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● Top 40 private university, best know for 

experiential learning and research

● Based in Boston, with a network of regional 

campuses in emerging markets

● Focused on driving new education innovations 

including flexible, professionally-aligned 

credentials available around the world

Northeastern University



Where We 
Began



Increasing Digital Maturity for 
Marketing



What Was Obvious

● Our websites had become our #1 recruitment tool.

● 60% of traffic was coming from search engines.
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People start on our homepage, right?



Less than ⅕ actually do



The Big Surprise

X1200



We Couldn’t Trust Our Data

● Why is our own domain referring traffic?

● Are those visitors really people?

● What are those spammy websites?

● What is the ROI of our campaigns?

● Is this really everything?



No Coordination, No Governance



Bridging Silos through Networks

● Defined high priorities, scope of effort

● Helped me build buy-in

● Refined opportunities and challenges ahead

● Provided support to sustain the effort



Digital Operations Group

● Who has a stake in this?

● Who do I need help from?

● Who can I offer help to?

● How do I organize us around tackling the problem?



The Roadmap

1. Define the problem and approach to fix it

2. Outsource to help develop strategy and move quickly

3. Start developing capabilities in-house

4. Evangelize the value of the data and how we’ll use it



Developing a 
Strategy



The Typical Implementation Roadmap

4Implement

2 Document
technical infrastructure

5
Maintain & Refine

3 Create 
implementation plan

Define 
measurement plan1

Where we 
started:

The Audit



The Audit

● Audited existing implementations

● Hundreds of “sites”

● Focused on issues related to data quality

● Created scorecard to measure health

http://bit.ly/eduweb17



Major Issues Identified And Resolved:

● Self-Referrals

● Old version of Google Analytics

● Placed in wrong area

● Standard features not enabled:
○ Bot Filtering

○ Demographic/Interest Reports

○ Enhanced Link Attribution

○ Filters

● Unmanaged access



Visibility of the Journey was Fragmented

UA-XXXXXXX-10

Homepage

UA-XXXXXXXX-3

Graduate Admissions

UA-XXXXXXX-3

Graduate Programs

UA-XXXXXXX-8

College of Science

UA-XXXXXXX-8

How To Apply

UA-XXXXXXX-5

Apply 



The Solution: A Roll-Up Account
A single Google Analytics property capturing ALL Northeastern University websites.



Deciding What To Measure

1. Get input from stakeholders

2. Tie your website back to your strategic objectives

3. What tactics are helping you meet those 

objectives?

4. Pick Your KPIs

5. Define Targets



Which Interactions Matter?

Does the drop-down help 
users compare options?

Does the new navigation 
increase program 
comparisons and 
discovery?

Does the page drive 
info-requests and 
applications?

Do the interactive elements 
keep users engaged and 
on-site longer?



Selecting Goals



● Does our website lead to 

more applications?

● Top goal of website

● Goal type: Event

Goal #1:
Application Starts



● Does our website encourage 

prospective students to visit?

● Another “Macro” goal

● Goal type: Destination 

w/Funnel

Goal #2:
Schedule A Visit



● Is our website helping us 

identify prospects earlier in 

their journey?

● Doing so increases ability to 

nurture prospective students, 

increasing applications.

● Goal type: Event

Goal #3:
Information Requests



The UTM-to-Hidden Field Solution

See details: http://bit.ly/hiddenfields 

Classic GA Cookie (_utmz):
44378021.1488904388.5.3.utmcsr=google|utmccn=(organic)|utmcmd=organic|utmctr=(not%20provided)

Marketo Hidden Fields:

● GA_Source__c_account
● GA_Campaign__c_account
● GA_Medium__c_account
● GA_Term__c_account
● GA_Content__c_account
● LeadSource
● LeadSource_Detail

Salesforce Fields:

● GA_Source__c_account
● GA_Campaign__c_account
● GA_Medium__c_account
● GA_Term__c_account
● GA_Content__c_account
● LeadSource
● LeadSource_Detail

http://bit.ly/hiddenfields


● Does our website facilitate 

program discovery?

● New design focused on 

allowing for easy comparison 

and discovery of similar 

programs, so that students 

would find the best fit 

program for their needs.

● Goal type: Event

Goal #4:
Filter By Area of Study



● Video Plays

● Scrolling

● Expand/Collapse

● Broken Links

● Internal Promotion Clicks

● Social Shares

● Outbound Clicks

Custom Events



● Personas (self-selected)

● Student Status

● Primary Major Interest

● Secondary Major Interest

● Student ID #

Custom 
Dimensions



Lessons Learned
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The concern: 

Getting Buy-In

How we pitched it: 

● I don’t know how to use GA ● We’ll train you for free

● I like how my data is being captured 

now

● What’s in it for me?

● I’m not comfortable sharing what 

we’re doing with other teams

● You can keep your old Google Analytics 

data - we won’t touch it!

● See where your visitors are actually 

coming from

● It’s all about relationships
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Challenges along the way
Challenge: “Redesigned the site, didn’t think to tell ya!”

Solution: Create custom alerts for your most important sites to 

notify you of big traffic swings
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Challenges along the way
Challenge: “Your script broke my site so I’m breaking 

your script”

Solution: 

● Treat large-scale tag deployments like you would 

any other major site upgrade

● Communicate!

● Document what went wrong in the past



Custom Alerts
Set up 404 and JavaScript error tracking

http://www.lunametrics.com/blog/2014/08/19/404-errors-google-analytics-google-tag-manager/
https://www.simoahava.com/gtm-tips/track-javascript-errors-events/
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Challenges along the way

Challenge: External partners go rogue

Solution: All vendors need to go through us to add tags
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Closing 
Thoughts



5 Things You Need to Do ASAP

1. Build a network of key stakeholders

2. Identify your gaps and bad data

3. Define a measurement strategy

4. Commit to the effort for the long-run

5. Implement bot filtering, goals, and other basic settings



Presentation and Free Resources:

http://bit.ly/eduweb17
● Presentation Slides

● Free Google Analytics Data Quality Assessment

● Measurement Planning Worksheet

● Google Analytics Dashboard Template

http://bit.ly/eduweb17


Questions?



Thank You!


