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Agenda

• Introductions / Executive Sponsor (Josh Rice)
• Business Transformation (Joey Su) 
• Change Enablement & Adoption/Transition Support (Joey Su) 
• Project Timeline (Joey Su) 
• TSU Resource/Staffing Allocation (Joey Su) 
• Customer Modernization POD (Christi Segal) 
• Technical Modernization – Overview (Zoran Kovacevic)
• Pricing (David Denig/Brad Parmer) 
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Business Transformation



4©2026 Ellucian. Confidential and Proprietary

Outcomes Aligned with Strategic Goals
Findings from initial SAE-Opportunities for Incremental Improvement

Technology & AI

• Automate critical campus operations 
across Financial Aid, Student 
Accounts, and Finance to improve 
efficiency and service. 

• Modernize business processes with 
low-code automation, digital forms, 
workflows, and document 
management. 

• Streamline implementation with 250+ 
prebuilt workflows, dashboards, 
reports, and integrations. 

• Improve decision-making with 
enhanced reporting, analytics, and 
centralized access to student 
information.

Student Achievement and 
Outcomes

• Create a more connected student 
experience by reducing friction across 
the student lifecycle and improving 
coordination between student-facing 
functions

• Reduce heavy manual work and low 
automation for admissions.

• Better cleanup of rooms, policies, and 
forms, plus more accurate attendance 
and course capacity data for 
enrollment.

• Replace manual PDF based workflows 
with automated forms and workflows.

Operational Excellence (HR 
& Finance)

• Create a more connected employee 
experience by reducing friction and 
improving coordination between 
employee-facing functions

• Need better reporting, reduced manual 
spreadsheet dependency, more efficient 
processes, and stronger support for 
audit and financial statement 
production.

• Require better dashboards, centralized 
records, compliance training, improved 
performance management, and 
integration across system.

• Replace manual PDF based workflows 
with automated forms and workflows.
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Current State – TSU Forms: 
Manual processes, lots of instructions requiring 
users to save to their PC and then submit.  
Duplicate, manual entry for staff to bring over data
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Business Process 
Automation
Forms are automated and 
accessible even on user personal 
devices 
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Experience Dashboard – Financial Aid Staff w/ Tasks List
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Experience Dashboard – Student and Financial Success Data
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Experience Dashboard – Student View 
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Change Enablement &
Adoption/Transition Support
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Every Sprint Advances TSU’s Strategic Plan
Each capability delivered via Navigate to SaaS enables one or more of HFU’s institutional priorities.

Student Achievement
& Outcomes

Student success
Enrollment

Technology & AI
Modern platforms

AI-enabled services

Operational
Excellence

Simplified operations
Analytics

Academic Research
& Innovation
Flexible pathways

Innovation

Ellucian Navigate to SaaS • Capability-Led Delivery

Sprint 0
Renew Roadmap

Sprint 1
Recruit &

Admit

Sprint 2
Student Success

Sprint 3+
AI | Data Experience

Go-Live
Ascend 2030

Strategic Outcomes Enabled: Student Success •  Operational Excellence •  AI-Ready 
Institution •  Workforce Innovation
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START PREPARE

PLAN

CONFIGURE
(BUILD)

STAGING
(DEPLOY)

VALIDATE
(TEST)

GO-LIVE

BUILDBUILD

USER ACCEPTANCE
SPRINT ZERO POST GO-LIVE

DISCOVERDISCOVER OPTIMIZEOPTIMIZE

1 STRUCTURE ·  AT A GLANCE

Navigate to SaaS Methodology
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Ellucian’s
Train the Trainer

Methodology

• Build internal expertise by equipping designated 
campus champions to train and support 
colleagues throughout the implementation. 

• Drive consistent adoption with standardized 
training, knowledge transfer, and best practices 
that promote confident use across the institution. 

• Support long-term success by developing in-
house capability that reduces reliance on external 
resources and sustains continuous improvement.
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One Source of Truth: the EDCC

The Ellucian Delivery Command Center makes the project 
observable: one workspace, updated weekly, read by both 
teams.

Consolidates the project plan, RAID log, change requests, and 
integration & reporting plans

Standardized snapshot generated through the weekly status 
process, owned by the PM

Health, progress, risks, and the path to green, visible to 
sponsors and steering alike

Live on every N2S engagement, with enablement for your 
team during Sprint 0

Real project snapshot: live implementation status
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The Operating Rhythm
THREE TIERS OF FORUMS · FIXED CADENCE

Joint Executive Steering Committee MONTHLY

Project Status Meeting WEEKLY

Both PMs + all workstream leads · progress, risks, dependencies, milestone 
readiness, from the EDCC snapshot

Functional & Technical Workstream Reviews WEEKLY

Functional + technical leads · cross-stream dependencies, early escalation, 
RAID hygiene

PATH-TO-
GREEN

Any variance gets an owner, actions, and a dated route back to 
green, reviewed every week.

GATES: DECISIONS, NOT CEREMONIES

Contract & S2D handoff, no context lost from presales

Roadmap & release plan signoff, ends Sprint 0

Sprint scope signoffs, no drifting requirements

PQR + TQR checkpoints, velocity · quality · value

UAT phase gates & go/no-go, criteria agreed in advance

Deliverables accepted · closeout, hypercare to steady 
state

Decision rights are explicit: every gate has a named 
decision owner and pre-agreed criteria, decided once, by the 
right people, on shared facts.
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Project Timeline



Pre-req M1 M2 M3 M4 M5 M6 M7
Phase / activities

Platform Implementations: Experience, 
EUP, EIP, etc.

Full Tech Mod Discovery and Planning 

Build + Train + UAT to ERP – Extensions & 
Integrations – Incremental Deliveries

Mock Go-Live #1

Mock Go-Live #2

Go live/Cutover

Optional Insights reporting conversion + 
other

Tech Mod
Go-Live

Tech Mod timeline is dependent upon outputs of discovery and complexity of essential integrations, extensions, reports, and customizations, and plans to adopt baseline, 
use existing integrations and extensions.

Deploy environments with customer data,  
preloaded content, apps, and integrations

Delivery Timeline – Technical Modernization
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Delivery Timeline – Ellucian Student Signature



20©2025 Ellucian. Confidential and Proprietary

TSU Resource/Staffing Allocation
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TSU Tech Mod Client Resourcing Allocation
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Sample Client Resource Heat Map (estimated % of time spent on each activity)
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Customer Modernization POD –
Christi Segal
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Technical Modernization
Overview
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The Ellucian Platform

Access a unified 
workspace for students, 

faculty, and 
administration to 

increase engagement.

Central 
Workspace

Build workflows that 
everyone can use 
without getting IT 

involved with every 
business process.

Business Process 
Automation

Build and manage 
integrations faster while 

eliminating silos and 
strengthening campus 

resilience

Low-Code 
Integrations

Identify trends, anticipate 
needs, and predict 

student outcomes with 
connected and 
consistent data.

Reporting & 
Analytics
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Registrars

Department Admin

Students+

Ellucian Platform brings
everyone & everything together

Advisors
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Always On 
& Available

Reporting & 
Anaytlics

Support, 
Training & 
Services

Extensible 
Platform

Central 
Workspace

Open & 
Interoperable

Partner 
Ecosystem

AI & ML

Data & 
Application 
Security

Powered 
by AWS

Subscription-
Based 

Monitoring 

Ellucian Platform
SaaS-native
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Accelerate 
to SaaS

Modernize Your 
Operations

• Adopt SaaS-safe practices
• Lower risk and improve 

security
• Predictable SaaS operating 

model
• Breakaway from mods into 

SaaS configurations and 
capabilities

RESULT: Kickstart your long-term 
modernization strategy

• Productized integrations 
delivered by Ellucian

• Reduce technical debt and 
complexity

• Streamline integrations into 
SaaS-compliant templates 
designed to support your 
ecosystem

RESULT: More time for your 
team’s strategic initiatives

Reduce Technical 
Overhead 



Accelerate to SaaS

Design

DevelopmentDeployment

Quality Assurance

Analysis
Prioritized by 
discrete group 
(ex: course catalog)

Customizations
Integrations

Ellucian Platform Extensions (Experience, 
Data Connect, Ellucian Intelligent Process.)

SaaS-Safe extensions and 
integrations for discrete group 
(ex: course catalog)

Migration to SaaSTest and use solution sets in current 
production environment



VALUE AR E A M A N AG E D  C LO U D S A A S

Shift Resources to be Strategic

Easy, Automated Updates 

Scales for Registration, etc. 

Data Orchestration (Data Connect)

Experience: Central Work Hub

Analytics & Reporting (Insights)

Proactive Enterprise Security 

99.9 SLA & Seamless Support 

Faculty & Staff Productivity 

Add-on 

Add-on

Add-on

Included

Included

Included

Standardized on Best Practices 

Why SaaS Has Become the Default Delivery Model

Central Workspace (Experience)



Mod to Ellucian StudentAccelerate to SaaS 

 Uses on-site consulting to perform discovery in 
addition to AI

 Leverages new AI to evaluate and define 
your environmentDiscovery

 Deep evaluation of current business processes 
via consulting

 Leverages AI to map your current to existing SaaS 
processesProcess Mapping

 Proactive alignment of existing processes to 
SaaS-safe industry best-practices

 Mapping enables straightforward adoption 
of SaaS processes Implementation 

 Fully supported, when possible, via 
SaaS-safe options

 Ellucian-delivered integrations; custom work 
possible via contract add-ons  Integration and Extensions

 Full service provided throughout the duration 
of the project  Limited – Additional scope add-ons possible Change Management 

 Deeper transformation, close partnership 
with Ellucian Faster and more straightforwardTime & Effort Implications

 12 – 24 Months 6+ MonthsTypical Timeline
Complexity Dependent

Which Modernization Path is Right 
for Your Institution?
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Pricing
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Current State
TSU Modernization

Year 1

Year 2

Year 3

Year 4

Year 5

$754,682

$799,963

$847,961

$898,838

$952,769

Managed Cloud
(6% escalator)

$1,410,444

$1,481,397

$1,556,258

$1,635,254

$1,718,627

$7,801,981

$150,000

$160,500

$171,735

$183,756

$196,619

Oracle
(7% escalator)

Total Cost

$505,762

$520,934

$536,563

$552,659

$569,239

Banner Maintenance
(3% escalator)

$862,611$4,254,213$2,685,157
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Straight to Ellucian Signature (without Tech Mod)
TSU MODERNIZATION

Year 1

Year 2

Year 3

Year 4

Year 5

$754,682

$799,963

Managed Cloud
(6% escalator)

$7,856,688

$3,737,309

$2,887,587

$1,466,844 

$1,510,849 

$17,459,277

$150,000

$160,500

Oracle
(7% escalator)

Total Cost

$1,614,511

$1,313,379

$1,424,120

$1,466,844

$1,510,849

SaaS Software

$310,500$1,554,645$7,329,703

Professional Services

$3,337,495

$3,337,495

Integrations

$2,000,000

$2,000,000

$1,463,467

$1,463,467

POD Support

$2,926,934
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Year 1

Year 2

Year 3

Year 4

Year 5

$377,341

Managed Cloud

$2,716,852

$4,922,539

$2,887,587

$1,466,844

$1,510,849

$13,504,671

$75,000

Oracle Total Cost

$1,614,511

$1,313,379

$1,424,120

$1,466,844

$1,510,849

SaaS Software

$75,000$377,341$7,329,703

Professional Services*

$650,000

$2,145,693

$2,795,693

Why Choose Technical Modernization First?
TSU MODERNIZATION

Exit legacy Managed 
Cloud in just 6 months

Oracle licensing 
eliminated

Year 1 integration 
included ($1M+ value)

Lower implementation 
risk with phased 
approach

Faster path to Ellucian 
Student Saas and AI 
capabilities

Eliminate risk of non-
compliant / non-
supported Banner 8 
modules (e.g. state 
reporting)

6 Months 6 Months

POD Support

$2,926,934

$1,463,467

$1,463,467

* Includes 60 hours of complimentary services as an indication of Ellucian’s commitment to 
our partnership with Texas Southern University
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Year 1

Year 2

Year 3

Year 4

Year 5

$377,341

Managed Cloud

$2,716,852

$4,217,759

$2,156,721

$1,225,521

$1,262,286

$11,579,139

$75,000

Oracle Total Cost

$1,614,511

$1,155,171

$1,189,826

$1,225,521

$1,262,286

SaaS Software

$75,000$377,341$6,447,315

Professional Services

$650,000

$2,095,693

$2,745,693

Why Choose Technical Modernization First? (SIS only)
TSU MODERNIZATION

Exit legacy Managed 
Cloud in just 6 months

Oracle licensing 
eliminated

Year 1 integration 
included ($1M+ value)

Lower implementation 
risk with phased 
approach

Faster path to Ellucian 
Student Saas and AI 
capabilities

Eliminate risk of non-
compliant / non-
supported Banner 8 
modules (e.g. state 
reporting)

6 Months 6 Months

POD Support

$1,933,790

$966,895

$966,895

TSU will run/pay for Ellucian HCM/Finance during Workday implementation
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Total CostYear 5Year 4Year 3Year 2Year 1

$2,685,157$569,239$552,659$536,563$520,934$505,762Banner Maintenance

$4,254,213$952,769$898,838$847,961$799,963$754,682Managed Cloud

$862,610$196,619$183,756$171,735$160,500$150,000Oracle

$7,801,980$1,718,627$1,635,253$1,556,259$1,418,397$1,410,444Total Cost

Total CostYear 5Year 4Year 3Year 2Year 1

$7,329,703$1,510,849$1,466,844$1,424,120$1,313,379$1,614,511SaaS Software

$3,337,495$0$0$0$0$3,337,495Professional Services

$2,000,000$0$0$0$0$2,000,000Integrations

$2,926,934$0$0$1,463,467$1,463,467$0POD Support (Christi)

$1,554,645$0$0$0$799,963$754,682Managed Cloud

$310,500$0$0$0$160,500$150,000Oracle

$17,459,277$1,510,849$1,466,844$2,887,587$3,737,309$7,856,688Total Cost

$9,720,297($207,778)($168,409)$1,331,328$2,318,912$6,446,244Delta

Total CostYear 5Year 4Year 3Year 2Year 1

$7,329,703$1,510,849$1,466,844$1,424,120$1,313,379$1,614,511SaaS Software

$2,795,693$0$0$0$2,145,693$650,000Professional Services

$0$0$0$0$0$0Integrations (included)

$2,926,934$0$0$1,463,467$1,463,467$0POD Support (Christi)

$377,341$0$0$0$0$377,341Managed Cloud

$75,000$0$0$0$0$75,000Oracle

$13,504,671$1,510,849$1,466,844$2,887,587$4, 922,539$2,716,852Total Cost

$5,765,691($207,778)($168,409)$1,331,328$3,504,142$1,306,408Delta

Current

Student 
Signature

Technical 
Modernization

Pricing
Comparisons

SAAS MODERNIZATION
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Total CostYear 5Year 4Year 3Year 2Year 1

$2,685,157$569,239$552,659$536,563$520,934$505,762Banner Maintenance

$4,254,213$952,769$898,838$847,961$799,963$754,682Managed Cloud

$862,610$196,619$183,756$171,735$160,500$150,000Oracle

$7,801,980$1,718,627$1,635,253$1,556,259$1,418,397$1,410,444Total Cost

Total CostYear 5Year 4Year 3Year 2Year 1

$6,447,315$1,262,286$1,225,521$1,189,826$1,155,171$1,614,511SaaS Software

$3,287,495$0$0$0$0$3,287,495Professional Services

$2,000,000$0$0$0$0$2,000,000Integrations

$2,926,934$0$0$1,463,467$1,463,467$0POD Support (Christi)

$1,554,645$0$0$0$799,963$754,682Managed Cloud

$310,500$0$0$0$160,500$150,000Oracle

$16,526,889$1,262,286$1,225,521$2,653,293$3,579,101$7,806,688Total Cost

$8,787,909($456,341)($409,732)$1,097,034$2,160,704$6,396,244Delta

Total CostYear 5Year 4Year 3Year 2Year 1

$6,447,315$1,262,286$1,225,521$1,189,826$1,155,171$1,614,511SaaS Software

$2,745,693$0$0$0$2,095,693$650,000Professional Services

$0$0$0$0$0$0Integrations (included)

$1,933,790$0$0$966,895$966,895$0POD Support (Christi)

$377,341$0$0$0$0$377,341Managed Cloud

$75,000$0$0$0$0$75,000Oracle

$11,579,139$1,262,286$1,225,521$2,156,721$4,217,759$2,716,852Total Cost

$3,840,159($456,341)($409,732)$600,462$2,799,362$1,306,408Delta

Current

Student 
Signature

Technical 
Modernization

Pricing
Comparisons
(SIS only)

SAAS MODERNIZATION
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