projects to embed skills and encourage 
early adoption of learning from the training.

Scope

Time

QualityCost



JOINT VENTURES
The Clients

A consortium of small to medium 
sized local youth work charities and
a separate consortium of regional 
careers advice and guidance 
charities and social enterprises.

The Challenge

In both cases, the 
consortium members were 
faced with public sector 
commissioners wanting to 
aggregate grant and 
contract opportunities on 
larger and larger scales.  
Individual members were 
unable to bid for these 
opportunities alone.

The Benefits

• The joint ventures helped each 
consortium secure over £3m of 
additional revenue in their first 18 
months.

• Both proved valuable vehicles for 
sharing good practice, developing 
collaborations and for peer 
support.

• In one case, moves towards joint 
product development, shared 
services and shared procurement 
yielded over £200,000 pa of 
efficiency savings for each 
member.

The Solution

In both cases, joint venture special 
purpose vehicles were established, 
one a national social enterprise and 
one a regional registered charity, 
underpinned by formal joint venture 
agreements.

Our Approach

We worked with the prospective consortium members first to 
establish a shared vision, mission and values for the proposed 
collaborations.  Once those were established, we helped them 
explore and agree structures and appropriate commercial terms.

We led implementation in both cases to establish the new vehicles 
with all associated documentation (including internal policies etc.). 

Once established, we continued to support each joint venture with 
capacity building, income generation/fundraising and strategic and 
operational advice.



MERGERS
The Clients

A medium sized regional 
infrastructure and service charity 
and a two similar but much smaller, 
charities exploring options to work 
more closely together.

The Challenge

In a world of reducing
resource availability and 
increased competition for 
resources charities need to 
find ways to be more 
efficient and effective to be 
able to continue serving 
their beneficiaries.

The Benefits

• The merger dramatically reduced 
overheads across the three 
constituent charities.

• The newly merged (and for 
rebranded charity) has developed 
new ideas and services as a result 
of bringing services together.

• The beneficiaries of the smaller 
charities in particular can now 
access a wider range of services.

• The future of the smaller charities’ 
services has been secured by 
being part of a larger, financially 
secure charity.

The Solution

The smaller charities each merged 
with the merger charity by transferring 
staff, assets and liabilities to it and 
winding up the existing charities.

Our Approach

We worked with the constituent charities’ staff and Trustees to 
establish a shared vision, mission and values for the proposed 
mergers.  Once those were established, we helped them explore 
and agree structures and to develop appropriate documentation to 
effect the transfers of staff, assets and liabilities culminating in 
registering the mergers with the Charity Commission

We project managed implementation continue to support the 
merged charity with governance advice, capacity building, income 
generation/fundraising support and other advice.



SUPPLY CHAIN PARTNERSHIPS
The Clients

Two large regional careers advice 
and guidance charities.

The Challenge

Separately, each client had 
secured a large regional 
adult careers advice and 
guidance contract with 
challenging mobilisation 
projects that included the 
need to develop effective
supply chain partnerships.

The Benefits

• External support for supply chain 
development, procurement and 
due diligence resulted in robust 
solutions tested independently.

• Using diversified supply chains in 
payment by results contracts 
spreads income and delivery risk.

• Diverse supply chains foster 
innovation through sharing of 
good practice.

The Solution

Networks of subcontractors were 
developed, specialising either in the 
needs of specific client groups or in 
delivery in particular 
communities/areas.

Our Approach

Having supported both clients with their initial bids, we were well 
placed to help develop supply chain partnerships in line with their 
internal, accredited processes.  

Our roles included advising on procurement processes, assessing 
bids from prospective subcontractors, conducting due diligence on 
all shortlisted subcontractors and providing external challenge on 
allocations of delivery volumes.

As we were also very familiar with the payment by results evidence 
requirements and underpinning CRM/data systems, we were able to 
advise on implementation of these aspects across each client’s 
supply chain.



JUST A FEW OF OUR MANY CLIENTS


