
What is the purpose of this pack, and how was it created? 

What this pack is designed to be: 

 A living piece of work that is open to 
challenge, revisions, and suggested 
additions from Member Associations and 
other stakeholders as the Sustainability 
Project progresses

Who has inputted into its creation:

 McKinsey has spoken with internal experts and 15+ NFPs and 
YWCAs globally to gather best practice in the NFP sector, and 
lessons learned from change

 The work has been presented to all Member Association Boards 
and YWCA Australia Life Members throughout May 2016, with 
careful consideration given to feedback

 A Sustainability Project Steering Committee made up of 
governance representatives and all Member Association CEO/EDs 
have been meeting monthly since Convention 2015 to guide 
McKinsey’s work

 A comprehensive compilation of all 
thinking around the Sustainability Project 
to date, including:

﹣ Context on the process followed

﹣ The case for change, involving a 
synthesis of NFP sector best 
practice, and an analysis of the 
current state of YWCAs in Australia

﹣ The emerging shared proposals 
(based on McKinsey 
recommendations) around 
purpose, activities, structure, 
governance, and engagement for a 
new National YWCA

﹣ The path forward, including 
timelines & streams of work

 The YWCA Australia Board, in consultation with Member 
Association Boards, authorised this piece of work and engaged 
McKinsey as pro bono partners to help build it

 Member Association Presidents, CEO/EDs and the YWCA Australia 
Board met to discuss the work on 1 May 2016

 Focus groups have been held across the country with Indigenous 
and young women to draw in a wide range of views

 Member Associations have begun to engage their own members 
and staff, and will continue to gather feedback from these groups 
throughout 2016
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Steering Committee
• Y Aus. Board VP of Sustainability Project

• CEO/EDs of MAs & Y Aus
• Reps. from small MAs where possible

• Lead of Models stream (McKinsey)
• Lead of Legal stream 

• Lead of Engagement & Comms. stream
• As of Jun 16 – Lead of Due Diligence stream

• Y Aus. President (ex officio)

Wider stakeholder group
• Including full membership, staff, service users, 

donors, government and grant bodies, and 
partner organisations

MA Governance
• Boards of all Member 

Associations

Responsible: 
- Shapes emerging change 
proposal
- Drives allocation of 
approved resources to 
finalise change proposal

Consulted & informed: 
- Provides input as 
appropriate to Engagement 
& Comms. lead and MA 
Governance to shape 
emerging change proposal
- Is kept up-to-date on 
project progress and change 
proposal outcomes

Channel of communication

Collective YWCA Member Associations 
(through an EGM, MA AGMs, or similar)

Accountable: 
- Sets and oversees 
strategic direction of 
Sustainability Project
- Approves any final change 
proposal, and presents 
proposal to YWCA Member 
Associations

Ultimate decision maker: 
- Votes on the adoption of 
any change proposal

Responsible: 
- Allocates resources into 
Sustainability Project work
- Determines MA position 
on final change proposal
- Engages with all relevant 
stakeholder groups within 
MA to socialise ideas and 
gather feedback

Working groups, focusing on building the detail 
behind certain content questions

YWCA Australia Board

The Sustainability Project governance aims to foster a collaborative 
approach to change, while setting clear accountability



McKinsey and the Steering Committee have taken a bottom-up, 
evidence-driven approach to developing initial recommendations

Description

Activities 
completed

Benchmarking best 
practice

Exploring what success 
requires in the current 
NFP environment, and 
what we can learn from 
others

▪ Spoken with 15+ 
NFPs to gather best 
practice, and lessons 
learned from change

▪ Examined wider NFP 
sector trends

▪ Explored YWCA 
models globally

Synthesising insights 
into a vision

Drawing out insights 
from analysis to form a 
distinctive vision of 
what we could do 
together nationally

▪ Steering Committee 
set a vison for each 
Shared Initiative with 
input from each MA

▪ McKinsey drew on 
strategy experience 
to put forward initial 
external perspective

Analysing current 
performance

Evaluating the YWCA’s 
current purpose, 
activities, resourcing, 
governance, and 
membership

▪ Built a bottom-up 
database of assets, 
financials, programs 
etc., across each 
individual MA 

▪ Assessed against 
competitors and 
market opportunities

1 2 3

Building the 
recommendations

Working iteratively to 
build recommendations 
around this vision, 
shaped by perspectives 
of each MA

▪ Steering Committee
& working groups 
have been meeting 
monthly since 
Convention

▪ Focus has been on 
collaboratively giving 
input on emerging 
recommendations

4

The approach taken to the work conducted since Convention 2015:



Example: analysis of all programs and services across MAs 
underpins McKinsey’s emerging recommendations on focus areas

A bottom-up database was built 
with direct input from each MA, to 
identify all programs and services 
across MAs, including their purpose, 
client demographic, reach, and 
funding source

The results have been combined with qualitative 
investigation into where the YWCA holds 
competitive advantages, what will engage a wide 
supporter base, other region-specific 
considerations, etc., to inform emerging 
recommendations around the scope of programs 
the YWCA should focus on, and how they could 
be organised more cohesively

1

3

Breakdown	of	program	focus

Women 58 55% 7,707																					 26%

General 48 45% 22,342																			 74%

Total 106 100% 30,049																			 100%

Leadership 28 26% 2,475																					 8%

Disadvantage 50 47% 15,215																			 51%

General 28 26% 12,359																			 41%

Total 106 100% 30,049																			 100%

Young 48 45% 13,452																			 45%

General	age 58 55% 16,597																			 55%

Total 106 100% 30,049																			 100%

This database was 
analysed to determine the 
spread and focus of 
current offerings

2



We have strong alignment around a shared vision for the future of 
the YWCA in Australia

• On Sunday 1 May, all Member Association Presidents, CEO/EDs and the 
National Board met to hear McKinsey’s presentation of the case for change 
and recommendations

• There was strong alignment across Member Associations around a shared 
vision for the future of the YWCA

• There was also a shared intention to investigate a potential amalgamation 
into a National entity with a single Board and staffing structure

• The Sustainability Project core team will work with the Steering Committee, 
the National Board, Member Association Boards, and other stakeholders to 
kick off the strategic, legal, due diligence, leadership selection, engagement, 
and pre-merger planning work that will be needed to develop the next level 
of detail behind this proposal for change

Key outcomes of the Presidents, CEO/EDs & National Board Forum
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The not-for-profit landscape in Australia is changing rapidly

The not-for-profit sector is becoming increasingly crowded and competitive…

SOURCE: JBWere, ‘The Cause Report’, 2014; Australian Charities and Not-for-profits Commission, ‘Australian Charities Report’, 2014 
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…while funding is concentrated amongst those with scale

The largest 5% of 
charities received 
80% of the sector’s 
income in 2014



McKinsey spoke with a wide range of YWCAs and not-for-profits to 
learn from their experiences



What they found was a sector facing the challenge of staying 
relevant to the changing way we live, and give 

50 years ago, we bought our groceries at corner stores….



Where the most successful modern organisations are growing their 
impact through specialisation at scale

Today, all our major retail stores have a national footprint….



Those that combine national scale with a local focus can ensure 
Australia’s diverse communities continue to be well-served  

...national doesn’t have to mean losing local links 



Not-for-profits that thrive in this rapidly changing sector share a 
virtuous cycle of characteristics that promote sustainability

Impact
They have distinctive impact – they are making a tangible, measurable 
difference through programs and services that are in demand

Activities

Their selection of activities is narrow and deliberate – each program or 
service they offer maps directly back to their purpose, and is aligned with 
where they hold a competitive advantage and/or a gap in the market 
exists

Resources
They invest their resources efficiently – their administration costs are 
low, and they are investing funds in priority areas

Engagement
They have a relevant, accessible and compelling proposition for why and 
how a wide range of people can get involved with their cause

Purpose
They have a clear and consistent purpose, tailored to their size – they 
are ’known’ for something specific and unique to them

Agility
They can change with the times - they are able to shift the way they do 
things in response to changing circumstances and external cues

1

2

3

4

5
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The most successful organisations recognise the importance of 
aligning around a clear, consistent purpose tailored to their size

1

Key 
takeaways

 A consistent purpose allows an organisation to be truly ‘known’ for something – increasing 
their ability to draw supporters and have distinctive impact

 An organisation’s purpose needs to flow directly from their source of distinctiveness – the 
unique approach, skill or resource that they bring to the problem

 An organisation’s scale affects how broadly they can set their purpose

Lessons 
learned

 Over the past few years, the YWCA of the USA has attributed much of its resurgence to a 
conscious sharpening of focus at a national level – they went from ”eroding our voice by being 
everything to everyone in the 90s and 00s”, to now having a clear purpose around the 
elimination of racism and economic advancement of women

 Reform of the education system in Australia is a large and unwieldy issue, so Teach For 
Australia’s approach has been to identify their unique ‘source of distinctiveness’ – the talent 
and energy of high-potential young teachers – and build an organisational purpose and focus 
around that one particular piece of the puzzle. Therefore, their engagement with education 
reform advocacy and action is always through the lens of teacher quality.

 The Smith Family has always had a purpose to support disadvantaged children, but by the 
1980s that purpose was becoming too broad to differentiate them within a crowded market, 
given their scale. After consulting with clients as to what would truly help break the cycle of 
disadvantage, they narrowed their focus to supporting disadvantaged children’s education



Many organisations stressed that purpose is only realised 
through the activities that are prioritised

2

 Activities tend to drift in impact and target audience over time – sometimes organisations 
need to narrow services delivered in order to increase overall impact

 Purpose is best achieved when quality on-the-ground service delivery is used to inform and 
legitimise advocacy

 A 2006 audit of the Australian Red Cross’ services revealed only 8% fully met criteria for fit 
with purpose, impact and quality, and many were not reaching the most vulnerable people. 
This led to a restructure in 2007 that set up national coordination of services, effectively 
narrowing what the Red Cross offered but in doing so growing their impact overall

 The Oaktree Foundation understands that to achieve their purpose of being a credible 
advocate on eradicating extreme poverty, they need to inform their advocacy with frontline 
service delivery, which they do through projects throughout the Asia-Pacific region

 The YWCA of Great Britain has learned the hard way that effectively representing the voices 
of women facing discrimination becomes more difficult without offering on-the-ground 
services in that area. After a majority of British local associations united in 2010 to sell off 
their assets, disaffiliate from the World YWCA and specialise in research and advocacy only, 
some feel that the new organisation – The Young Women’s Trust – no longer reflects the 
original purpose of the YWCA movement

Key 
takeaways

Lessons 
learned



The most distinctive organisations not only set tangible targets, 
but focus on tracking and publishing their outcomes

3

 Distinctive impact focuses on outcomes of programs and services, not just participation and 
reach

 Insightful targets and impact tracking take into account potential barriers 

 A good test of impact is asking the question ‘who do we serve?’ more often than ‘who do we 
represent?’

 AIME (Australian Indigenous Mentoring Experience) recognises that too many programs 
focusing on Indigenous educational disadvantage have failed to make an impact over the 
years, so they prioritise demonstrating their success by tracking and publishing student 
outcomes, as well as participation and reach

 Teach for Australia have made a conscious effort to identify the barriers that may stand in the 
way of them achieving their purpose of closing the education gap by funnelling high-
performing teachers into low-performing schools, such as low teacher retention rates. They 
then set targets to specifically address these barriers, and track leading indicators to help 
them focus on what will break through

 The YWCA of Canada has found that best practice in the Canadian not-for-profit sector is 
increasingly shifting to focus on quality of service – they are now asking themselves the 
question ‘who do we serve?’ more often than ‘who do we represent?’ and measuring success 
primarily based on client impact 

Key 
takeaways

Lessons 
learned



Among those who had gone through restructures, resource 
efficiency meant funds could be directed where needed most

4

 Resource efficiency can facilitate the improvement of services, and better support staff

 The creation of ‘model’ programs that can be tailored to local contexts allows organisations 
to expand their impact and geographical footprint, with less upfront investment

 While demonstrating efficiencies before a change is important, you must also accept that 
perfect certainty about the impact of a change is impossible to achieve

 While Mission Australia are constantly aware of the need to maintain a local lens and active 
community network, the benefits of resource efficiency they have gained from their 
amalgamation 16 year ago – in both the professionalisation of service delivery and ability to 
better support staff – have outweighed the costs

 The YWCA of the USA has ~200-300 local associations, and so without strong national 
coordination they replicated a large amount of work. One benefit of stronger national 
coordination of services has been that the national office now creates ‘model programs’ under 
its shared purpose that can then be tailored to a local context. This is helping the YWCA 
spread its impact further, and deliver programs in high-need geographies

 Carers Australia is two years into an amalgamation effort, and have done a large amount of 
background work to demonstrate the benefits of a national organisation. After a drawn-out 
process in which more information is constantly requested and produced, they reflected that it 
had been costly and had not significantly shifted the positions each stakeholder had taken

Key 
takeaways

Lessons 
learned



Nimble, skills-based national governance is becoming 
increasingly critical to adaptability across the sector

5

 Organisations must increasingly have a national footprint to keep pace with shifts in the way 
social services funding is allocated

 Skills-based governance is becoming increasingly important as the risk and complexity of 
managing not-for-profits increases

 Structural issues can fuel cultural issues, despite the talent and good intentions of leaders

 The impetus for Mission Australia to merge into a national entity 16 years ago was the 
increased outsourcing of social service delivery to large, national institutions – they saw then 
than without a national footprint, they would miss out on significant opportunities to 
participate in outsourced homelessness and employment programs

 The YWCA of Canada have faced a number of issues with local associations struggling to 
manage services and assets over the years, and have embarked on a strategy of systematically 
encouraging moves to more professional skills-based Boards, while maintaining local ties

 The Oaktree Foundation have prioritised youth leadership with an age limit for executives, but 
ensure they are bringing in deep experience by appointing their Board using a skills matrix

 The experience of the YWCA of the USA over the past 15 years has demonstrated that 
structure can often drive culture more than individual personalities – even their best leaders 
struggled to wear two hats of representing both regional and national interests on Boards, and 
doing everything by consensus stifled their ability to be bold and decisive

Key 
takeaways

Lessons 
learned



The concept of membership and engagement is evolving 
everywhere

6

 There is a societal shift away from the traditional concept of membership, and organisations 
are adapting their definitions to refocus on engaging with those they serve

 An organisation’s voting members do not necessarily have to be their full supporter base

 Innovative new organisations are achieving wide engagement by designing their model 
around the way young people interact with causes today

 The YWCA of the USA has completely moved away from a focus on card-carrying, AGM-voting 
membership in recent years. Recognising a societal shift away from traditional membership as 
the primary way of engaging with a community and a cause, they have reshaped their 
conception of membership to signify clients and long-term volunteers

 The YWCA of Canada has been impacted by decreasing numbers engaging in traditional 
membership over the last few decades, and has seen wide variance in the response of their 32 
local associations. Some have moved to making their Board the only voting members, and 
then focusing on engaging a wider range of clients and supporters by getting them directly 
involved in their advocacy, events, and service delivery

 As one of the youngest gender equality not-for-profits in Australia, Fair Agenda has built an 
entire business model centred around the way millennials interact with political issues online 
and through social media. Since their launch in 2013, they have amassed more than 30,000 
supporters (who subscribe through email, and interact with online campaigns)

Key 
takeaways

Lessons 
learned



McKinsey’s challenge to the YWCA: at current course and speed, we  
are on a path to uncertainty and decline

Impact

Our impact is relatively low – we do not set consistent and measurable 
targets nationally, and the reach and outcomes of each Member 
Association’s programs and services is highly variable

Activities
Our range of programs and services is too wide and unfocused – we run 
over 100 programs, and a substantial amount do not focus on women

Resources

Our investment of resources is fragmented and largely history-driven, 
creating support office duplication and leaving gaps in areas of high need 
across Australia

Engagement
Our proposition to potential grassroots supporters is inconsistent, 
insular, and in some places non-existent

Purpose
Our purpose is too broad for our current size – we are trying to be 
everything to everyone at once, without the required scale

Agility
Our governance structure and processes hamper our ability to keep up
with shifts in community and funding needs, and to deliver national 
projects in a coherent or consistent manner

1
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Relative to other successful Australian not-for-profits, the YWCA 
in Australia currently has a broad scope of purpose

Not-for-profit General area Core focus Target market(s) Scope of purpose

Educational 
disadvantage

Funnelling high-performing 
individuals into teaching

High-performing graduates without 
teaching backgrounds

Narrow

Crisis relief Making vulnerable people safer 
and more resilient

Communities made vulnerable 
through disaster; location; exclusion

Broad

Indigenous 
education

Supporting Indigenous students 
to finish school at peer rate

Disadvantaged Indigenous high 
school students

Narrow

General 
disadvantage

Meeting human need and 
spreading the love of God

People made vulnerable through 
homelessness; exclusion

Broad

Healthcare Valuing and supporting unpaid 
care work

Unpaid carers Narrow

Healthcare Providing healthcare access to 
isolated communities 

Geographically isolated people and 
communities

Moderate

Gender 
equality

Advancing gender equality All women and their communities Broad

Healthcare Ending avoidable blindness Disadvantaged communities globally, 
and Indigenous Australians

Moderate

Disadvantaged 
children

Providing educational support 
for Australian children

Disadvantaged young Australians Moderate

Scope pf purpose comparison between successful Australian not-for-profit organisations

1

SOURCE: FY14 Annual reports



Comparison of successful Australian not-for-profit organisations, by scope of purpose and annual revenue

YWCA’s broad scope of purpose is not supported by its scale

FY14 annual turnover 
(not to scale)

Scope of purpose

1

$348M

$1,100M

$43M

$11M
$5M

$14M

$65M

$101M

$78M

Successful small-scale 
organisations are typically 

distinctive at one particular 
activity that supports their 

target market 

Successful mid-scale 
organisations typically focus on 

1-2 core components of an 
overall issue or target market

Large-scale organisations can afford to 
maintain a relatively broad purpose, as they 

have the resources to make a distinctive 
impact across the full spectrum of an issue

YWCA’s purpose 
covers the full 
spectrum of 

gender equality, 
without the scale 

to support it

SOURCE: FY14 Annual reports

Illustrative only



The range of programs and services across the YWCA is very 
broad, and in many cases unaligned with target markets

2

55% 68%
45% 32%

Number of programs Number of clients

By gender

45% 56%55% 44%

Number of programs Number of clients

By age

46% 51%
26%

8%
28% 41%

Number of programs Number of clients

By focus area

• Member Associations run over 100 
different programs and services, 
reaching ~24,000-30,000 clients in 
total2

• Only about half of programs and 
services are focused on women, and 
women make up only two thirds of 
YWCA’s total client base

• Under half of programs and services 
are focused on youth, and young 
people make up about half of clients

• Over a quarter of programs do not 
focus on addressing disadvantage or 
leadership, and these programs 
account for 40%+ of our client base

• There are only 6 programs that have a 
specific focus on Indigenous women 
(~6% of total), and only 3 out of 10 
MAs have a Reconciliation Action Plan

Breakdown of programs and services across Member Associations Insights

Women

General

Youth

General

Addressing 
disadvantage

Leadership

General

SOURCE: Sustainability Project 2016 bottom-up data compilation from Member Associations; FY15 and FY14 Annual reports; Member 

Association websites

1 Number of youth clients assumes that ~20% of clients involved in general programs (i.e. no specific youth focus) are youth

2 Upper limit estimated if every client engaged in only one service; lower limit estimated if ~20% of client tally have been double-counted

1



Selected YWCA programs and services, by relative reach and existence of alternatives

The impact of many of YWCA’s common programs and services 
is low, and inconsistently tracked

3

SOURCE: Sustainability Project 2016 bottom-up data compilation from Member Associations; FY15 and FY14 Annual reports; Member 

Association websites

Existence of alternatives

Relative reach 
(approximate total number of clients per annum as estimated by MAs in brackets – not to scale)

Many programs and 
services without wide 
reach, competing in 
relatively crowded 

markets

Only a few programs or services 
that can demonstrate relatively 
wide reach, in a market without 

many alternatives

Housing & DV –
support services  
(2,440) 

Housing & DV –
accommodation 
(3,840)

Encore (790)

Small grants 
(15)

Every Girl (485)

She Leads 
(1,060)

Child care 
(1,515)

Migrant child 
care placement 
service (1,385)Big Brothers, Big 

Sisters (240)

Financial 
education 
(1,580)

School-aged 
care (1,950)

Training & 
employment 
services (660)

Respectful 
relationships 
(2,600)

Youth support 
(860)

Disability care 
(65) Community 

centres
(3,400)

Sports clubs (540)

Indigenous 
leadership 
programs 
(100)

Fe
w

M
an

y

Very few YWCA Member Association annual reports included detailed targets set or progress against outcomes 
tracked for individual programs or services 

Illustrative only



YWCA’s expenditure on back-end corporate services is 
fragmented, inefficient, and well above NFP sector benchmarks

Comparison of NFP expenditure on back-end corporate services as a proportion of revenue, FY14-15

Not-for-profit

Back-end service 
expenditure per 
annum

$3.2M1

$1.7M

$0.8M

$13M

$42M

1 Includes YWCA Australia; does not include Perth, Broken Hill, and Albury Wodonga

4

Total revenue 
per annum

$43M

$101M

$65M

$348M

$1,100M

Proportion of 
revenue spent on 
back-end services

7.4%

1.7%

1.2%

3.7%

3.8%

SOURCE: FY14 Annual reports; State of the Organisation 2015 data; YWCA Member Association direct data collection 2016 

• Straight duplication of audit fees, 
Board costs, etc.

• Each MA uses different 
organisational infrastructure - over 8 
different payroll and finance IT 
systems are currently being used 
across the MAs

• No file sharing system across MAs

• Multiple curricula and support 
materials are developed for similar 
program offerings

• There is limited to no use of joint 
purchasing agreements

What is driving the inefficient use of back-
end corporate service resources? 

The proportion of YWCA Member Associations’ combined revenue spent on back-end corporate 
services is over four times higher than similarly-sized not-for-profits, and over double that of 

Australia’s largest, and most complex not-for-profits. 



This inefficient investment of resources constrains the YWCA’s 
ability to grow and reach areas of high need across Australia

4

Median household weekly income by geographical subdivision, 2011

Current 
YWCA 
presence

SOURCE: State of the Organisation 2015 data; Australian 2011 Census of Population and Housing



YWCA’s current structure inhibits its ability to effectively 
respond to shifts in community need and funding environment

5

Nationalisation 
and scale

Increasing 
complexity

Rapid pace of 
change

Trend Explanation Constraint Examples

• Not-for-profits in Australia are 
increasingly scaling up, in 
response to government and 
donor shift towards larger, 
national vendors

• YWCA’s state and 
region-based 
footprint

• Difficulty attracting 
large private and 
corporate sponsors

• As the human services sector 
becomes more competitive and 
regulations more complex, 
need for specialised, skills-
based governance increases

• Wide variance in 
process for 
appointing or 
electing MA 
Boards 

• YWCA Victoria’s 
experience dealing with 
state housing regulation 
and the need for 
separate legal entities

• We live in a world of disruptive 
change, where organisations 
are gaining and losing relevance 
at an increasingly rapid pace

• Requirement for 
lengthy debate 
process across 11 
separate entities 
for every change 
at a national level

• The ~90 minute debate 
over shifting to a 21-day 
notice period on votes 
at 2015 Convention

Key trends in the not-for-profit sector highlight the barriers faced by the YWCA



The shortcomings of the current structure can be seen in failed 
past attempts to deliver national projects

5

Housing services

Analysis of past attempts to work together nationally in traditional priority areas for the YWCA

Respectful Relationships She Speaks Young women’s leadership

• 2011 – YWCA Adelaide 
developed She Speaks

• 2012 – ad hoc roll out 
with other MAs

• 2014 – YWCA Australia 
ran She Speaks

• YWCA MAs have each 
independently developed 
young women’s 
leadership programs

• Perception of market 
gap, but varies

Area

Context

Result

What went 
wrong? 

• 1,700 survey responses

• Poor representation 
(geography / identity)

• Creation of YWCA young 
women’s leadership 
model and suite of 
programs

• No central decision 
making, so no single 
point of accountability

• Inconsistent MA data 
collection, exacerbated 
by federation

• Low level of investment 
led to limitations in 
research methodology

• No central direction or 
decision making - MAs 
had different strategic 
and financial priorities 

• No simple mechanism to 
share IP across MAs

• Different YWCA profiles 
locally affected market 
uptake

• 2012 Convention 
endorsed development 
of “shared infrastructure”

• Housing identified by 
MAs as a priority

• 2 years of national 
meetings, policy 
development and Board 
discussions, but no 
outcome

• No central direction or 
decision making, so 
mixed commitment

• Existing governance 
structures prevented the 
sharing of assets, housing 
expertise and skill

• Inability to solve 
regulatory issues

• 2011 – national tender 
opportunity arose for 
respectful relationships

• MAs submitted 
competing tenders

• MAs who secured 
funding worked 
independently, 
duplicating effort

• No shared program 
development or IP, no 
impact evaluation, 
duplication of costs 

• Provided contradictory 
advice to stakeholders on 
best practice

• Fragmented delivery with 
limited recognition of 
work

SOURCE: Collective Member Association CEO/ED knowledge



YWCA’s membership model is not tailored to the way today’s 
young women engage with social causes

6
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Traditional ‘card-carrying’ club membership is in decline… …while innovative new models of engagement with social 
causes are growing rapidly

• Pay annual fee and carry membership card

• Personal participation in core advocacy or service 
delivery an option, but not required

• Membership bestows voting rights at AGMs over 
governance decisions

2,200

2,700

3,200

Combined YWCA membership, 2000-2015 

0

50,000

100,000

150,000

35,000

40,000

45,000

50,000

Australian Labor Party membership, 2002-2010

• Free and accessible to join (often through website 
or email sign-up)

• Engagement based primarily on active participation 
in core advocacy or service delivery

• Engagement does not typically bestow voting rights 

2000 20152005

2002 20102005

SOURCE: State of the Organisation 2015 data; Convention 2015 Sustainability Project Pre-Reading; 2000 & 2003 YWCA Census; Australian 

Labor Party ‘Review 2010’; Oaktree Foundation Annual Reports 2003-2015 & CEO interview; GetUp! Annual Report 2006; 

‘Exclamation Politics’, The Monthly 2010; ‘Get Up! And then what?’, New Matilda 2011;  ‘Which parties and clubs have the most

members?’, Crikey 2013; GetUp! Website 2015
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At current numbers, YWCA’s membership is too small to be 
considered a representative movement of Australian women

6

Membership as a percentage of total female population in the region represented, 2014-15

SOURCE: Australian Bureau of Statistics, 3235.0, Population by Age and Sex, Regions of Australia, 2014; State of the Organisation 2015 data; 

Convention 2015 Sustainability Project Pre-Reading; 2000 & 2003 YWCA Census; Fair Agenda website 2015; Girl Guides Australia 

website 2015; Country Women’s Association website 2015; Oaktree Foundation Annual Report 2015; GetUp! Website 2015
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Insight

Fair Agenda and 
Girl Guides are 
each 12 times, 
Country Women’s 
Association is 19 
times, Oaktree is 
32 times and 
GetUp! is 170 
times more 
representative of 
Australian women 
than all YWCAs 
combined



SOURCE: Making the Case report, 2015; State of the Organisation Questionnaire 2015 data; MA Financial reports FY10-FY15; McKinsey analysis

Combined annual turnover of YWCA Member Associations, FY10-15
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The impact of this current state is demonstrated in declining total 
revenue across the YWCA in Australia



YWCAs in Australia are corner stores, and they will disappear if 
nothing is done to disrupt the status quo

Are we willing to transform to grow?



How to break the cycle? Based on McKinsey’s work with us to date, 
they see two distinctive strengths of the YWCA in Australia

A collective potential to scale up 
to be Australia’s only national 
housing and integrated services 
provider for women in need, 
with a unique gender lens

A local, grassroots history that 
aligns with the resurgent interest 
in feminist leadership and 
activism among young women in 
Australia

McKinsey’s outside-in view



McKinsey recommend building a revitalised YWCA movement in 
Australia on this distinctive foundation

Impact
Clear set of objectives that directly support the purpose and sustainability 
of the organisation, each with tangible metrics to track

Activities
National suite of program offerings built around these two pillars, able to 
be tailored to a local context, and underpinned by research and advocacy

Resources
New national legal entity with regional presence, bringing together a 
shared asset pool, profit-for-purpose business portfolio, suite of program 
materials, integrated supporting infrastructure, and staff & volunteer team

Engagement
Large, young, diverse, and locally-engaged supporter base that is easily 
accessible to join, engaged primarily in advocacy and action both at a local 
and national level, and is represented in decision-making forums

Purpose
Strong overall purpose of achieving gender equality, by engaging young 
women to lead change and supporting the housing, safety and 
empowerment of women and young women in need

Agility
Single national Board and Executive team, appointed based on skill, with 
Board sub-committees and/or local working groups established to bring in 
deeper expertise and represent diverse voices and local interests

1

2

3

4

5

6



While more due diligence must be conducted, the current state of 
YWCA’s finances gives scope for investment

Potential implications: 

• A consolidated national YWCA would have ~$23 million in investment reserves to draw on

• A collective ~$76 million in assets could unlock 20% leverage of $15 million to deliver additional 
housing stock

Metric

Annual revenue

Current state of finances across Member Associations, FY15, AU $000s

Surplus / deficit

Equity 

Level of debt

Level of 
investments

Est. value of 
commercial 
assets

VIC

3,046

214

16,621

-

7,100

10,800

NSW

15,868

12

18,100

1,000

6,000

39,500

CAN

11,436

252

7,857

-

1,000

5,200

QLD

3,685

-639

13,712

-

241

15,200

DAR

5,167

-49

3,880

31

-

1,098

ADL

1,038

345

5,759

-

4,500

1,300

HUN

353

-24

926

-

2,400

2,100

PER

135

-19

146

-

84

1,200

A.W

15

-1

311

-

310

-

B.H

18

-1

-

-

-

-

AUS

-

-

-

-

1,339

24

Total

40,761

-91

67,310

1,031

22,973

76,422



Savings from consolidating back-end corporate services would be 
enough to kick-start investment in an amalgamation

• McKinsey’s experience in 
organisational transformations 
suggests that back-end service 
consolidations can typically expect 
to save an organisation anywhere 
from ~20 – 60%, once an 
organisational change has occurred 
and ‘steady state’ has been 
achieved

• We have assumed the lowest 
saving of 20% for payroll, finance 
& admin, HR, compliance, and risk

• We have assumed a higher saving 
of 60% for annual reports, audit 
fees, and Board costs, given the 
physical cut in number of reports 
and people coordination needed

Where would the savings come from? 
Back-end corporate 
service

Steady state 
saving 
assumption

Estimated savings from YWCA back-end corporate services consolidation, $AU 

Saving per 
annum

Total spent 
per annum1

Payroll

Finance & admin

Human Resources

Policies & compliance

Risk

Annual reports

Audit fees

Board costs

Total

495,000

1,390,000

295,000

190,000

300,000

60,000

225,000

225,000

3,180,000

20%

20%

20%

20%

20%

60%

60%

60%

99,000

278,000

59,000

38,000

60,000

36,000

135,000

135,000

840,000

1 Includes YWCA Australia; does not include Perth, Broken Hill, and Albury Wodonga



An organisational restructure requires upfront investment, but 
would create efficiencies in the longer term

• Upfront investment would be needed – in organisational 
restructures, financial benefits are typically not realised 
until year 2-3+ of implementation, given additional funding 
is needed upfront to support the transition process

• Initial benefits would include immediate efficiencies from 
cutting straight duplication of resources (e.g. in Board costs 
and audit fees)

• Longer-term benefits would be gained from efficiencies of 
scale and specialisation (e.g. paying for one IT system to 
house all data, and enabling staff to become more 
productive through concentration in one area rather than 
wearing many hats)


