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Executive Summary

GOAL KEY QUESTIONS RECOMMENDATIONS IMPACT 

How can OST effectively 
raise awareness and gain 

donors to support OST 
causes?

Bring more 
donations and 

other income so 
that OST

can carry out
its cause more 

widely and help 
more children

How can OST differentiate 
itself among charitable 

organizations and generate 
necessary funding?

Tweak the Core

Track for More

12.6K
Increase in donors

Raise the right awareness 
through the right campaign

31.2K
People will donate again 

46.1M THB  
Total Incremental balanced 

fund in 5 years

r

Increase donor retention
by creating connection 

between donors and patients 
to gain more funding
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OST is a non-profit medical charity that aims to provide safe surgeries to underpriviledged 
children to address facial deformity – cleft lip, cleft palate and burns.

What is Operation Smile Thailand? What is the organization offering?

An International non-profit medical charity 
began in 1982
• With 250 medical volunteers
• And 150 non-medical volunteers

Aims to provide safe surgeries to 
underprivileged children at no cost to 
address facial deformity 

Vision
Envisions a future where heath and dignity 
are improved through safe surgery

Ultimate Goal Bring more donations and other income so that OST can carry out
its cause more widely and help more children

Organization provides services to treat…
1) Cleft lip and cleft palate
2) Burn scar, wound, and contracture and
3) Syndactyly / polydactyly / facial 

deformity

Through, 5 commitments

1 Weeklong medical 
missions

2
3

Ongoing missions

Individual patients

4 Medical equipment 
& supplies

5 Medical training

Source: Case Booklet
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Currently, OST is struggling to maintain donation pool from two main donor segments –
Corporate & Individuals.

OST funding declined by 
2.6 times from 2019 - 2021

Pre-Covid OST 
funding proportion

Post-Covid OST 
funding Highlights

62

24

2019 2021

Unit: Million Baht

2nd Corporate Donors  35%

3rd Others                      22%
(School clubs, Give in Kind, and etc.)

1st Individuals Donors  44% Donation from Indivdiuals 
fell by 18 million baht

Donation from corporate 
fell by 10 million baht

“Individuals is no 
longer the number 1 
source of funding” 

Source: Case Booklet, euromonitor
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Main sources of OST funding

Therefore, the underlying causes of funding reduction from two pool of donors are identified.

Individual donorsCorporate donors

Competition from similar non-profit 
foundations

Lack of OST’s ability to convey the 
seriousness of cleft conditions to donors

COVID-19 
Pandemic

Rising in cost of living à

Economic 
Recession

Russian 
invasion of 

Ukraine war

COVID-19 
Pandemic

Economic 
Recession

Russian 
invasion of 

Ukraine war

Corporates pull back on discretionary spending Individual cut 
down on spendings

Competition from similar non-profit foundations

Rising in competitive offers for donor’s benefits

KEY IMPLICATION Due to OST’s limited resources, issue prioritization is key to success.

Economic 
Impact

Non-
Economic 

Impact

1 2

Source: Team Analysis
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To achieve the ultimate goal, OST should focus on fundraising from individual donors by 
resolving non-economic impacts.

Require substantial 
resources to compete 
with others foundation

Beyond OST 
capability to control 

Key Question Pool of Donors Issues Prioritization

Which source of 
funding should OST 

prioritize with 
limited resources?

Corporate Donor

Economic Factors

Non-Economic 
Factors

Beyond OST 
capability to control 

High capability to 
leverage with current 

resources

Individual Donor

Economic Factors

Non-Economic 
Factors

Source: Team Analysis
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Through deeper analysis on Non-Economic impact, there are two key barriers OST 
should resolve.

1 Competition from similar non-profit foundations 2 Lack of OST’s ability to convey the 
seriousness of cleft conditions to donors

Direct Competitor Indirect Competitor

OST’s strict policy to never show the pictures of 
a suffering child

Underlying causes

Makes many people believe that the children 
are not in desperate need

OST’s current marketing strategy fails to raise 
awareness of the lifestyle behind these patients 

Donors don’t understand the importance of how 
patients have to suffer from cleft conditions

1

2
They are more aligned with 
donor’s painpoint, as many 
people want to donate to 
organizations that help 
children in general.

More foundations are 
tackling identical problem 
and offering similar 
benefits to donors. 

Source: Team Analysis

7

Situation Analysis Tweak the Core Track for More ImpactSituation Analysis

Through deeper analysis on Non-Economic impact, there are two key barriers OST 
should resolve.

1 Competition from similar non-profit foundations 2 Lack of OST’s ability to convey the 
seriousness of cleft conditions to donors

Direct Competitor Indirect Competitor

OST’s strict policy to never show the pictures of 
a suffering child

Underlying causes

Makes many people believe that the children 
are not in desperate need

OST’s current marketing strategy fails to raise 
awareness of the lifestyle behind these patients 

Donors don’t understand the importance of how 
patients have to suffer from cleft conditions

1

2
They are more aligned with 
donor’s painpoint, as many 
people want to donate to 
organizations that help 
children in general.

More foundations are 
tackling identical problem 
and offering similar 
benefits to donors. 

Key Question
How can OST differentiate itself from competitors and cultivate 

public with the right understanding of cleft conditions  ?
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TWEAK THE CORE
Raise the right awareness through 

the right campaign 

9
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OST should address their donor’s journey from two key problems - Current Ads, Donating 
method.

Current online campaign

Problems with the campaign

No convincing 
factor

Lack of conveying the 
seriousness of cleft conditions

Low engagement

Key Question How can OST raise awareness and provide informative content that is 
convincing enough to turn potential donors into OST’s donors? 

Source: Team analysis

10



8/8/2022 R

6

Situation Analysis Tweak the Core Track for More ImpactTweak the Core

With Tweak the Core, there are 3 key steps OST should follow to outwin competitors and 
cultivate people’s understanding.

Bring Back the Confidence Donate to OST Engage with Friends

By sharing their donation on
social media, donors can post 

their impacts and have 
engagement with their friends 

who possibly become 
new donors

Improving the website by 
illustrating the dashboard of 

the recent impact of OST 
for donors to obviuosly 

acknowledge what OST does 
with their donation

Creating an impactful video 
advertising through informing 

the seriousness of cleft 
conditions to raise awareness 

and create empathy for 
donation 
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OST should first address the awareness issue through “Bring Back the Confidence”
online campaign.

Bring Back the Confidence Donate to OST Engage with Friends

Video Advertisement – “You are my smile”
What

Video advertisement: Unite donors to be
a part of OST in bringing back the 
confidence of underprivileged children 
through funding of safe surgeries

Why

Raise awareness Convey the seriousness 
of cleft conditions

How

Mood

Touched in order to 
create empathy

Creating a personal 
tension to keep 

donors connected

Tone

Theme

Key message
“Confidence is the most beautiful thing 

about being human”
Let’s make children come back to smile with confidence 

as you are their smile

OST is now able to convey the correct understanding about the seriousness of cleft to public
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After donors are awared with the right understanding, donors are taken on a modified 
journey that informs about OST’s impact to create conversion. 

Bring Back The Confidence Donate to OST Engage with Friends

The dashboard shows real-time 
patients’ status update 

Dashboard

Indicate the importance 
of donation

Donors can contextualize
their contributions

OST is now able to convert ads viewers into donors

Dashboard Feasibility
Implementing through donor management 
software with 
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By sharing, donors are able to engage their friends through an informative graphic that 
outlines unique service offerings and their impact.

Engage with FriendsBring Back The Confidence Donate to OST

I just donated to OST! The video ads 
of OST and the dashboard impact of 
the donation contribution are very 
very IMPRESSING. Check it out guys!!!

THANK YOU
for donating to us!

Share story with friends

Share

Sharable post that outlines 
OST’s impact

Preview of post with impact 

Multi-platform sharing 
capabilities

Cyclical Engagement with Friends

A viral share from friends creates
peer-to-peer donations

Contribute to cyclical 
engagement

+

More potential donorsBring upon friends & family 
to donate with them

Jenny is already 
received your 

donation

Here’s her status Tracking No. 
“AB12345”

Check status via this link
https://bit. Ly/3p1c1aq Jenny is already 

received your donation

Beena

Donate Now!Operation Smile Thailand
#youaremysmile

Sharable posts of donation helps OST increase engagement with its donors
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Through Tweak the Core, OST will achieve three key impacts.

136K
Impression in the 

first year

854K THB
The fund received in the 
first year of the project

3.1K
New donors in the 

first year

With Tweak the Core, OST will achieve...

After successfully converting them into donating, 
how can OST prevent them from being a one-time donor?
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TRACK FOR MORE
Increase donor retention by creating 

connection between donors and 
patients to gain more funding
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67% of donors said that they do not notice
the difference among the organization

There is “No Bond” between OST and 
donors leading to one-time donor

Case study

More than 54% of donors do not donate because 
they do not know what the organization does with
their money

94% of people tend to have loyalty to organizations 
that offer complete transparency.

OST should address the gaps (bonding & trust) that prevent one-time donor from becoming 
OST loyal donor.

Bonding

OST is struggling to create bonding between 
donors and patients

OST still has room for improvement in building its 
brand image through increasing transparency

Trust

Donors behavior Donors behavior

Current problem Current problem

“Sponsor a child program”
A program that donors can continuously donate 

to one child which can create bond between 
donor and child 

Case study “Thankyou Water”
People use more Thankyou water instead of 
Plastic bottle water due to the increase in 

transparency which helps people built more trust 
and engagement to the brand.

Source: Team Survey, Team Analysis
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67% of donors said that they do not notice
the difference among the organization

There is “No Bond” between OST and 
donors leading to one-time donor

Case study

More than 54% of donors do not donate because 
they do not know what the organization 
does with their money

94% of people tend to have loyalty to organizations 
that offer complete transparency.

OST should address the gaps (bonding & trust) that prevent one-time donor from becoming 
OST loyal donor.

Bonding

OST is struggling to create bonding between 
donors and patients

OST still has room for improvement in building its 
brand image through increasing transparency

Trust

Donors behavior Donors behavior

Current problem Current problem

“Sponsor a child program”
A program that donors can continuously donate 

to one child which can create bond between 
donor and child 

Case study
“Thankyou Water”

People use more Thankyou water instead of 
Plastic bottle water due to the increase in 

transparency which helps people built more trust 
and engagement to the brand.

Key Question
How can OST create bonding & trust to donors?
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With Track for more, OST will be able to retain their donors from one-time donation.

What

Why

Channel

Key success factor

Web link for donors to 
keep track of 

receiver’s progression

Simultaneously create 
Bonding and increase Trust 
between donors and OST

Line Official Account

Track for More
Cost savings

Constantly update 
patients status

Everyday 
application

Create bonding and trust
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Donors can follow the status of patients by using the tracking number and pasting in 
Line OA, or clicking the link directly popped up after donating.

THANK YOU
for donating and supporting 

to our organization :)

Jenny is already 
received your donation

Here’s her status Tracking No.
“AB12345”

Check the status via this link
https://bit. Ly/3p1c1aq

Q&A

Because you are 
“their SMILE”

Donate Now

Account No.
Tracking No. 

Checking

Contact Us

Thank you for adding OST 
Line official Account

Tracking No. of each patient will be provided
on the web link

After donating, donors will immediately know 
whom their donation belongs to.

Donors are able to track patients’ status
via OST Line Official Account

How Track for More works

The Tracking No. Checking is available
at the menu bar

20
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Donors can follow the status of patients by using the tracking number and pasting in 
Line OA, or clicking the link directly popped up after donating.

Q&A

Because you are 
“their SMILE”

Donate Now

Account No.
Tracking No. 

Checking

Contact Us

Tracking No. Checking

Please fill in your Tracking No. 

AB12345

Currently, Jenny
is having “Clect Lip Surgery”

Q&A

Because you are 
“their SMILE”

Donate Now

Account No.
Tracking No. 

Checking

Contact Us

Finally, Jenny is fully 
recovered from cleft.

Because of you,
Jenny can happily SMILE :)

After filling in the Tracking No, the current phrase of 
medication of patient will be informed to donors

When clicking Track No. Checking, there will be 
auto reply of OST for donors to fill in the Tracking No.

There will be the follow up notification on Line in 
order to inform donors through out the medication 

of petients.

How Track for More works

When patients are fully recovered, the Thank You 
message will be sent to donors with

the after surgery picture of them
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With Track for More 

OST can now sustainably retain its donors in the long run

Create bonding between 
donors and patients

Increase trust and 
transparency
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Impact
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Implementation Timeline

“You are my smile” video ads

Track for more

Incremental project plan for 
OST

2022
Q3 Q4

Website for real time update 

Tweak the core

Q1

2023
Q2 Q3 Q4 Q1

2024
Q2 Q3 Q4 Q1

2025
Q2 Q3 Q4 Q1

2026
Q2 Q3 Q4

Legend:

Tracking system 

Create a system link to Line

Q1

2027
Q2 Q3 Q4

Website for sharing to multiply platforms

Contact with sponsors

Evaluation launch
Source: Team Analysis

R&D

R&D

R&D

R&D

R&D

R&D

Future plan

Corporate with the companies to increase 
awareness and funds

Solving the constrain from the evaluation 
in each period

Maintenance

Maintenance

Maintenance

Maintenance

Imple-
mentation 
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Key risks are identified with mitigation plans

Strong

Median

Weak

Rare Median Likely

Probability

Top risk identified and prioritized … … With mitigation plans

Re-evaluate donors’ 
behavior and offer them with 
personalized incentives

Low sharing rate 
from individual 
donors

2 1Fail to gain sufficient 
sponsorship from 
corporates

Im
pa

ct >

1

Readjust OST’s value 
proposition to offer benefits 
for corporate donors

2

Existing IT infrastructure 
ensures censorship and 
moderated comments 

4

Readjust tracking process 
according to donor’s 
complaint and suggestions

3Reputation 
damage through 
defamatory posts 
on website

4

Donor complains 
about the tracking 
process requires 
much effort

3
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With all strategies, OST will generate more than 12 Million THB in 2027, while the main cost 
is in the project's first year.

Incremental revenue Key Revenue drivers

1. More than 44K of Donation made with an 
average of 276 THB per donation

2. Received funds from sponsors for advertising 
and investing in software
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1. 560K Cost Spent on Advertising directly to the 
target group (calculated from CPM)

2. 720K THB from creating the ‘You are my smile’
video

3. 173K THB used to develop Track for more 
project

4. 42K used for Real-time updating software

Key Cost drivers

Initial cost: 907K THB (in 2022)

• Video production  720,000 THB
• Website development 187,056 THB
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With all strategies, OST will have the incremental balanced fund at 17.4 million THB 
through 5 years, with and increase of 6.6 K of new donors

Incremental revenue Key Revenue drivers

1. More than 44K of Donation made with an 
average of 276 THB per donation

2. Received funds from sponsors for advertising 
and investing in software
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7,881
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12,086
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0

100

200

300

400

500

600

700

2023 2024 2025 2026 2027

1. 560K Cost Spent on Advertising directly to the 
target group (calculated from CPM)

2. 720K THB from creating the ‘You are my smile’ 
video

3. 173K THB used to develop Track for more 
project

4. 42K used for Real-time updating software

Key Cost drivers

Initial cost: 893K THB (in 2022)

• Video production  720,000 THB
• Website tracking function 173,000 THB

New 154 Children 
will be helped

46.1 Millions 
THB

46.1 M THB  
Total Incremental balanced fund in 5 years

12.6K
Increase in donors

31.2K
People will donate again 
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