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Narrative Recommendations 
 

1. Establish annual and multi-year revenue goals based on current and 
expanded capacity needs.   
A. Ensure that NCECF’s annual budget reflects reasonable and anticipated expenses 

for development.  Keeping a close eye on expenses will not only help fuel this 
plan, but also force decisions on what may no longer be necessary in the coming 
years.  See Exhibit G for a sample development budget.  

B. Establish aspirational revenue goals that stretch your staff, Board, and donors to 
help NCECF expand its capacity to fulfill its mission.   
x $550,000 appears to be a realistic and aspirational annual revenue goal for 

FY 2017, based on anticipated funding and other funding opportunities being 
explored due in part to the goals contained within this Plan.  

x Consider increasing your revenue goal for FY 2018 to $600,000 based on 
your progress with funding opportunities in 2017.   

x During 2018, NCECF staff and Board should be developing its next three-year 
strategic plan that evaluates whether $500,000-$600,000 per year is what is 
needed to accomplish its mission in the coming years or whether $750,000 
or $1,000,000 or more is needed to advance your work.  See Exhibit F for a 
memorandum NCECF staff developed in summer 2016 to share with 
stakeholder interviewees about how additional funding could expand NCECF 
work and impact.   

C. Evaluate what staff support is needed to implement the development plan. Your 
budgeted expenses and revenues, and in turn ability to achieve fundraising 
goals, depend on your capacity to pursue funding opportunities listed in the 
Confidential Prospect List that moss+ross has developed.  In 2017, staff will need 
to evaluate its ability with current staffing levels to meet development plan 
objectives while also accomplishing the programmatic work key to advancing 
NCECF’s mission.  It may be necessary to hire part-time or full-time development 
staff or interns in future years to develop the funding proposals required by 
these funding prospects so that current staff may remain dedicated to current 
and expanding policy, advocacy, and other NCECF programing.   
 

2.  Clarify NCECF messaging for donors, funding prospects, collaborative partners, 
and the public. 
A. State with greater specificity what NCECF does, has accomplished, and its work 

underway on your website, publications, correspondence, and other 
communications.  Make it clear in communications and strategic planning that 
NCECF is not only focused on literacy, but is working collaboratively to address 
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the three key ingredients to a child’s success:  good health, strong families, and 
high quality early learning experiences.   

B. Develop a one-page summary clarifying NCECF’s objectives, specific activities, 
and accomplishments that can be shared with strategic partners, funders, 
funding prospects, and the general public (through your website and 
publications).   

C. Collaborate with other North Carolina agencies working on early learning to 
develop a summary that distinguishes the roles of each organization in 
advancing outcomes for North Carolina children.  Showcase the “unique value 
proposition” that NCECF provides compared to others working on early learning 
in North Carolina.  Specifically define NCECF’s role in every collaboration in 
terms that a lay-reader can understand.  This document could be useful on the 
NCECF website, in publications, and incorporated into informational packets 
shared with donors or funding prospects (e.g., case for support). 

D. Consider using interns from local universities’ (UNC, NCCU, Duke,  
 NCSU, Shaw, Meredith, etc.) communications/journalism departments to take 

advantage of the skills and talents of their students who can take point in 
preparing messaging and news releases for NCECF; in return, the students 
receive “real world” opportunities to apply their studies.   

 
3. Build volunteer leaders’ capacity to help NCECF fulfill its mission. 

A. Educate the Board and other volunteers annually regarding expectations for 
their leadership and service; how to best articulate the mission, activities, and 
accomplishments of NCECF; fundraising best practices; and other ways Board 
members can advocate for NCECF.  NCECF already implements several of the 
following best practices at least annually, and moss+ross recommends 
continuing and expanding these practices as follows so that all Board members 
understand with specificity their important leadership roles in ensuring the 
financial sustainability of NCECF’s work: 
x Review annually the bylaws and committee charges with the Board and each 

committee as part of planning for the upcoming year and as a reminder of 
roles and responsibilities.  Ensure these documents remain up-to-date 
particularly with reference to meeting frequency and clarifying roles, 
responsibilities, and terms for officers and committees.   

x Review/update annually with the Board a written and distributed summary 
of Board expectations (NCECF refers to this as a Board job description) that 
makes clear how critical Board members are to the fulfillment of NCECF’s 
mission.  Include in this document the expectation that each Board member 
assist NCECF in raising financial resources from others, while also financially 
supporting NCECF annually at a level commensurate with capacity and 
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representative of being an NCECF leader who wants to make a significant 
impact in NCECF’S work and influence others to do so.  Exhibit I provides a 
list of roles Board members can play in NCECF’s financial sustainability. 

x Develop and implement annual self-evaluation tools for the Board so that 
members can evaluate the Board, their own performance, and that of the 
Executive Director.  These evaluations can be annually emailed or made part 
of an anonymous survey; and NCECF’s chair and vice chair can be responsible 
for communicating a summary of responses to the Board and staff to address 
areas for improvement. 

x Annually provide major gifts fundraising training/tips to Board members 
that emphasize the importance of building relationships with prospects, 
making specific asks, following up until the prospect makes a gift decision, 
and stewarding the relationship after gifts are made as part of cultivating an 
ongoing relationship with NCECF.   

x Regularly update Board members on the latest communications, 
development, and advocacy materials they can use to discuss NCECF with 
others they know and prospects they’re assigned to cultivate for NCECF.   

B. Establish a deliberate annual process for securing 100% financial support from 
the Board.   
x As part of the Board recruitment process and annual reminders by the Board 

chair and/or other Board leaders, each prospective and current Board 
member should be made aware of the expectation that he/she is expected to 
give at least annually to NCECF at a level that is personally meaningful, 
commensurate with capacity to give, and indicative of their commitment to 
the success of NCECF.   

x NCECF staff can use donor research and/or the confidential advice of other 
Board members and community leaders to evaluate the appropriate annual 
ask amount for each Board member based on their estimated giving capacity.   

x The Board chair can remind other Board members of the expectation for 
100% support at the beginning of the fiscal year.  In October and November 
of each year, the Board chair, vice chair, and Development Committee chair 
can divide responsibility for following up personally with Board members 
who have not made their full annual contribution for the year (base these 
follow-up assignments on who among these Board leaders believes he/she 
has the most influential relationship with a fellow Board member).  

C. Recruit new Board members based on their skills and experience; connections to 
stakeholders, funding prospects, and strategic partners; and willingness to help 
raise the resources needed to fulfill NCECF’s mission.  All Board members will 
need to assume a role in this nominating process, but assigning responsibility to 



 

11 
 

a few Board members (nominating committee) as leaders in this process is 
critical.  Exhibit H is a sample Board recruitment matrix that the Board and its 
nominating committee can use to identify the types of people needed on the 
NCECF Board, along with a list of potential members under each category.  The 
following are suggested categories of Board members: 
x Financial expertise – bankers, CPAs 
x Community leaders – nonprofit and for profit leaders, with Board experience, 

who can be future Board leaders 
x Bi-partisan representation 
x Fundraisers – recruit people who can be helpful to the staff as well as the 

Board 
x Marketing and communications professionals 
x High-ranking corporate executives – connections to corporate support 
x Lawyers 
x Experts and advocates connected to NCECF’s mission (children, education, 

health) 
x Diversity in age, race, and ethnicity 
x Representatives from major communities/regions throughout North 

Carolina (Charlotte, Triangle, Triad, Mountains, Coast, Southeast, etc.) 
D. Add non-Board members to the development committee and other relevant 

committees (may require updating bylaws) or recruit an Advisory Committee of 
non-Board members who can expand NCECF’s pool of engaged and connected 
leaders and can contribute and raise major gift funding for NCECF.  In developing 
new committees, it is crucial to have an outline (charge) of responsibilities to 
share with committee members so that they not only understand what is 
expected of them but also know that their time and talents will be invested in 
meaningful work.  If NCECF decides to recruit an Advisory Committee rather 
than adding non-Board members to its development committee, the job 
description or charge should state specifically the expectation for number of 
meetings per year (ideally only two to four because these are likely to be 
business leaders with high demands on their time); and be clear that the primary 
role of this committee is to expand NCECF’s relationships with the business 
community in North Carolina and other individuals and organizations with 
potential interest in providing NCECF the sustainable support it needs for its 
mission.  Be as specific as possible with the roles the Advisory Committee 
members can play, many of which are similar to the roles Board members can 
play in the Development Plan (see Exhibit I).    
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4.   Prioritize fundraising efforts on major gifts from select foundations, 
corporations, and individuals. 
A. Charge the Development Committee with the responsibility for overseeing the 

implementation of this Development Plan and encouraging fellow Board 
members and other volunteers to be actively engaged in ensuring the success of 
development efforts. 

B. Use the Confidential Prospect List (Exhibit N, provided separately to NCECF staff) 
and the NCECF Prospect List Recommendation Summary in Exhibit M as a guide 
for prioritizing the staff’s and volunteers’ fundraising efforts. Notes on 
moss+ross reasoning for sorting and prioritizing prospects:   
x moss +ross was looking to prioritize NCECF’s development efforts on the 

highest capacity new prospects for NCECF with connections to Board or staff 
members, NCECF’s work, and/or North Carolina as we believe these will be 
the donors with the strongest inclination to support NCECF and at the 
highest levels.  We based the selection of these top prospects on the best 
information available, but of course, there are no guarantees that funders will 
respond later as we think they will today.  Constant engagement and 
communication with them is critical.  We were also prioritizing the highest 
level donors because we know how time intensive grant writing and follow-
up can be for staff, and wanted to make sure NCECF received the largest 
return on the time invested in securing these grants.   

x As NCECF continues to prioritize its fundraising efforts in the future, we 
recommend focusing efforts on prospects that will require the least 
investment of time in proposal writing and reporting and/or have the least 
restrictions in what they will fund.  This requires a constant sifting process 
and reorganization of the list on a routine basis as new information is 
gathered. 

x While NCECF staff requested that we not include past donors and others with 
whom they already have strong relationships in our recommended TOP 28 
LIST, it cannot be emphasized enough that your current/past donors are 
your best prospects for future funding.  Prioritize efforts on strengthening 
relationships with donors who have already invested in NCECF – stay in 
touch with updates on the impact your work is making and explore 
opportunities to ask for annual support and/or increased, multi-year 
support.  They are your best prospects.   

C. Develop a fundraising specific case for support to share with prospects, 
particularly corporate and individual major gift prospects.  This case for support 
needs to be brief and succinct (4-8 pages), resonate with both social-justice and 
economic-minded funders, position NCECF as unique and “value-added” 
compared to other similar organizations in North Carolina, and tout NCECF’s 
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impact and accomplishments.  The case for support should also specify NCECF’s 
fundraising goals for the relevant time period(s) and explain specifically how 
those funds raised will be invested in activities and impact.  For instance, NCECF 
can explain the concrete activities/programs that the current budget supports 
and then explain what additional activities are possible with additional funding.  
Exhibit F is a good start for such a summary of NCECF’s financial needs and what 
can be accomplished with various levels of support. 

D. Engage Board members and other volunteers (Development Committee and 
proposed Advisory Board) in activities that support raising major gifts for 
NCECF (Exhibit I is a list of roles Board members can play in implementing this 
Development Plan). 
x At each Board and development committee meeting, take 20-30 minutes to 

discuss volunteers’ progress on cultivation, solicitation, and stewardship 
efforts. 

x Conduct prospect-review sessions at least annually at Board and 
Development Committee meetings during which volunteers are requested to 
provide their input on personal connections with corporate, foundation, and 
individual major gifts prospects, along with strategy suggestions for best 
appealing to these prospects.  Use the existing Confidential Prospect List to 
help volunteers identify who are your best prospects ($25,000 and above 
capacity for foundations/$5,000-$10,000 and above capacity for 
corporations and individuals; and existing personal connections to NCECF).  
Ask volunteers for additional prospects that fit these characteristics and are 
not currently on the prospect list. 

x Beyond prospect list review, volunteers can play important roles in 
cultivation, solicitation, and stewardship of major donors.  This process only 
works when specific assignments are made with ample time to complete the 
work.  They can open doors to key decision makers in a foundation or 
corporation so that staff may later present a proposal for funding.  They can 
follow up with key staff and Board members they know at a foundation after 
a funding proposal has been submitted to make sure their personal 
connection with the funder knows the proposal was submitted and is aware 
of this volunteer’s personal dedication and commitment to the success of 
NCECF.  (This tactic is widely used.)  Where appropriate, volunteers should 
feel free to consult with staff and then take the lead on making a funding 
request to individuals they know for personal support of NCECF or for 
support from the corporation or foundation with which they are affiliated.   

x While we do not recommend that NCECF organize and host large-scale 
fundraising events to generate additional revenue, small events targeting 
major gift donors and prospects can be very effective ways to cultivate and 
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steward relationships with these prospects.  Key NCECF volunteers can host 
intimate gatherings in their homes, place of business, or another appealing 
venue where they invite major gift prospects they know and other major gift 
prospects who would be compelled to be more engaged with NCECF if they 
knew other influential leaders were involved in this cause.  We recommend 
that the host or another influential volunteer make an appeal to the group 
gathered to support NCECF and that this appeal be presented in such a way 
to establish expectations of the level of gifts NCECF is seeking.  Follow-up 
after this event to continue cultivating these relationships and close on the 
appeal is crucial to the success of these events.   

x Board members can also write personal thank-you notes to individuals they 
know who have personally supported NCECF, played a key role in 
encouraging a corporation or foundation with which they are affiliated to 
support NCECF’s work, or who has attended a NCECF program/event. 

 
5.  Maintain accurate and timely donor stewardship procedures.   

A. Part of donor stewardship is ensuring that funds raised are used in a transparent 
manner.  Including development-related expenses in your annual expense 
budget and financial reports, in addition to annually evaluating the return on 
investment in time and outright costs associated with each of your fundraising 
activities, will help NCECF prioritize its most cost-effective fundraising efforts in 
the future and will allow it to accurately report to donors and prospects on how 
funds are used. 

B. Maintain detailed records of every donation (financial and in-kind), with contact 
information, address, telephone number, and email address for the donor, along 
with any additional unique information about the donor that will be pertinent to 
future stewardship of this donor relationship (e.g., details on how this donor’s 
relationship with NCECF first developed and evolved over time).  Clearly 
designate the activity that generated each donation so that you can calculate the 
total revenue raised from each fundraising activity and/or source of funds (if 
unsolicited).  This will allow NCECF to evaluate the return on investment in each 
of its fundraising efforts, so that it can strategically plan for future fundraising.   
x It is possible to maintain this donor information in a program such as Excel, 

and staff/volunteers can use the “Sort” and “Find” functions, among others, 
to navigate and prioritize these lists.  Because individuals, corporations, and 
foundation prospects require different approaches, it could be helpful to 
maintain separate tabs within the same Excel file for each of these categories 
of prospects.   

x One limitation of a database such as Excel is that it cannot be linked to an 
electronic calendar to provide reminders of next step deadlines with 
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prospects (which is very important for an agency such as NCECF that 
primarily relies on deadline-based grant proposals for its revenues).  NCECF 
could instead invest in a database such as GrantHub (www.granthub.com), 
which does have the capacity to manage detailed donor data, provide 
reminders on deadlines, and maintain grant materials in a central repository.  
The decision to create an electronic database comes with staff-time attached; 
without someone to keep it up, it will not be worth the money spent.  We do 
not think that NCECF needs a high-powered system such as Blackbaud’s 
Raiser’s Edge that is largely geared toward managing a large database on 
individual donors. 

C. Adopt and implement gift acceptance and acknowledgement policies that 
provide staff and volunteers guidance on the types of resources NCECF can 
accept as contributions, the process for ensuring staff and volunteers 
appropriately thank donors for their contributions, and opportunities for 
recognizing significant contributions.  These policies are a particularly good idea 
for major giving initiatives where large and/or unique gifts are likely to be 
contributed to NCECF and are key elements of an effective donor stewardship 
program.  See Exhibit J for a sample gift acceptance policy and Exhibit K for a 
sample gift acknowledgment policy. 

D. Send thank-you notes to donors within a week of receiving contributions – the 
sooner the better for showing your donors how much you appreciate their 
support.  A quick email right after the gift is made is a great first step but should 
be followed with personalized thank-you notes.  As indicated before, use Board 
members and volunteers to write additional personalized thank-you notes to 
donors to demonstrate how engaged volunteer leaders are in NCECF’s work and 
to show extra appreciation to select donors. 

 
6.  Explore and implement the least time-consuming opportunities to generate 

sustainable fee-for-service income. 
A. Focus fee-for-service efforts on presentations, trainings, and licensed materials 

that require minimal time to revise for distribution to contracting agencies.   
B. Develop a marketing plan to promote these unique fee-for-service “deliverables.”  

Use volunteers in this field, if that is viable, to provide pro bono advice. 
C. Consider opportunities within key communities in North Carolina (Charlotte 

mentioned by several stakeholders) to provide NCECF deliverables at a fee or 
through a grant to organizations aligned with NCECF’s mission.   

D. Explore opportunities to provide NCECF deliverables to university education 
department faculty and students at a fee or through a grant, and consider how 
these “NCECF trained” university faculty and students could help expand 
NCECF’s reach in providing these deliverables to others.  

http://www.granthub.com/

