CASE STUDY

Transforming data into an
institutional asset
How analytics—and sound data governance—
is driving positive student outcomes
The University of La Verne is a private non-profit institution located in Southern
California. As a federally designated Hispanic-serving institution, La Verne
provides a comprehensive education to a diverse student body, including many
first-time, first-generation students.
With its focus on students and delivering a world-class educational experience,
the institution recently began exploring new solutions that would allow it to
gain an informed view into the university’s operations, and transform those
insights into student success. “The student, for us, is the nexus of our reality,”
says Dr. Todd Britton, chief information officer and associate vice president
at the University of La Verne. “Everything we do is about our students. That
also means that’s where the preponderance of our data issues are.”
The university turned to Ellucian Analytics to help it make sense of
institutional data—and use it to drive positive outcomes for the entire
La Verne community.

Enrollment
8,500 students

Primary Challenge
Gain insight through
institutional data to enable
better decision making

Solution
Ellucian Analytics

Results
Deeper and more accurate
insights into institutional data
Streamlined institutional
processes
Improved data quality,
security, and governance

Choosing the right tool for the job
Like most institutions, La Verne was awash in data—from
student records to faculty information—spread across
multiple systems and databases. The university had,
for a number of years, attempted to wrangle its data via
reports generated through various database solutions.
However, the university found that the information
gleaned didn’t provide the kind of deep-insight it
required. “We were looking to improve on what we were
getting, and hoping to truly focus on both tactical risk
reports and more predictive and prescriptive types of
analytic reports,” says Britton.
As the university began to explore its options, it
soon became clear that a comprehensive solution—
particularly one that would integrate with its Ellucian
Banner® ERP—would fit the bill. “We needed strong
functional involvement as well as technical resources, so
when Ellucian Analytics came out, we took a look and
said, ‘Wow, this sounds really interesting—this holds the
promise for us to spring forward and keep us from having
to create all these reports ourselves,’” says Britton.
Britton and his team recognized that an analytics
solution could provide the connective tissue La Verne
required to bring all of its data under one roof—and in so
doing, attain the kind of deep insight that would foster
better decision making. “So we decided to start looking
at the student related data model and identifying what
are the things that we can get out of it,” says Britton. “We
started asking, What are the things that the deans are
looking for? The Provost? The Registrar?”

Britton knew that implementing a new piece of technology
was about more than flipping a switch and hoping for
the best. He realized that the institution would need to
establish a solid data governance policy, address data
integrity on campus, and craft a change management
process to go along with implementation. “The tool is only
as good as we are,” he says. “The tool could be the most
amazing thing since sliced bread—but if we’re not ready to
address the underlying issues that we see organizationally,
we’re never going to realize the promise of the tool.”

Making sense of all that data
Over time, all institutions accrue problems with their data.
Information becomes out of date, it may be scattered
across various systems, it may be inaccurate, the wrong
people might be accessing it, and so on. In order for the
implementation to be successful, Britton and the IT team
had to first tackle data governance and integrity issues at
La Verne. “We started to have those conversations around
how to address the data integrity and data cleanliness
issues that we had,” says Britton. “We found that we
needed to take a holistic approach to addressing our data
governance practice.”
Britton formed a data governance group, with buy-in from
senior administration. The group includes representatives
from across campus who work with data on a daily basis,
as well as representatives from institutional research,
enrollment management, and finance, among others.
The group developed a data governance structure that
ensures integrity, cleanliness, and transparency. They then
rolled out these recommendations to functional areas
on campus to begin the work of cleaning up data for the
implementation of Analytics.

After their implementation journey, the solution was officially
rolled out and made available to campus constituents.
Britton notes that implementing the analytics solution has
also granted La Verne deeper visibility around how its people
and processes handle data. “The tool helps us to highlight
issues with our people, practices, or processes around data
management,” he says. “We work together with Ellucian to
establish best practices, since technology is always about
people and process, too.”
Britton and his team also instituted a change management
program to help ease the transition to the new solution. “We
started as a grassroots effort, getting buy-in and support,
rather than being more draconian and saying, ‘Look, your
boss is saying you need to do this,’” says Britton. “We showed
them how data governance and analytics would in turn, make
their lives easier and better and, ultimately, positively impact
our students.”
The approach to data governance and Analytics are already
paying off for La Verne. Britton is now able to bring valuable
insights to the table so that stakeholders can make datainformed decisions that can have real, positive impact for the
institution. “At the cabinet level, I often hear people ask how
profitable a particular class is—what’s that magic number of
students that makes it profitable, and how effectively are we
utilizing our classrooms,” says Britton. “So we use Analytics
to start delving into this—which days are classrooms overutilized and why—and that allows us to think about patterns
and themes that we can pull out of the data.
“The analytics tool has absolutely fulfilled the promise that
I was hoping for, which is to give us a single pane of glass

“The analytics tool has absolutely
fulfilled the promise that I was
hoping for, which is to give us
a single pane of glass through
which to view our data.”
TODD BRITTON
Chief Information Officer and Associate Vice
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through which to view our data,” says Britton. “It has
helped us see what we need to do, where our data
is flawed, where it should be adjusted, and what we
need to do in terms of practice and policy updates.
All of that has helped drive us forward.”

Getting started sooner rather than later
For other institutions interested in implementing an
analytics solution, Britton recommends working from
a holistic perspective. “Institutions need to treat data
as an institutional asset and work backward from
that as a goal,” he says. “They need to understand
that it’s not just an IT project. For example, just
because admissions has a great need for reporting,
analytics is about more than admissions data. It’s an
institutional asset for us to be able to make datadriven decisions. You have to work collaboratively
toward a common end.”
Britton also believes that it’s crucial for institutions to
implement an analytics solution sooner rather than
later. “Don’t wait,” he says. “We’ve all been entering
data correctly or incorrectly—to some degree—for
decades, and it’s only going to get worse. The
problem is going to compound itself. So you’ve got to
put a stake in the sand and move forward from there
and put the appropriate resources behind it, because
this can’t be done in a vacuum or in a silo, and it can’t
be done without being properly resourced.”
Britton is optimistic about the future of analytics at La
Verne, and he believes the close working relationship
with Ellucian is the foundation of that success. “I
view Ellucian as a strategic partner, because we’re
both invested in the proper usage of our tools for the
betterment of La Verne’s students,” he says. “And this
true partnership model is about more than sharing
and supporting each other, it’s also about helping
each other succeed.”
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