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Monica Kenney built a career in 

higher education at UCLA and the 

University of Minnesota, 

designing fundraising initiatives 

to build a baseline of donor 

support, and pioneering the space 

of young alumni giving. In 2022, 

Monica took a role with the YMCA 

of the North as a Mid-Level Gift 

Officer and quickly fell in love 

with the mission-driven work. As 

her interest in the larger 

strategies grew, she jumped at 

the opportunity to move into an 

Annual Fund mass communication 

role and is now our Director of 

Donor & Alumni Relations.

Kurt Simer serves as the Lead 

Philanthropic Partner (Lead 

Mid-Level Gift Officer) at the 

YMCA of the North, overseeing 

donor engagement strategy for a 

four-person Mid-Level Gift 

Officer team which works with 

approximately 1,900 mid-level 

donors across 37 individual 

branch, camp, or program annual 

fund campaigns. Prior to moving 

into full-time fundraising work, 

Kurt held several roles in the 

Camping department of the YMCA 

of the North. If you have insight 

into accomplishing fundraising 

objectives while playing golf with 

your donors, please call Kurt!

Shane Hoefer, CFRE, got his 

start as a 16-year-old lifeguard 

at the YMCA’s outdoor pool in 

Shoreview, Minn., and to this day 

he loves all things aquatics. He 

spent a decade-plus leading the 

White Bear Area YMCA, later 

serving as a vice president of 

operations supporting a dozen 

branches and programs. Today, 

Shane is Senior Vice President 

of Philanthropy for YMCA of the 

North, where he coaches a team 

of fundraisers that raised more 

than $46 million annually in total 

philanthropy in 2025.

YMCA of the North

Minneapolis, Minn.



THE GOAL WAS STILL RELATIONSHIPS, 
BUT WE CHANGED THE STRATEGY



OUR LAUNCHING POINT
Defined As

Donors making an Annual Fund donation between 
$500 to $9,999, broken down into tiers A+, A, B, 
and C, based on giving totals.

The Primary Goals

Retain, and decrease attrition. Lift, and increase the 
revenue per donor. Accelerate the movement and 
number of mid-level donors to major gift programs.

Portfolio Time Management

With over 1,400 donors in this bracket, tiers were 
used to set the outreach cadence.
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Major: Portfolios of 100-150 donors

Mid-Level: Portfolio size about 700 donors

Executives: 25-30 donors: Board, local 

businesses, service clubs, chambers, etc.

2021 Key Baseline Metrics

Donors Retention 

Rate

Retention + 

Recapture 

Rate

Donors 

w/ 

increased 

gifts

New 

Donors

3,774 36.7% 44.6% 885 1,266 

2022 Key Performance Outcomes

Donors Retention 

Rate

Retention + 

Recapture 

Rate

Donors 

w/ 

increased 

gifts

New 

Donors

5,521 60.1% 89.9% 1,316 2,129 

Industry average R%: 45%

Donor 

Base: 

~10,000

Top 20% is 

under 

Portfolio, 

~2,000

Top 4% are 

Majors

From 80%-96% 

are Mid-Level

Gift size $10k and up

Gift size $500-$9,999

Gift size under $500



since 2022, for every local a philanthropy team

Executive Director

Major Gift Officer

Mid-Level Gift Officer

Locally-assigned (Reserved)

$10k+

$500-$9,999

Planned Gift Officer Bequest, estate, endowment

Community Board & 

Volunteers

Connectors, stewardship, new gifts, 

locally assigned,  < $500



YMCA OF THE NORTH

A MID-LEVEL DONOR 
PROGRAM
Is not unlike an Aquatics Program



Donor Stewardship and Cultivation Solicitation

Tier

Wave 1: 

Donor 

Conversation

Wave 2: 

Custom Video 

Story

Wave 3: 

Impact Report

Wave 4: 

Thanksgiving 

Card

Gift Ack Call
Happy Bday 

Video Call
Phone Ask

Face-Face 

Ask w/ 

Proposal

Majors Yes Yes Custom Yes Yes Yes Yes

Tier A+ Yes Yes Custom Yes Yes Yes Yes

Tier A Yes Yes Custom Yes Yes Yes Yes

Tier B Yes Yes Yes Yes Yes Yes

Tier C Yes Yes Yes Yes

Tier D Yes Yes Yes

DONOR TOUCHPOINT PLAN: BUILDING A DONOR’S EXPERIENCE



SO, WHAT HAPPENED, AND WHAT DID THE DONORS SAY?
A YEAR OF STEWARDSHIP & CULTIVATION

3,457
Stewardship touchpoints 
made by phone in 2022

837
Unique Gratavids with 
custom-to-donor videos9k+

Recorded Gift Officer 
donor contacts



Send renewal communications based on 
a donor's gift anniversary

Share impact and mission outcome 
stories twice in Q1 and Q4, and once in 
Q2 and Q3

Layer in retention-boosting 
recognition strategies, such as:

o First-time donor pathway

o Alumni communications

o Holiday specific dynamic content

MASS COMMUNICATIONS ALIGNMENT



Bob

• Longtime Annual Fund Donor

• Not previously stewarded

• Capital Gift

• Planned Gift

LET'S SEE THIS 
IN ACTION



MAKE A PLAN

“Measure” your donors:

• Define and segment: Who are your Mids?

• Create tiers to facilitate engagement strategy

• Track your outreach (Cultivation, Stewardship 
and Solicitation) and build those donor profiles

“Measure” your Engagement Strategy:

• Number of Touchpoints for Each Donor by Tier 
(Cultivation, Stewardship and Solicitation)

• Personalize to Align with Donor Interests

• Identify Stakeholders to Complete the Work (Gift 
Officer, Operational Leader, Board Members, 
Etc.)

BUILD YOUR TEAM

Donor Data Leader

• Helps identify donors 

• Helps to identify ‘when’ to contact the donor

Fundraiser / Strategist

• Is the primary point of contact with the donor and 
does most of the communication

• Reinforces donor’s relationship with organization

Executive/Program Leader

• Represents mission in action

• Creates personal programmatic relationship with 
donor



“Measure” your donors:

• Define and segment: Where do you focus?

• Create tiers to facilitate engagement strategy

• Design an outreach plan, then track it

“Measure” your engagement:

• Number of Touchpoints for Each Donor by Tier 
(Cultivation, Stewardship and Solicitation)

• Personalize to Align with Donor Interests

• Identify Stakeholders to Complete the Work 
(Fundraiser, Operational Leader, Board 
Members, etc.)

MAKE A PLAN

Donor Data Leader

• Helps identify donors

• Helps to identify ‘when’ to contact the 
donor

Fundraiser / Strategist

• Is the primary point of contact with the 
donor and does the most communication

• Reinforces the donor’s relationship with 
the organization

Mission Representative

• Can be program staff, volunteer, or 
executive

• Tells mission story

• Creates personal programmatic relationship 
with donor

BUILD YOUR TEAM



1. Get data-centric 
(Blackbaud for Y of the North)

2. Formal training is a great option. 
Veritus Mid-Level Training

3. We love video storytelling with 
organizations like Gratavid

FIND YOUR TOOLS & RESOURCES

https://veritusgroup.com/
https://gravyty.com/gratavid/


YMCA OF THE NORTH

THANK YOU

Monica.Kenney@ymcanorth.org Kurt.Simer@ymcanorth.org Shane.Hoefer@ymcanorth.org
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