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Introduction 
The Women’s Fund of Santa Barbara responds to critical community needs by making substantial 
grants in southern Santa Barbara County.  Through the power of philanthropy, the Women’s Fund 
serves as a catalyst for bringing women together with a commitment to funding meaningful projects 
affecting women, children and families. The Women’s Fund seeks to educate and inspire women to 
become leaders in philanthropy and demonstrate the impact of collective giving. 
 
Now in its 13th year, the Women’s Fund has experienced a ten-fold increase in membership from its 
first-year membership of 67 
women to its current 668 
members. The Women’s Fund 
has given more than $5.6 
million in grants to the 
community with almost half of 
those grants being $75,000 or 
more. 
 
Given the growth and significant impact, the Women’s Fund of Santa Barbara Steering Committee 
initiated a comprehensive strategic planning process to help establish the vision for the next three 
years as well as to define clear, manageable and measurable goals that would drive the organization 
into the future. 
 
Mission & Vision 
The Women’s Fund of Santa Barbara is a volunteer-driven, collective donor group that enables 
women to combine their charitable dollars, providing significant grants focused on the critical needs 
of women, children and families in southern Santa Barbara County. The Women’s Fund is committed 
to building a large community of educated, strategic givers who are inspired to make lasting change in 
the community through the impact of collective giving. 
 
The vision of the Women’s Fund is to be a highly regarded, efficiently managed women’s organization 
that is respected for rigorous research, its all-volunteer leadership, and the impact its significant grants 
have on the community. 
 
Values  

While the Women’s Fund has grown substantially in the past decade, the following goals and 
operating principles of the Founding Committee remain substantially unchanged: 
 

§ Make grants large enough to improve the lives of women, children & families 
§ Conduct our own thorough research 
§ Ensure Women’s Fund members are the decision-makers 
§ Keep the structure simple 
§ Distribute all the money collected annually 
§ Do not spend donor money on fundraising 
§ Welcome ALL women to join–only membership requirement is an annual contribution 
§ Build an organization and culture of educated philanthropists 

 
These values provide the foundation upon which the Women’s Fund is thriving and were also the 
guiding principles in facilitating the strategic planning process. 

$5,605,000 
Total 

31% 
$50,000 or less 

46% 
$75,000 or more 
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Planning Process 
In early 2015, the Steering Committee initiated the strategic planning process by evaluating the 
Strengths, Weaknesses, Opportunities and Threats (SWOT) of the Women’s Fund. SWOT is a 
simple, but useful framework that is an important first step in developing a strategic plan. 
 

Strengths Weaknesses 

- Mission still on target 
- Successful decade staying true to original model 
- Volunteer-driven 
- Excellent research reputation 
- Effective and efficient operations 
 

- No clear vision of future growth 
- Insufficient definition around internal operating  
   policies 
- Lack of available data to direct decision-making 
- Leadership fatigue 
- Limited number of volunteers engaged 

Opportunities Threats 

- Strengthen internal organizational systems 
- Increase focus on leadership succession 
- Maximize capability of website/database 
- Grow endowment 
- Attract new, diverse members 
- Educate women about community issues 
- Cultivate member engagement 
 

- Few leaders to take over committee positions 
- Challenges in recruiting new volunteers 
- Leadership burnout 
- Time-consuming administration of group structure 
- Increasing expenses for new website/database 
- Increasing time/cost to support larger membership  

 
 
With the support of a consultant, the Steering Committee confronted many of the issues that emerged 
from the SWOT analysis. As a result, the Strategic Plan includes clear and actionable goals and 
strategies that can be realistically achieved within a three-year period. Most importantly, the Steering 
Committee built a new organizational structure that remains flexible and adaptable, but that can 
support a growing and thriving Women’s Fund. 
 
Organizational Structure 
The new organizational structure (Appendix A) is in a hierarchical format, but this is far from 
demonstrative of the level of coordination and collaboration among committee leadership and 
volunteers. Rather, the structure should be viewed as a network where every woman has a defined 
role and is working to achieve the organization’s fullest potential.  
 
There are now six designated functional areas of the Women’s Fund including Events, Leadership 
Development, Membership, Grantmaking, Communications & Marketing and Finance. The function 
areas are meant to provide more definition for the committee structure and to outline how 
committees engage with other leadership positions. 
 
  



2016-19 Strategic Plan 6-22-2016  3  

The Steering Committee continues to be supported by the Chair along with new key support 
positions including Secretary, Past Chair, Special Projects and Impact Manager. Additional new 
positions include Event Operations, Volunteer Liaison, Membership Data Analyst and Research Data 
Analyst. The new committees being established include the Special Events Committee and 
Nominating Committee.  
 
The new committees and leadership positions are meant to broaden the distribution of work under 
clearly defined functional leadership roles. This narrows the range of responsibilities that any single 
volunteer needs to manage with the hope of recruiting new volunteers with specific skills and talents, 
as well as reducing burnout throughout the entire organization. 
 
Goal 1: Broaden the distribution of work under clearly defined functional leadership roles. 
 

Strategy 1.1: Adopt a new organizational structure that remains flexible and adaptable. 
 
Strategy 1.2: Clarify and document roles and responsibilities of committees and leaders, and 

refine job descriptions of committees at year-end to reflect learnings 
throughout the year. 

 
Goal 2: Maximize the talents and skills of the Women’s Fund membership by engaging a broader 

and more diverse cohort of volunteers through new leadership positions. 
 
Strategy 2.1: Create a Volunteer Liaison position that will be responsible for assessing the 

availability and skill sets of volunteers, managing inquiries and linking 
knowledge and skills to vacant leadership positions. 

 
Fiscal  Support    

The Women’s Fund of Santa Barbara operates as a Field of Interest Fund of the Santa Barbara 
Foundation. This arrangement provides administrative and fiscal support for which the Women’s 
Fund pays a 3% fee. 
 
As the Women’s Fund continues to grow, both in membership and community impact, it is important 
to periodically assess whether the current fiscal and administrative support structure is meeting the 
demands of the organization and will be sustainable into the future. 
 
Goal 3: Explore multiple pathways to meet the evolving demands for fiscal and administrative 

support of the Women’s Fund. 
 

Strategy 3.1: Research the viability of applying for a 501(c)3 designation including legal 
requirements, costs and timeline. 

 
Strategy 3.2: Along with gathering research, facilitate dialogue to continually assess the 

capacity of the Women’s Fund to remain volunteer-driven and volunteer 
supported. 
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Leadership 
The Women’s Fund is a volunteer-driven organization led by a Steering Committee. There is no paid 
staff or board of directors, but the Steering Committee is responsible for coordinating all aspects of 
the Women’s Fund, overseeing policy and actions that affect the organization as a whole. Leadership 
is nurtured from the committees where multi-year involvement is encouraged for experience and 
continuity.  
 
Success ion Planning 

The Women’s Fund of Santa Barbara has many dedicated volunteers who have committed time and 
resources to build the organization’s reputation and foundation for growth. The Women’s Fund is 
anticipating a transition of committee leadership over the next three years to reflect its substantial 
growth and overall success. As a result, the Steering Committee will continue to prioritize succession 
planning. 
 
Goal 4: Facilitate a recruitment process to fill vacant committee and leadership positions. 

 
Strategy 4.1: Establish a Nominating 
Committee that will coordinate with the 
Volunteer Liaison to oversee the 
recommending of volunteers for leadership 
positions within the organization. 
 
Strategy 4.2: Nominating Committee Chair 
to be responsible for facilitating the 
nominations of skilled and knowledgeable 
volunteers to represent the best interests of 
the membership. 
 
 

Goal 5: Enable the transfer of institutional knowledge as long-standing leaders vacate positions and 
new leadership is approved. All historical documents will be stored on the website. 

 
Strategy 5.1: Create a protocol for members that are exiting from a leadership position 

that will facilitate a successful transition of responsibilities, as well as the 
documentation and sharing of critical institutional knowledge. 

 
Strategy 5.2: Create a template to assist committee leadership in documenting processes, 

schedules, results, vendors, costs and other relevant details for each committee 
function to ensure subsequent leaders can transition efficiently into their jobs. 

 

  

Nominating 
Committee 

Volunteer 
Liaison 

Steering 
Committee 
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Membership 
Any woman is welcome to become a member 
of the Women’s Fund and vote on how to 
distribute the collected funds. The only 
membership requirement is an annual 
contribution.  There are two ways to join.  An 
Individual Member contributes $2500 (or 
more) annually and receives one vote for 
every $2500 contribution, up to a limit of four 
votes. A Group Member joins with other 
women who together contribute $2500 (or 
more) annually. Each group receives one vote 
for every $2500 contribution. There is no limit 
to the size of a group or how much a woman 
may contribute. Women can be either 
Individual members or Group members or 
both, and may belong to more than one 
group. Contributions of any size are also welcome for non-voting participation.  
 
Growth in Members  

The Women’s Fund of Santa Barbara welcomes all women who want to make an impact in their 
community through focused, collective grantmaking to benefit women, children and families in south 
Santa Barbara County.  
 
Goal 6: Add a minimum of 120 new members annually with at least 10 members joining at the 

Individual member level and 110 members joining at the Group level. 
 
 Strategy 6.1: Identify targeted mechanisms for attracting new Individual members.   
 

Strategy 6.2: Utilize events as an opportunity to attract new members by extending 
invitations to the public through community partners. 

 
Strategy 6.3: Elevate brand awareness through engaging with and presenting to members 

of partner organizations such as Women’s Economic Ventures, Santa 
Barbara Latina Leaders Network, Santa Barbara Women’s Political Committee, 
League of Women Voters, Santa Barbara Young Professionals and Katherine 
Harvey Fellows. 

 
 Strategy 6.4: Research entry points for membership to the Women’s Fund and develop 

strategies for leveraging the involvement of new members. 
 
 Strategy 6.5: Consider formalizing suggested minimum giving levels. 
 
Retent ion o f  Members 

Goal 7: Maintain or exceed the current annual retention rate of 80%. 
  

Strategy 7.1:  Conduct a survey every other year to collect data to support the Research 
Committee and Membership Committee in identifying targeted strategies 
and/or assessing the achievement of strategic planning goals. 

Membership 
Committee 

Group Captain 
Liaison 

Membership 
Data Analyst 
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Strategy 7.2: Learn more about members – GC and IM (demographics, skill sets, 

employment).  Incorporate data into member records for future comparisons. 
Engage Group Captains to communicate the reasons for the data collection.  

 
Growth in Size o f  Grants Pool  

In 2015, the Women’s Fund awarded grants to seven local nonprofits totaling $470,000 from funds 
collected from membership donations. This was the largest amount awarded solely from members’ 
donations since the founding of the Women’s Fund. 
 
Goal 8:  Increase membership contributions to the grants pool by $10,000 annually to reach $500,000 
by the end of 2019. 
 

Strategy 8.1: Create a framework for achieving an annual grants pool of $500,000 by the 
end of 2019. 

 
Strategy 8.2: Develop targeted strategies to encourage current members to increase their 

personal contributions. 
 

Strategy 8.3: Strengthen the commitment of Groups to build membership, add new 
members, increase their contributions to the overall grants pool, and receive 
additional votes. 

 
Strategy 8.4: Identify targeted mechanisms to solicit matching gifts and challenge grants. 

  
Divers i ty  o f  Members 

Goal 9: Strengthen the diversity of membership with specific emphasis on increasing the percentage 
of younger women and women that more adequately represent the cultural diversity of our 
community. 
 
 Strategy 9.1:  Establish a baseline of age and ethnicity of current members. 
 

Strategy 9.2:  Develop a strategy to attract younger and more ethnically diverse members. 
 
Engagement o f  Members 

Membership growth and retention is largely based on meeting the level of engagement desired by 
members. This includes attendance at events, hosting educational and networking opportunities, as 
well as managing inquiries and supporting members in volunteerism. 
 
Goal 10:   Strengthen and expand engagement of members to solidify their commitment to the 

Women’s Fund.  
 

Strategy 10.1: Increase current open rate of communications (60 – 70%) delivered by the 
Women’s Fund by 10% over three years with prioritization focused on the 
Presentation of Grants, Site Visit, Ballot information package, and 
membership renewal. 
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Strategy 10.2 Increase the click-through rate and overall website traffic through 
communications delivered by the Women’s Fund, and increase the number of 
members that renew their membership on the website.  

 
Strategy 10.3 Increase attendance at Women’s Fund events with an emphasis on the 

Presentation of Grants, Site Visit and New Member Receptions utilizing 
targeted communications and follow-up reminders. 

 
Donor Education & Community Engagement 
The Women’s Fund welcomes all community members to join in dialogue regarding the current issues 
and evolving needs of southern Santa Barbara County.  
 
Goal 11:  Build a large community of educated, strategic women philanthropists. 
 

Strategy 11.1 Maintain current best practices in member education using the Ballot, Website, 
Events and Reports. 

 
Strategy 11.2: Build a strategy for donor education and community engagement based on 

the outcomes of the 2016 spring survey. 
 
Strategy 11.3: Collaborate with other groups to co-sponsor, promote and present educational 

opportunities. 
 

Finance 
Goal 12: Ensure that the maximum membership dollars flow into the grants pool each year. 
 

Strategy 12.1:  Limit expenses while still providing for the success of the organization.  
 
Strategy 12.2: Develop an integrated approach to obtain underwriting and in-kind donations 

to offset expenses 
 
Endowment 
In response to requests from members for a mechanism to make larger, longer-term gifts to the 
Women’s Fund, an endowment was created at the Santa Barbara Foundation.  An Endowment 
Committee and policies were created in 2015. The endowment is designated to support the mission of 
the Women’s Fund, ultimately serving as an additional source for the annual grants pool.  
 
Goal 13:  Encourage members to support the endowment so that it reaches a size that will allow for 
regular distributions into the grants pool. 
 
 Strategy 13.1: Raise sufficient funds to secure the current matching grant of an anonymous 

donor that will commit $25,000 if another $75,000 is raised within a year. 
 
 Strategy 13.2: Solicit foundation grants to the endowment. 
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Communications & Marketing 
The Communications & Marketing 
Committee is responsible for developing 
all Women’s Fund messaging and creating 
the Women’s Fund brand, working closely 
with other committees (primarily 
Membership, Research and the event 
committees) to create content. The 
committee is also responsible for 
maintaining the website and social media 
outlets and distributing all Women’s Fund 
mailings. 
 
Goal 14: Employ existing 

communications and marketing 
tools to help achieve goals of the 
strategic plan. 

 
Strategy 14.1:  Branding—create marketing messages and use them consistently in all 

vehicles and with all audiences. 
 
Strategy 14.2:  Define key audiences and develop communication plans based on the 

objectives for each group, e.g., Individual Members, Group Members, active 
or passive members, Group Captains, prospective members, media, 
foundations and current and past grantees. 

 
Strategy 14.3:  Use all available tools (e.g., website, newsletters, annual report, ballot 

package, GC emails, GC webpage, social media, meetings and events) 
appropriately to deliver messages to targeted audiences. 

 

Goal 15: Implement best email communications practices to reach an 80% open rate for all 
communication materials sent to Women’s Fund members by the end of 2019. 

 
Strategy 15.1:  Monitor mailing statistics and education those members who have a history 

of non-opens. 
 

Strategy 15.2: Research and recommend other tools to reach and engage all audiences, e.g., 
YouTube, Twitter, Google+. 

 
Grantmaking 
Research of candidate nonprofits was informal the first year the Women’s Fund began and changed in 
process and rigor as the organization evolved. From the beginning, the Women’s Fund did not accept 
unsolicited proposals initiated by nonprofits. This approach was designed to avoid the time-
consuming process of handling unsolicited requests and to allow researchers to discover all sizes of 
agencies, not just those with active development staff. 
 
Beginning in 2005, members were asked to help the Research Committee select what issue to study by 
completing a “Fields of Interest Category Card.”  Issues that first year were broad: education, 
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activities and enrichment of children and teens, health/mental health/safety, economic opportunities 
and independence, senior and aging issues.  Surveying members for their preferences on issues to 
research has continued as a practice, although it is now done electronically and usually every other 
year. 
 
Goal 16:  Continually assess critical community needs impacting women, children and families. 
 

Strategy 16.1: Communicate with other grantmakers and community leaders to learn about 
community needs 

  
Strategy 16.2:  Seek input from members on issues to research and problems to address 

 
Goal 17:  Evaluate the research process each year.  
 

Strategy 17.1:  Seek input on process and research policies from current Research 
Committee members.  Evaluate and implement appropriate suggestions. 

 
Goal 18:  Evaluate the impact and effectiveness of grants. 

 
Strategy 18.1:  Review progress reports from grantees and publish final reports. 
 
Strategy 18.2:  Follow grantees for more than one year to assess longer term community 

impact. 
 
Evaluation 
The Women’s Fund is dedicated to 
strengthening its culture of continuous 
improvement by aligning the Strategic Plan 
with building capacity for evaluation so that 
there is a better understanding of the impact 
and effectiveness of our organizational 
processes and practices and the impact of 
the Women’s Fund in our community.   
 
The Information Technology Manager, in 
coordination with the Impact Manager and 
Data Analysts, will be facilitating the 
collection and analysis of data to help guide 
decision-making as it relates to all areas of 
the Women’s Fund.   
 
Culture o f  Continuous Improvement 

Goal 19: Build a more formal culture of continuous improvement within the Women’s Fund by 
providing increased capacity for evaluation and reporting. 

 
Strategy 19.1: Continue best practice of post-event evaluation to inform future decisions. 
 
Strategy 19.2: Establish the new role of Impact Manager with the responsibility of 

Information 
Technology 

Manager 

Impact 
Manager 

Membership Data 
Analyst 

Research 
Data 

Analyst 
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coordinating the high-level analysis of data to meet the needs of committee 
leadership as well as to proactively identify opportunities for further discussion 
and/or engagement by members. 

 
Strategy 19.3: Strengthen the capacity for data-driven decision making by increasing the 

number of data analyst positions that will be responsible for supporting the 
needs of their designated committee as well as collaborating on more 
comprehensive data analysis efforts with the Information Technology 
Manager and Impact Manager. 

 
 Strategy 19.4: Facilitate the cross training of committee and leadership positions in 

database management, as well as data collection and analysis processes for the 
purposes of maximizing utilization and building redundancies.  

 
Strateg i c  Plan Management 

Goal 20: Ensure that goals and strategies outlined in the Women’s Fund Strategic Plan are assigned      
accordingly and monitored until completion.   

 
Strategy 20.1: Facilitate the development of an Action Plan that will outline plan goals and 

strategies along with designated committee lead(s) and deadlines. 
 
Strategy 20.2: Assign the Impact Manager the responsibility for reviewing the Action Plan 

quarterly and updating it annually to ensure that designated goals are achieved 
and strategies are implemented successfully. 

 
Strategy 20.3: Annually review and monitor the Strategic Plan and make adjustments as 

necessary. 
 

Conclusion 
The Women’s Fund of Santa Barbara is poised to not only sustain its level of influence and impact in 
the community, but to enhance it through continued membership growth, targeted development and 
increased grantmaking. The Strategic Plan is meant to more effectively and efficiently facilitate this 
process and ensure that the Women’s Fund will be supported through the organization’s evolution 
over the next three years. 
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Appendix A: Women’s Fund of Santa Barbara Organizational Structure 
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Committee 
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Special Projects 

Volunteer 
Liaison 

Presentation of 
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KEY 
 

Blue = Committee Co-Chair is member of Steering 
Committee 

 

Green = Representative attends Steering 
Committee meetings as necessary 

 

Orange =    Knowledge management role (attends 
       Steering Committee meetings as necessary) 

 

------ =    New Position 
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