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TWO KINDS OF DATA 
Activity data tells you about your organization: opens, 
sessions, followers, page views. Read it monthly, like a 
newsletter. No obligation attached. 

Steering data informs a decision you are prepared to make. 
Read it when there is a decision. 

Most teams find 60 to 80 percent of what they report is activity data. 
Reclassifying costs nothing and clarifies everything. 

 “If this number changed significantly next 
month, would we do anything differently?” 
Yes: steering data. Keep it close.    
No: activity data. Monthly pile, guilt free. 

And if a dashboard was built to drive decisions and has not driven one in 
six months, you have permission to stop looking at it. Nothing bad 
happens. You get time back. 

 

THE DONOR JOURNEY: FOUR STAGES, READ BY SOURCE 

1 AWARENESS: ARE NEW PEOPLE FINDING US? 

Start with: new visitors by source (GA4) 
With capacity: source share trend, including AI referrals 
Change when: a source quietly grows its share.  
Organic search is declining as answers stop sending clicks;  
AI assistants are its successor, already in your referrals. 

2 ENGAGEMENT: ARE THEY SHOWING INTEREST? 

Start with: engaged sessions by source (GA4 pre-sorts real 
visits from bounces) 
With capacity: giving and impact page visits; email signups 
Change when: a source sends traffic that never engages. 
That is a landing page problem, not a channel problem. 

 3 CONVERSION: ARE THEY GIVING? 

Start with: giving completion rate, started vs. finished  
(giving platform) 
With capacity: revenue and average gift by source  
(tag your links; last-touch flatters the closer, and that  
is fine for steering) 
Change when: completion drops or lags on mobile.  
Small fixes here move real dollars. 

4 RE-ENGAGEMENT: ARE THEY COMING BACK? 

Donors returning: second-gift rate (giving platform / CRM) 
Near-misses recovered: do abandoners hear from you  
at all? 
The only stage where you add: a follow-up email for the 
people you can reach, and a retargeting audience for the 
ones you cannot. 

 

THE INDEX CARD VERSION 
STAGE THE ONE SIGNAL LIVES IN 

Awareness New visitors by source GA4 

Engagement Engaged sessions by 
source 

GA4 

Conversion Giving completion rate Giving platform 

Re-Engagement Second-gift rate Giving platform 
/ CRM 

Two tools, four numbers, once a month. A complete system, just a small 
one. Nobody is behind for running the four-signal version. 

 THE SOURCES, DEFINED 
Paid: search ads (including the Google Ad Grant: 
$10K/month free for eligible nonprofits), social ads. 
Responds to spend in days. 
Owned: email, SMS, print and events via QR codes. Tagged 
QR codes make your gala and mailers readable sources for 
free. 
Earned: organic search, AI assistants, social reach, press, 
referrals. Responds to work in months. 

“Direct” is the untagged leftovers: bookmarks, typed URLs, missing tags. 
Shrink it by tagging every link you control. 
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READING THE CARD: A NUMBER BECOMES A SIGNAL AGAINST A BASELINE 
Carry two comparisons: last month (what is moving) and same month last year (what is normal). Giving is seasonal: December 
against November is noise; December against last December is a signal. 

THE CARD, FILLED IN (ILLUSTRATIVE) 

SIGNAL THIS MO. LAST MO. LAST YR. 

New visitors 2,410 2,380 2,150 

Engaged sessions 1,120 1,090 980 

Giving completion rate 64% 71% 72% 

Second-gift rate 22% 21% 19% 

Three healthy numbers and one clear assignment: something changed 
around the donation form. The card tells you which number needs 
attention. It does not tell you why. 

 THE NEXT CLICK: COMPLETION BY DEVICE 

 THIS MO. LAST MO. 

Desktop completion 76% 76% 

Mobile completion 56% 56% 

Mobile share of giving traffic 58% 30% 

Neither form got worse. The mix moved to mobile, where the form was 
always weaker. The card flags; the split by source or device explains. 
Four numbers monthly, one drill-down when a number moves. 

 

SAMPLE SCENARIOS 
TRACK SEE DO 

Giving completion rate A drop driven by mobile’s growing share, 
converting below desktop 

Improve the mobile form: fewer fields, 
bigger buttons, digital wallets 

New visitors, by source AI referrals doubling while organic search slides Plainly answer the questions people ask 
assistants 

Second-gift rate, by cohort Last year’s December first-timers never gave 
again 

Impact email in late January; ask at the 
90-day mark 

Engaged sessions, by source A source sending traffic that never engages Change where the links land, not the 
channel 

Form abandoners They exist, and they hear nothing One same-day follow-up email 

 

THE FIVE-STEP RESET 
1. Inventory. List every report anyone pulls regularly. 
2. Sort. Run the test question. Reclassify generously. 
3. Map. Steering signals get a journey stage. No stage, no 
seat. 
4. Agree. One meeting, with your team or with yourself. Eight 
signals or fewer; four is complete. 
5. Rebuild one report. The next campaign recap, organized 
by journey stage instead of by tool. 

 KEEPING IT WORKING 
Prune quarterly. New tools and stakeholders grow the list 
back. 
Retire signals when their decision is made. They rejoin the 
monthly pile. 
Directional beats perfect. Platforms will disagree. Act on 
the direction. 
Keep it on one page. This page is the succession plan. 

THIS MONTH 
This week: pull your report inventory.   
Next week: sort, and enjoy the permission to stop.   
Within the month: the index card, reviewed once. 
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