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 b
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Executive Summary 
 
The Higher Education Coordinating Commission’s (HECC) is on a strategic mission to achieve the 
aggressive 40-40-20 Governor educational goal by 2025. Among many other activities, the agency pursues, 
through variety of policies, and programs, ways to impact the affordability of higher education.  
 
The Office of Student Access and Completion (OSAC), one of eight offices within the Commission, plays a 
major role on higher education affordability. OSAC operates financial aid and scholarship programs to eligible 
Oregonians pursuing college and university degrees, certificates, and training. OSAC awards over 92,000 
grants and scholarships worth more than $217 million to Oregon students each biennium.    
 
Some of the largest financial aid programs that OSAC administers include the Oregon Opportunity Grant, the 
Oregon Promise grant, the federal Chafee Education and Training Grant, Oregon National Guard State 
Tuition Assistance, and over 600 privately funded scholarships.  In addition, each biennium the Oregon 
Legislature mandates that OSAC develop and administer new programs and modify existing financial aid 
programs for students under restrictive timeframes. In the last biennium alone, HECC added 28 new grant 
programs to its portfolio and modified eligibility requirements for the largest state-administered programs. 
 
The Financial Aid Management Information System (FAMIS) serves as the primary tool that supports this 
work, but the foundation for this system was built over four decades ago initially using AS/400 and 
subsequently migrating the system to a Microsoft Access platform almost thirty years ago. The current 
system has become problematic to operate, difficult to modify and does not provide the functionality to 
support stakeholders’ current operational requirements. HECC has built numerous workarounds and manual 
business processes to supplement changes to the system, however it is now reaching a point where FAMIS is 
unstable and increasingly unable to support the Commission’s core mission.   

Partners have also noticed and begun to react to the system’s limitations.  The Ford Family Foundation (TFFF), 
for instance, has indicated that it plans to end its long-standing contract with HECC to administer its 
scholarship programs.  This decision effectively ends a partnership that has lasted decades and served many 
generations of Oregonians, which is diametrically opposed to the agency’s mission. The TFFF indicated that 
their primary reason for ceasing the partnership was its desire to have a more responsive, user-friendly, and 
modern IT system that integrates with their scholarship management system. TFFF has subsequently 
contracted with a cloud-based scholarship application platform that will allow them to accept and process 
applications in-house.  

To prepare this business case, HECC staff and stakeholders worked with Gartner Consulting Solutions 
(Gartner) to define the requirements for a replacement system. Gartner interviewed stakeholders; 
documented HECC’s current state business process flows, and created business and technical requirements.  
The sum of this work provides insight into not only the current challenges and problems in the existing system, 
but also a view to the desired future state and the requirements of a new technology roadmap for HECC. 
 
HECC anticipates that a replacement solution would offer data accuracy, simplified business process support, 
better service to stakeholders, and flexibility to support future needs. HECC’s ultimate goal is that an 
increased number of applicants will be able to complete the financial aid application and more Oregonian 
students will receive financial aid.  This goal is in alignment with the guidance that the Governor, Legislature, 
and HECC’s stakeholders have repeatedly provided to the agency.  An added benefit to replacing this system 
is that OSAC’s program staff will be able to spend less time troubleshooting system issues and dedicate more 
of their time to working with stakeholders to answer their questions, providing guidance about additional 
resources that may be available, and performing more outreach to schools and potential donors. 
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Gartner performed market research to identify alternatives for a FAMIS system replacement including 
contacting other state financial aid agencies in Georgia, Minnesota, Vermont and California, and conducted 
interviews.  Their key takeaway was that each state was performing similar business functions, but all had 
invested significantly more resources and capital into their IT solutions than Oregon.  
 
Additional market research included alignment of future state requirements with various application delivery 
models. Market research identified a subset of four alternatives for further evaluation. Each alternative 
provides a unique approach, solution, benefits and risks. Gartner evaluated all alternatives against pre-defined 
selection criteria including external stakeholder impact, functional alignment, technical alignment, total cost 
of ownership (TCO), and risk as described in upcoming sections of this business case document. They are: 

 Alternative 1: Enhance and extend the existing FAMIS system (Est. TCO is $4.1 M) 
 Alternative 2: New custom development of a replacement solution (Est. TCO is $7.95 M) 
 Alternative 3: Utilize a COTS grants management replacement solution (Est. TCO is  $9.35 M) 
 Alternative 4: Select an iBPMS or LCAP based replacement solution (Est. TCO is $10.85 M)  

 
The alternatives analysis resulted in a recommendation for solution based on Low-Code Application Platform 
(LCAP), which allows HECC to maximize functionality with a reasonable invested cost. In addition, LCAP does 
not create a dependence on a specific vendor or software solution and has lower risk during implementation 
due to a less impactful data migration effort.  If designed strategically, an LCAP solution will provide the 
opportunity for current business process support while allowing significant future flexibility.  
 
This business case concludes, after extensive assessment and fact finding, that HECC should replace the 
FAMIS system. Without new technology investment, the FAMIS system’s instability will likely continue due 
to feature limitations and foundational technical challenges.  Without new technology investments, HECC 
staff and stakeholders will continue to be limited in performing critical functions, which will jeopardize the 
ability for HECC programs to meet both current and future stakeholder needs, program objectives, and 
legislative mandates.  
 
As a result, HECC intends to write a policy option package requesting a combination of Article XI-Q Bonds and 
General Fund support for a FAMIS system replacement to remedy these issues in the 2021-23 Legislative 
session: one-time General Fund in the amount of $875,000 for stabilizing the current system, $105,000 GF to 
pay cost of issuance bond charges, and $5,00,000 in Article XI-Q Bond.  The total cost of replacement is 
estimated at $10,980,000 over the span of two biennia. HECC believes that the project will take 3-4 years to 
complete, and that the funds will be released as pre-determined project milestones are met.   
 
If successful in securing the planning grant in the short session, HECC will pay close attention to the cost-
benefits of Alternative 2, Custom Development, against the cost-benefits of Alternative 4, iBPMS or LCAP 
Replacement.  These two alternatives scored similarly and the primary difference was attributable to cost and 
risk due to perceived lack of maturity of the LCAP technology.  The scope of the consulting engagement was 
limited and did not consider enterprise concerns that are also important to the agency, namely HECC’s need 
to support two dozen additional legacy systems that should be replaced and how difficult it would be to 
support multiple platforms with limited staff resources.  HECC will also want to explore educational discounts 
that are available to HECC that could significantly reduce the estimated cost of the project. 
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Overview and Background 
 
Business Objectives 
One of HECC’s primary business objectives, as defined in the 2016-2020 Strategic Plan, is to provide 
critical assistance for eligible Oregonians pursuing college degrees, certificates, or training. The strategic 
plan outlines potential challenges, opportunities, priorities, and strategies to guide the use of HECC’s 
higher education funding and policy decisions in the areas of goal-setting, funding, student support, 
college affordability, economic and community impact. It further outlines: Reporting to Steer Progress, 
Funding for Success, Streamlining Learner Pathways and Expanding Opportunity through Outreach. 
These initiatives are designed to help achieve HECC strategic goals for student success, equity, 
affordability, and economic and community impact.   
 
To realize these goals, HECC relies on the staff and activities within the Office of Student Access and 
Completion (OSAC). Established in 1959 by the Oregon Legislature, OSAC provides innovative funding 
and programs to Oregon students and families. In 2014, the Legislature made OSAC part of HECC. Each 
biennium, HECC makes over 92,000 financial awards in excess of $217 million to Oregon students. Its 
largest grant programs include the Oregon Opportunity Grant, the Oregon Promise Grant, the Chafee 
Education and Training Grant, the Oregon Student Child Care Grant, and over 600 private scholarships. 
In addition, HECC manages the ASPIRE student mentoring program, the FAFSA Plus+ program, and 
outreach services including statewide publications. 
 
Mandatory Requirements 
In the pursuit of enhanced educational funding for eligible Oregonians, HECC serves as the program 
administrator for financial aid programs mandated by the Legislature. As additional Legislative 
mandates are enacted, HECC is frequently tasked with managing new financial aid programs or 
modifying existing programs, often within tight deadlines.  
 
The Financial Aid Management Information System (FAMIS) is the primary technical solution for 
administering HECC financial aid programs.  In support of essential program activities, FAMIS also serves 
as the designated HECC repository of Free Application for Federal Student Aid (FAFSA) and Oregon 
Student Aid Application (ORSAA) data for all Oregon applicants.  FAFSA and ORSAA applicant data 
includes both financial and personal demographic data for over 350,000 applicants per year. The Family 
Educational Rights and Privacy Act (FERPA) requires HECC to maintain the security of this data and to 
prevent inadvertent disclosure.  The FAMIS system does not currently manage, store, and retain this 
highly sensitive data as securely as is required. 
 
At the program level, HECC also has specific legislative mandatory requirements to track, record and 
report on the expenditures and distribution of educational funds including: 
 

• Oregon National Guard State Tuition Assistance (ONGSTA):  During the 2018 legislative 
session, House Bill 4035 created a new grant program for members of the Oregon Army and Air 
National Guard. This bill required HECC to establish full tuition assistance to qualifying service 
members of the Oregon Army and Air National Guard at community colleges and public 
universities. A key component of the bill included an emergency clause requiring the program to 
go into effect on April 3, 2018.   To date, this program is not included in FAMIS. 
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• Oregon Promise Grant (OPG): The OPG established by Senate Bill 81 (2015) includes a 
requirement that HECC deliver a specific set of reports to the legislature. The main report is due 
biennially and requires that HECC report on five elements.  They include: 1) student completion 
rate of curricula, degrees and programs; 2) the amount of federal aid grants received by OPG 
recipients; 3) the financial impact and the enrollment impact of the program on school districts 
that had students receive an OPG; 4) the financial and enrollment impacts of the program on 
Oregon community colleges and public universities; and 5) the overall success rate and financial 
impact of the program.  FAMIS cannot provide reliable data to populate this report, so creating 
the document requires manual tracking of the information. 

 
• Oregon Opportunity Grant (OOG): The OOG is a need-based grant requiring a specific 

calculation to determine applicant eligibility. As the largest state-funded grant program, the 
OOG is an essential program for improving low-income students’ access to post-secondary 
education. Over the years, the program has seen numerous legislatively mandated changes in 
the calculation of awards. The most recent change in award calculations went into effect in 2016-
17. Newly passed legislation (HB 2407, 2015) required awards to be prioritized to serve the 
highest-need students. Eligibility is now based on a student’s federally calculated Expected 
Family Contribution (EFC) instead of his or her Adjusted Growth Income (AGI).   These eligibility 
changes are not included in the FAMIS system and require manual review to make a 
determination of eligibility. 

Solution Requirements 
In order to deliver upon HECC’s business objectives and mandatory requirements, HECC leverages an 
internal custom-built solution referred to as the Financial Aid Management System (FAMIS).  The original 
intent of the FAMIS system was to address specific requirements for the initial legislatively mandated 
programs using a custom application (AS/400 then Microsoft Access) built by an internal developers.  
Over the past 40 years, internal OSAC and HECC developers have continued working with program staff 
to modify, enhance, and repair the FAMIS system using an ad-hoc approach instead of employing 
modern enterprise technology application development best practices for the Software Development 
Life Cycle (SDLC). 
 
HECC’s solution requirements include creating a more modern, streamlined business tool that is easier 
to support and that will better serve our stakeholders particularly students and Oregon’s educational 
institutions.  Some of the issues that the new system addresses helps HECC move from current state to 
an improved future state includes: 
 
• Add functionality for mobile devices 
• Build more feedback/prompt mechanisms to ease the application process, prevent errors that require 

students to exit the system, and allow students to check the status of their applications 
• Consolidate multiple entry points into single portal 
• Ensure HECC has flexibility to add new programs or requirements created by law changes 
• Integrate financial data with program data more effectively (to prevent overpayments) 
• Improve data exchange between HECC and partners (colleges, universities, agencies, and 

foundations) 
• Better reporting tools and capabilities to stakeholders, decision makers and legislators 
• Enhance security (reduce risk of inadvertent disclosures of financial, Personally Identifiable 
• Information, FERPA, and other protected information) 
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In addition, future-state solution requirements include a mixture of functional and non-functional 
business requirements. Key functional solution requirements relevant to the entire solution, also known 
as General Requirements, include enhanced features for applicant notification and messaging, records 
management, process automation, dashboards, reporting and analytics and financial management. 
Non-functional (technical) solution requirements include features for data validation, disaster recovery, 
system security, scalability, integration and an ability to develop solution enhancements quickly. 
Comprehensive documentation relating to the inclusive list of future state requirements is documented 
in the Alternatives Analysis section and in the reference attachment HECC Business Process Analysis – 
Future State Business Requirements. 
 
Specific Problems for the Proposed IT Investment to Solve 
There are many challenges faced by users, customers, partners and other stakeholders as a direct result 
of the FAMIS system’s inadequacies.  This remainder of this section outlines those challenges as 
experienced by particular stakeholder groups. 
 
Limitations Affecting Students  
Common themes include the restricted ability to communicate throughout the entire grant lifecycle, 
delayed delivery of services due to inconsistent data availability, lack of process transparency, inefficient 
business processes and the inability to depend upon the delivery of program services. Specific examples 
include: 
• Confusion when attempting to navigate the application process 
• Untimely delivery of Financial Aid  
• Inaccessibility of programs due to system outages 
• Withholding of disbursements due to errors in the system  
• Inaccurate award amounts  
 
Limitations Affecting Partners  
Common themes include a lack of flexibility in meeting specific program requirements, poor/outdated 
user interface, lack of mobile access or notifications, limited reporting capabilities and a constrained 
ability to modify financial aid applications to meet a wider range of needs. Specific examples include: 
• Lack of flexibility in the application template, requiring all programs to conform to the same 

application regardless of their purpose and unique requirements 
• Poor user interface – “I would like to see OSAC develop an interface that is more up-to-date and user 

friendly, including mobile access.” 
• Inability to quickly resolve technology bugs (issues) or deploy new features  
• Limited ability to develop reports, resulting in manual workarounds 
• Lack of business process efficiencies and solution features (e.g., timely approvals, fewer 

disapprovals) 
 
Limitations Affecting Institutions  
Common themes include a lack of system capability to support program requirements, dissatisfaction 
with business/technical service functionality and processes, poor communication tools, poor user 
interface, limited access to portal functionality and concerns for the reliability of existing solution. 
Specific examples include: 
• Inability to independently manage users and administer accounts 
• Lack of custom reports, requiring manual re-work 
• Dependence on sensitive Social Security Number (SSN) for unique identification 
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• Risk of exposed Personally Identifiable Information (PII) due to data exchange between the financial 
aid office and OSAC by spreadsheet data dump and upload transactions 

• Inconsistency between schools and OSAC regarding the residency qualification   
• Lack of trust in OSAC processes as a result of technology limitations  
• Dissatisfaction with change communication process due to the lack of notification features – 

“Student should not have to communicate their own qualifications for a grant to the school. That is 
OSAC’s job.” 

• Lack of search features resulting in wasted staff time in tracking down information 
• Inability to log into the system for unknown reasons 
• Confusion due to multiple portal logins into agency shared systems 
• Inefficient and confusing processes due to mix of automated and manual process steps 
• Delayed visibility of student awards 
 
Additional Limitations 
• Expired passwords and being denied portal access without warning 
• Creation of duplicate accounts that cannot be deleted 
• Inability to submit applications, transcripts, and other documents due to unresolved system bugs 
• Lack of standardized approach for annual modifications to accommodate FAFSA data from the US 

Department of Education 
• Reliance on manual workarounds for the new programs 
• Inefficiency of staff time due to multiple entry  

 
Work Being Performed Today 
OSAC business processes are multi-dimensional involving various programs and stakeholders. Some key 
program areas include ASPIRE, Oregon’s mentoring program to help students access education and 
training beyond high school and public grant and private scholarship programs.  Stakeholders include 
students, colleges and universities, donors, the Legislature, High School counselors and staff, 
foundations, and various internal staff.  
 
Existing high-level OSAC business processes across each of the program areas include: 

1. Engaging External Stakeholders: Stakeholder-focused activities related to strengthening 
the HECC mission of serving students to achieve affordable access to higher education 

2. Facilitating Applications: Activities centered on facilitating application offerings to 
stakeholders 

3. Processing Applications: Internal-focused activities related to validating applicants and 
selecting awardees 

4. Administering Awards: Activities that facilitate awarding of funds 
5. Accounting: Activities related to managing/reconciling financial processes and financial 

reporting. 

For a deeper dive into current HECC program and business processes, please refer to the HECC OSAC 
Business Process Analysis- Current State Assessment document.  HECC staff manages all of its business 
processes using the FAMIS system, the primary technical solution for administering program objectives. 
 
 
The current FAMIS technical architecture includes two primary applications referred to within HECC as 
“Big Blue” and “Internal Tools.”  Big Blue is a custom-built application that was developed decades ago 
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using Microsoft Access. It supports the majority of the scholarship and grant programs.  It is also 
integrated with the State Financial Management Application (SFMA) to provide billing, disbursement, 
invoicing, annual statements, accounting and student tracking. With support for Access v2010 ending in 
October 2020, HECC stakeholders are concerned about the continued reliance on Big Blue in supporting 
business operations.  

Five years ago, the HECC team built application and various stakeholder portals to meet the growing and 
evolving needs of stakeholders.  Internal Tools is a web-enabled custom-built .NET application that is 
used for award and review processes, accessing student data, managing the mentoring program, and 
providing scholarship eligibility lists.  However, this did not fix the inflexible design or inherent 
architectural issues and actually served to create a cascading effect in which fixing errors in one part of 
the system often breaks other programs and parts of the system.  This dynamic makes the system more 
time and labor intensive to support and has radically diminished both staff and students’ ability to rely 
on it to function consistently.   

Both Internal Tools and Big Blue provide source data to a variety of portals, accessed by program 
stakeholders, including the Student, High School, Partner and Financial Aid Office Portal. Figure 1 
provides an overview of the overall FAMIS environment: 

Figure 1: FAMIS current state solution architecture

The issues identified within the FAMIS system below (by application) are a direct result of technical 
inadequacies in addressing mandatory legislative and identified solution requirements.  Without 
resolution, these issues will continue to restrict both HECC staff and stakeholders in performing critical 
functions in support of business objectives. The technical limitations presented by the current FAMIS 
system include:

Identified Big Blue application issues
Prevalent accounting errors when reconciling with SFMA
Communication glitches when interfacing with SFMA
Reports are incorrect due to inaccurate data
Constant balance accuracy issues
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 Override processes required at times 
 Cannot reconcile student accounts 
 Lack of notifications 

 
Identified Internal Tools application issues 

 Updates cause other issues throughout the system 
 Limited notifications  
 Changing applications causes lack of access to portals  

 
Identified Portal(s) application issues 

 Application locking that impedes students from completing the application process 
 No mobile functionality 
 Inability to perform filtering of student data for scholarship applications 
 Concerns regarding data security of information 

 
Identified State Financial Management Application (SFMA) issues  

 Prevalent accounting errors exist for integration with Big Blue 
 Lacks student-centric account view within SFMA 

 
Background Information  
The ongoing and escalating technical issues related to the operation and enhancement of the existing 
FAMIS system, HECC has made concerted efforts to secure an upgrade or replacement of FAMIS over 
the past 8 years.  HECC has experienced increased mandates, expectations and demands on FAMIS 
performance, especially as programs have been added or enhanced. However, over time the ad-hoc 
development of the FAMIS system has resulted in a highly inefficient and complex system that is difficult 
for customers to use and often produces inaccurate information for policymakers.  The overall impact 
limits HECC’s ability to meet legislatively mandated program goals and has the potential to damage the 
credibility of the program. 
 
Despite needed system improvements, HECC has limited resources and funding available to improve 
FAMIS when compared to other states such as Georgia, Minnesota, Vermont and California, which were 
contacted during market research. The interviews conducted with representatives from these states 
exposed a significant commitment of resources and capital supporting similar business requirements to 
HECC.  For example, Georgia maintains 30 dedicated IT staff members, Minnesota recently invested $3.6 
million to begin a custom re-build project, Vermont staff includes 23 dedicated IT professionals and 
California is investing $20 million and working with a 20-person team. In contrast, Oregon maintains 
three non-dedicated IT resources in support of the FAMIS system, and has not made any significant 
progress toward upgrading the system in over five years. 
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Problem or Opportunity Definition 
 
Problem or Opportunity in Agency Program or Business Terms 
As highlighted throughout the purpose and background section of this document, HECC’s reliance on 
FAMIS makes the agency unable to effectively and efficiently administer state education funding, 
respond quickly or completely to legislative mandates, or innovate and improve the administration of 
the financial aid programs it manages.  This has a detrimental effect on students who are trying to access 
financial aid information and resources to help pay for college and can even prevent them from 
completing their applications or pursuing post-secondary education and training opportunities. 
 
The challenges HECC faces when trying to effectively deliver on legislatively mandated program 
objectives are directly related to the limitations of the legacy FAMIS system and its failure to facilitate 
operational business processes. Although one might think that the agency could manage these 
limitations through incremental upgrades, enhancements, or bug fixes, the core issues for the FAMIS 
system are the result of an unstable technical architecture. Because FAMIS was developed on an ad-hoc 
basis, the lack of a holistic enterprise approach has compromised the overall system’s ability to perform 
basic function reliably. For instance, fixing one bug often creates another. The lack of an enterprise 
approach has resulted in an inflexible design and architecture, creating a business environment that 
struggles to implement required changes to meet the needs of stakeholders.  
 
In particular, four business areas experience unique challenges due to the limitations of FAMIS. Each is 
outlined below: 
 
Business process workflows are complex and are continuously evolving 
Although various OSAC programs utilize similar functionality, all program areas have dissimilar levels of 
automation. For example, while some program areas rely on an automated application process (OOG 
and Scholarships); others are heavily dependent on manual applications (ONGSTA). This complex 
environment makes it difficult to meet the needs of students and other customers who are trying to 
navigate FAMIS because of its multiple portals and lack of mobile functionality.  It also further 
complicates making legislatively mandated program changes or incorporating system changes of any 
kind. As HECC continues to pursue its mission, scalability of programs and services, and stakeholder 
service requirements will continue to be important goals that drive this project.  
 
Opportunities exist to streamline business process workflows 
Over time, FAMIS has evolved on a program-by-program basis and has been customized to meet the 
unique demands of individual stakeholders. These stakeholders have not always understood the 
interrelationships of the OSAC award portfolio and the result has been an inherently inefficient system 
with redundant components that confuses students. For example, individual applications are required 
for each grant application, which requires some users to need to access the system through different 
portals. As one user describes, “It is confusing to have more than one place to log into the system. I log 
into one place for most programs then have to log in at a different place for another program.”  By 
consolidating applications and eliminating redundancy, business processes will become more 
streamlined and efficient. This will ultimately require less overall maintenance, be simpler to service, and 
decrease redundant workload demands placed on limited staff resources. 
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Current fiscal services processes are manual and redundant  
Streamlined and accurate fiscal processes are required to award, disburse, and track financial awards, 
and FAMIS does not adequately support this type of work.  Currently, each fiscal process requires 
multiple, redundant, and manual work to complete because Big Blue does not adequately interface with 
SFMA and is the sole repository for student-specific award data. In the current environment, an 
accounting technician must complete over fifteen steps to request one award check (see HECC OSAC 
Business Process Analysis – Current State Assessment; C.4.c pages 89 – 90); six of those steps are 
dedicated to the data transmission between FAMIS and the State Financial Management Application 
(SFMA). It is worth noting that staff must spend a lot of time reconciling information between the two 
systems and making manual adjustments.   
 
Disbursements and deposits are similarly inefficient because the processes are not automated or 
streamlined. Because OSAC disburses over $217 million in a biennium, it is a significant risk when staff 
need to do double data entry, manually check the accuracy of student awards, are unable to make partial 
payments, and need to reconcile disbursements because Big Blue is the repository of student-specific 
information that cannot be captured in SFMA.  In the past, this has resulted in audit findings, financial 
errors, and delays in getting money to students--all mission-critical functions.  Improving fiscal services 
would go a long way toward improving the agency’s credibility with stakeholders and ensuring that 
students and educational institutions can rely on the information HECC provides.   
 
Current system architecture lacks an enterprise approach 
The existing portfolio of FAMIS applications have been incrementally developed over many years 
without benefit of a standardized enterprise approach. Compounding the problem, program managers 
have typically only assumed responsibility for their particular program needs and no particular entity or 
person has had responsibility for ensuring the integrity of the overall system.  This dynamic has resulted 
in a lack of clarity and direction when prioritizing system bugs, and has made pursuing a stabilization or 
status quo solution unlikely to succeed.  
 
Problem or Opportunity in Relation to Agency Mission, Goals or Program Requirements 
OSAC’s mission is to support students in their pursuit of post-secondary education and training, and 
OSAC does so by offering direct student financial aid and mentoring. The agency goal is to provide grants 
and scholarship award funds to eligible and often financially challenged students and to make college 
more affordable.  
 
As described in the Purpose and Background section, the Legislature frequently mandates 
implementation of new programs, and program requirements change often. HECC struggles to 
implement program changes within the confines of the FAMIS environment.  Implementing new features 
is not always achievable because adding new functionality can have a cascading effect and create errors 
in pre-existing FAMIS modules.  Because of this, initiatives are managed on an ad-hoc basis, reconciled, 
and tracked manually resulting insufficient use of staff resources. Requiring additional manual 
workarounds and non-automated processes creates an unsustainable environment that is rife with 
errors. 
 
Although one might argue that HECC is diligently meeting its program requirements, despite FAMIS 
challenges and limitations, the issue is much broader.  HECC delivery of program services is relying on 
manual workarounds using heroic efforts to meet minimum program requirements. The agency strives 
to change the scenario in which agency staff is proactively driving program and policy objectives and 
supporting a seamless user experience with the opportunity that a replacement solution offers. 
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Why the “Current State” Needs to be Changed 
The current state must change in order to HECC meet stakeholder expectations and offer stakeholders a 
full array of grant and scholarship opportunities.  
  
Lack of functionality, poor communication features, and solution unreliability routinely deters 
prospective students from completing the application process. For example, a qualified student was 
unable to upload required application materials to apply for the Child Care grant due to system glitches 
and thus did not receive the resources that would have made it possible for her to receive her degree.  
HECC staff hear similar stories on a regular basis.  Students find FAMIS difficult to navigate and therefore 
abort the application process.  There are many similar examples in which students simply give up on the 
grant application process and do not receive the resources they are eligible to receive due to FAMIS 
system limitations.  This contributes to affordability issues and directly affects degree attainment goals 
that are important to the Legislature, the Governor, and other HECC stakeholders. 
 
Additionally, this is discouraging donors from collaborating with HECC to offer scholarship and grant 
opportunities.  For example, The Ford Family Foundation (TFFF) has begun to transition away from a 
long-standing partnership in which HECC administered its scholarship programs, providing students with 
a one-stop shop for grant applications and resources. TFFF gave their primary reason for the departure 
as a desire to have a more responsive, user-friendly and modern IT system that integrates with their 
scholarship management system.  This decision effectively ends a partnership that has lasted decades 
and served many generations of Oregonians because HECC does not have the tools or technical capacity 
to meet their needs. TFFF has contracted with a cloud-based scholarship application platform that will 
allow it to accept and process applications in-house beginning in 2021.  
 
Relevant Metrics or Data That Help Define The Scope of the Problem or Opportunity 
The following provides relevant metrics and data: 
 
• Data and reporting were not provided to the Legislature in a timely fashion  

A couple of programs require the agency to provide reporting to support legislative decisions. 
However, due to lack of integration with agency systems and databases that cannot support 
reporting, FAMIS failed to support timely reporting for the Oregon Opportunity Grant or the Oregon 
Promise program.   
 

• An estimated 20% of staff time is dedicated to resolving errors and omissions in student 
applications 
 

• 4-year-old IT tickets not addressed 
The capacity required for IT support to continue to maintain programs through legacy FAMIS is not 
possible in current state and thus many IT tickets go unaddressed.  Earlier this year, 100% of  a staff’s 
time was dedicated to working on a backlog of 300 open FAMIS tickets. 
 

• Existing development staffing model is insufficient 
Internal developers have strived to implement system improvements over many years yet have only 
been able to offer targeted fixes for the system, thus inefficient workarounds and ad hoc processes 
prevail. 
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• Solution funding levels are far below peer state agencies 
Compared to other similar states, HECC is below benchmark for dedicated IT support and IT 
investments. Georgia – 30 dedicated IT staff with funding for datacenter and software fees; 
Minnesota –$3.6 M in vendor funding for solution modernization; Vermont – 23 dedicated IT staff; 
California – 20 dedicated IT staff with $20M for solution modernization. 
 
 

Alternatives Analysis  
 
Market Research 
Gartner performed in-depth market research to understand how peer states are addressing similar 
technology needs and technology transformations. Peer state investigations included Georgia, 
Minnesota, Vermont and California. The most notable observation was that all four states have invested, 
and continue to invest, well above Oregon’s comparable investments in terms of IT staff or capital 
expense. Peer state investments include, for Georgia, 30 dedicated IT staff members, for Minnesota, $3.6 
million budget for a custom re-build, for Vermont, 23 dedicated IT staff members and for California, $20 
million (3-year budget) with a team of 20.  
 
It is also interesting to observe that three of the four states choose to work with vendors to develop a 
custom solution to meet designated future state needs with the fourth incorporating customization 
along with a COTS solution. In contrast, Oregon maintains a shared (non-dedicated) IT resource team of 
three with capital investment for the future state solution still to be determined. Leveraging peer state 
staff and capital expense as a benchmark, Oregon is significantly underfunding its financial aid 
management initiative in comparison. 
 
Market research identified a subset of four alternatives for further analysis and evaluation. These include: 
 

 Alternative 1: Enhance and extend the existing FAMIS system/Status Quo 
 Alternative 2: New custom development of a replacement solution 
 Alternative 3: Utilize a Commercial Off The Shelf (COTS) grants management replacement 

solution  
 Alternative 4: Select an Intelligent Business Process Management Suite (IBPMS)  or Low-Code 

Application Platform (LCAP)  replacement solution  
 
Each alternative provides a unique approach, solution, benefits and risks. Gartner evaluated all 
alternatives against pre-defined selection criteria including external stakeholder impact, functional 
alignment, technical alignment, total cost of ownership, and risk as described in upcoming sections of 
this business case document.  
 
Solution Requirements  
The current state stakeholder needs and business processes serve as direct input into the requirements 
for the future state system. Requirements identified include functional requirements (general 
requirements), functional requirements relevant by use case, and non-functional (technical) 
requirements. These core requirements are summarized and grouped by color in the following 
schematic: 
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Figure 2: Future State Solution Requirements

Ideally, one alternative would meet all identified requirements. However, meeting all functional 
requirements may not be entirely possible with some vendor applications. Informed by research, Figure 
3 articulates functional requirement coverage by application delivery type. To ensure alignment with 
operating objectives, Figure 3 aligns functional requirements and application type with HECC’s business 
capabilities (reference attachment HECC OSAC Business Process Analysis – Future State Business 
Requirements – page 2 for additional detail). 

While additional customization may help to achieve the desired functionality, it is important to observe 
possible limitations. For example, a Low-Code Application Platform (LCAP) or Intelligent Business 
Process Management Suite (IBPMS) solution, allows for an expansive reach in achieving designated 
functionality using a custom development platform. In contrast, a Commercial off the Shelf (COTS) 
solution provides a standard set of configurable capabilities with limited customization. The ERP Grants 
Module is additionally limited in its ability to expand its functionality with viability dependent on a pre-
existing ERP package. 

Figure 3: Functional Requirement Coverage by Application Delivery Type per Market Research
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The following sections provide additional research information about each of the following identified 
application types including considerations for configurability, out-of-box functionality, and cost: 
 

Enterprise Resource Planning (ERP) Grants Management Module 
Configurability  

 Solutions tend to focus on the financial costing and budgeting data involved in compliance 
reporting, and offer tight integration with budget and financial management information 

 
Comprehensive Out-of-Box Functionality 

 Most grant management modules are included with an ERP solution or are offered as an add-on 
module. 

 A few ERP vendors offer stand-alone SaaS model solutions that are similar in capabilities to other 
stand-alone COTS grant management solutions. 

 
Cost Considerations 

 Grant modules would only be realistically considered by existing or prospective ERP customers. 
 When considering an ERP module as a solution to your grant management needs, also consider 

your organization's long-term ERP strategy and the implications to the viability of your chosen 
grant management solution. 

 

Grants Management COTS Solution  
Configurability  

 Most solutions are configurable to varying degrees; however, organizations should avoid adding 
process complexity and take advantage of the pre-constructed workflows to the greatest extent 
possible. 

 Providers provide close interfaces with financial management and human resources solutions via 
APIs. 

 
Comprehensive Out-of-Box Functionality 

 These solutions are implemented with out-of-the-box functionality, but most accommodate 
high configurability. 

 Stand-alone solutions focus on the identification and tracking of progress against intended 
program outcomes, making them strong choices for organizations that act as grantors or 
grantees, and especially for organizations that act as both. 

 
Cost Considerations 

 Highly scalable and offer cost models appropriate for both small organizations with a handful of 
users and large-scale implementations with thousands of users. 

 Typically marketed as SaaS or hosted solutions, but most offer an on premise implementation as 
an alternative. 

 

Intelligent Business Process Management Suite (iBPMS) 
Configurability  

 Manage the reinvention of existing business processes and the creation of novel business 
processes in support of digital optimization and digital transformation efforts. 

 Support top-down and bottom-up redesign of its business operations and processes. 
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 Improve the business outcomes of all types of work, not just structured and repeatable business 
processes. 

 Deliver advanced analytics to more-intelligently orchestrate and choreograph business 
processes. 

 
Comprehensive Out-of-Box Functionality 

 iBMPS or LCAP solutions do not have out-of-the-box business process functionality. 
 
Cost Considerations 

 Short-term or long-term agreements based on how long the application(s) will be used. 
 On-premise or SaaS. 
 Scalability based on either number of processes or number of users 

 

Low-Code Application Platform (LCAP) 
Configurability  

 Fill talent gaps where there is a scarcity of professional developers 
 Relieve professional developer staff of redundant work 
 Pull "shadow IT" into enlightened IT governance 
 Increase professional developer productivity by enabling application development self-service 

for citizen developers 
 
Comprehensive Out-of-Box Functionality 

 LCAP platforms do not have out-of-the-box business process functionality 
 Data models currently used in legacy applications can be re-created and data imported into LCAP 

tools. 
 
Cost Considerations 

 LCAP can offer a lower barrier to entry for application development teams seeking to replace 
existing applications. 

 Legacy systems are often difficult to port to modern application platforms and languages. An 
alternative to building an application from start to finish is to rebuild the application within a 
better platform, such as LCAP. 

 
Financial Management Suite 

 Finance applications have been moving toward software as a service and have evolved to support 
process optimization as well as data-driven decision making. 

 Based on future state fiscal services requirements, the Financial Management application 
requires a specific subset of available functionality. 
 

Assumptions  
 Timeline to complete project will be 3-4 years including data migration if required 
 Chosen alternative will meet functional and non-functional (technical) requirements (Even 

though not all requirements may be addressed by a single alternative, this assumption will assist 
in the evaluation of the recommended alternative.)  

 All solutions should include a FAMIS Stabilization component due to the transition time required 
to move to a new solution; stabilization is estimated to last two years and include one internal 
business analyst and two internal developers to address long-standing bugs, existing functional 
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limitations, and enhancements of the user experience.  Alternatively, these functions could be 
contracted out.  Overall, price is estimated at $1,050, 000 over two years and should complement 
readiness objectives for system replacement. 

 Chosen alternative will work efficiently and effectively with SFMA. 
 
FAMIS Stabilization Overview 
 
Activities of the Stabilization Program include validating a governance structure to support decision-
making, identifying and assigning resources, assessing potential technical objectives and creating a 
detailed work plan to identify workload prioritization to address system deficiencies.  Additional detail is 
attached in the Stabilization Problem Statement document.  
 

# FAMIS Stabilization Summary Estimate 

1. Engage consulting services to develop an IT strategic plan including 
appropriate governance structure to support decision making, identification 
and assignment of resources, and developing a detailed project work plan and 
prioritization  

$175,000 

2. Increase customer experience both when applying (mobile) and status 
checking (texting) of their grants and scholarships, and ORSAA application 
requires replacing the OSAC website 

$250,000 

3. Build or implement new application for new programs or program law changes 
that the legislature introduced in the last couple of years but are managed via 
PDF fillable form and that lack proper periodic reporting mechanism to best 
monitor implementation 

$400,000 

4. Improve data exchange between partners, such as Colleges and Universities ,  
Oregon Community Foundation and Ford Family Foundation, and other 
agencies 

$90,000 

5. Improve report authoring and sharing to decision makers including legislators $75,000 

6. Reduce financial, Personal Identifiable Information, FERPA security risk and 
potential data breach $60,000 

 
Total 

 
$1,050,000 

 
Alternatives Identification 
The presented application delivery types researched serve as input into four alternative solution 
candidates for FAMIS system replacement. Each with a Stabilization Program, all solution alternatives 
include custom development for designated financial management functionality and integration with 
the State’s Financial Management Accounting Application (SFMA). Beyond these similarities between 
alternatives, each of the four alternatives includes a distinct implementation approach along with unique 
functional / technical and cost considerations. The four alternatives, in order of increased modernization, 
are defined as follows: 
 
 
 
  

12
05



Higher Education Coordinating Commission Business Case Page 20 of 29

Figure 4: Identified Solution Alternatives

The first alternative, Enhance and Extend Existing Solution, is the current state or “status quo” alternative 
with an enhancing effort for improved sustainability of FAMIS over the long term. The second alternative, 
Custom Development Replacement Solution, rebuilds, and replaces the entire FAMIS system through 
custom development. The third alternative is the Grants COTS replacement solution, where off-the-shelf 
functionality incorporates some customization. And finally, the fourth alternative, iBPMS or LCAP 
Replacement Solution, provides a development platform and represents the most modern and 
innovative alternative. An overview of each alternative is included below with further details available in 
the HECC OSAC Business Process Analysis- Alternatives Analysis attachment.

Alternatives Analysis
Alternative #1: Enhance and Extend Existing Solution 
Alternative 1 maintains the existing legacy solution by determining a best go-forward architecture and 
continues to invest in system development to improve system usability and stability over the long term. 
Additionally, this alternative secures a vendor to perform a technical architecture assessment and 
provides ongoing technical recommendations and guidance. 

Cost
As the “status quo” alternative, this represents the least expensive option. Cost considerations for 
Alternative 1 include no vendor lock-in, no software purchases, no licenses / subscriptions or quality 
assurance vendors required. However, from a technical perspective, investment dollars will be fueling an 
existing, yet limiting platform, a high cost for current state enhanced functionality. 

Detailed cost considerations include those for internal resources for the stabilization and enhancement 
efforts, as well as external consultant resources for a vendor assessment and project support effort. The 
enhancement effort is staffed similarly although span the third to fifth year. Beginning in year two, the 
vendor project effort spans three years and includes an architecture assessment followed by ongoing 
technical leadership support.

Total cost for Alternative 1 is $4,065,000 with relevant cost line items listed below:
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Benefit
Key benefits of Alternative 1 are mostly from a cost perspective. As previously mentioned, there is no 
vendor lock-in, software purchases, subscriptions/licenses or IV&V required. For this least expensive 
alternative, other benefits include no data migration and leverage of the current existing infrastructure. 
Enhancement activities will provide incremental value to existing interfaces, functionality gaps and 
platform stability.

In terms of cons, this alternative takes an incremental from the current state, versus transformational 
approach. This solution will rely on architecture limitations contained within the existing platform 
restricting the ability to establish a stable long-term platform. From a functionality perspective, this 
includes an inability to meet modern communication demands (e.g. mobile notifications) as well as
inability meeting other advanced functionalities such as dash boarding and workflow. Overall, this 
alternative is considered a restrained approach requiring investment in to the existing flawed platform 
limiting long-term viability.

Risk
Although the least expensive in terms of overall spend, the most outstanding risk with Alternative 1 is 
taking on such investment spend for the limited ability to address key functionality gaps. This fact calls 
into question the solution’s long-term viability due to long-term dependence on current state 
infrastructure and improvement efforts dependent on the current state of system functionalities. 
However, the incremental improvement approach taken does contribute to a lower implementation risk 
for this alternative.

Alternative #2: Custom Development Replacement Solution
Alternative 2 rebuilds the solution’s front-end portal(s) via a custom development approach using cloud
technologies (specific solution to be defined). Upon completion of front-end development, the effort 
would transition to further stabilize and improve back-end technical architecture. Development of the 
new front end provides potential to significantly improve external stakeholder interfaces. Additionally, 
due to the rebuild, this alternative accelerates return on investment due to dollars spent for functional 
scope.

Cost
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Cost considerations for Alternative 2 include no vendor lock-in and no initial large capital outlays for 
software or new hardware required. However, costs required include third-party quality assurance
oversight and may include additional items such as cloud subscription, cloud hosting, and security, 
network or identity management.

Additional cost considerations include procurement support for a System Integrator (SI) vendor, with the 
RFP to include design, development, testing, installation, implementation, maintenance and front-end
cloud licensing costs for web development. 

Total cost for Alternative 2 is $7,928,400 with relevant cost line items listed below:

Benefit
A key benefit of Alternative 2 includes the ability to customize the solution holistically and in alignment 
with future state functional and technical requirements. The development approach for alternative 2 
provides the potential to significantly improve external stakeholder interfaces, addresses a majority of 
functional requirements and improves platform stability. Additionally, this alternative does not require 
data migration, hardware purchases or vendor software purchase. As the second most cost-effective 
option, this alternative provides a methodical approach to incremental investment.

In terms of cons, there is some uncertainty that exists with technical solution specifics and possible 
complexity of back-end development.

Risk
The key risk for Alternative 2 includes a concern over the uncertainty of the future state technical solution
and potential technical limitations of the legacy database.  These risks specifically relate to defining the 
technical architecture of the re-envisioned cloud solution given the existing legacy solution. In terms of 
implementation risk, the separation of front-end and back-end rebuild components, as well as no data 
migration efforts required, reduces the overall implementation risk.

Alternative #3: Grants COTS Replacement Solution
Alternative 3 replaces the existing FAMIS system with a Grant COTS solution. Alternative 3 addresses
functionality gaps as needed through customization of the COTS solution. Using a market-proven 
solution, this alternative facilitates turnkey standardization of business process with the ability to directly 
adopt lessons learned from other organizations through provided functionality. In comparison to other 
solutions, alternative 3 presents potential long-term concerns due to niche vendor limitations to invest 
in future platform improvements. Additionally, from an implementation perspective, this alternative is 
reliant on a product roadmap of the COTS vendor and requires a data migration effort.
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Cost
Alternative 3 cost considerations for project work effort includes mapping requirements, configuration & 
build, data migration, quality assurance oversight, personnel training and change management. In 
addition, although less impacted by custom development compared to other options, Alternative 3 is 
estimated to require 20% of customization adjustments.

Additional cost considerations include procurement support for a system integrator (SI) with an RFP for 
COTS replacement solution. Vendor resourcing estimates are between four to six consultants at a rate of 
$150 per hour. Additionally, quality assurance costs are an estimated 20% of SI/vendor costs and 
software subscription and maintenance costs are estimated at 20% of software costs. Vendor 
maintenance to support post go-live cost per month is dependent on size and is conservatively estimated

Total cost for Alternative 3 is $9,341,600 with relevant cost line items listed below: 

Benefit
A key benefit of Alternative 3 is that COTS Grants vendor solutions are proven in the marketplace, with 
peer states leveraging their solutions successfully. Additionally, another benefit includes the ability to 
adjust functionality through customization in alignment with future state functional and technical 
requirements. For this alternative, out-of-the-box functionality is estimated to require approximately 
20% customization. 

However, despite such customization effort, meeting the entirety of future state requirements may pose 
a challenge. This is because COTS solutions are built to address the majority of functionality with a 
standardized and foundational functionality, and the provided functionality itself, may limit some 
customization-ability. With approximately 20% of customization, the scope of achieved functionality is 
fixed.

Risk
The key risk for Alternative 3 is the relative high cost of replacement, with lack of access to modern 
features, causing concern for long-term solution viability. This is because niche-market vendors are 
limited in their research and development investments and efforts. Because of this, uncertainty exists 
with regard to long-term solution ‘fit’, comprehensiveness and inclusion of possible modern features. 
Additionally, Alternative 3 risk includes implementation risk due to its complexity of data migration 
required as well as various custom project activities required. 

Alternative #4: iBPMS or LCAP Replacement Solution
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Alternative 4 replaces the existing solution with a custom solution built using an iBPMS or LCAP 
development platform. This subscription-based modern custom development platform provides the 
significant potential to address innovative functionality requirements, especially those impacting 
external stakeholders. Alternative 4’s implementation approach requires a disciplined approach given 
the lack of identifiable project references and requires a data migration effort.

Cost
Alternative 4 requires no capital expenditure due to the cloud-based monthly subscription cost model. 
Additionally, requirements to store and access data from inactive accounts over the long term may incur 
additional annual fees, resulting in higher long-term costs when compared to the other alternatives.

Additional cost considerations include procurement support for an SI vendor, with an RFP for 
procurement and solution implementation. Vendor resourcing estimates are between six to eight 
consultants at a rate at a rate of $150 per hour. Additionally, quality assurance costs are an estimated
20% of SI/vendor costs. 

Total cost for Alternative 4 is $10,850,000 with relevant cost line items listed below:

Benefit
A key benefit of Alternative 4 is that iBPMS and LCAP includes the capability to realize the greatest future 
state functionality possible. This alternative provides significant potential to address external 
stakeholder and functional requirements, provides significant technical features, and provides persistent 
access to new features. In essence, this solution approach is the future of application development and 
will continue to improve over time. 

Risk
The key risk for Alternative 4 is that a cutting-edge technical platform may greatly affect IT staff due to 
its reliance on skilled technical resources. Additionally, concerns exist related to data migration and the 
evolving marketplace for this platform. Due to the immaturity of this evolving market there is potential 
that the chosen vendor fails to maintain market relevance. From a cost risk perspective Alternative 4 is 
the most expensive option requiring vendor lock-in to vendor subscription pricing models. This 
alternative also has the heaviest reliance on vendor resources and lacks specific customer references.

Selection Criteria and Alternatives Ranking 
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To perform the alternatives analysis, comprehensive selection criteria were defined. Selection criteria 
included Impact on External Stakeholders, Functional Alignment, Technical Alignment, Total Cost of 
Ownership (over 5yr term) and Risk. Key questions that define the respective criteria are identified in the 
following:

Figure 5: Alternatives Analysis Selection Criteria

In order to determine the go-forward alternative, weighted rankings and specific evaluation criteria were 
defined. Distinguishing weighting between selection criteria was most prevalent within the areas of Risk 
and Total Cost of Ownership. In the case of Risk, this had the smallest variation between all alternatives. 
Because of closeness in scores, a smaller weighting of 15% was assigned for Risk. In turn, due to price 
sensitivity, a greater rating of 25% was allocated for Total Cost of Ownership. All other criteria were 
defined to have equal weighting. Defined weighting and criteria details are provided in the following
table:

Figure 6: Selection Criteria and Weight
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The four alternatives analyzed, Alternative 1: Enhance and Extend, Alternative 2: Custom Development, 
Alternative 3: COTS and Alternative 4: iBPMS or LCAP are evaluated against each defined detail selection 
criteria and weighted to determine a best-fit solution for HECC’s future state system. Outcomes of this 
analysis are presented below with the second alternative, Alternative 2: Custom Development, scoring 
the highest and Alternative 1: Enhance and Extend scoring the lowest.

Figure 7: Summary of Scoring by Alternative
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Conclusion and Recommendations 
 
Conclusion 
In conclusion, HECC is on a mission to serve students and ensure that every Oregonian has access to 
higher education. The core technology system supporting these goals, FAMIS, is plagued by issues, 
errors, and other limitations that prevent HECC from operating efficiently and innovating to better serve 
student, partner and institutional needs. These limitations cannot be addressed through simple bug fixes 
or enhancements. To truly be able to serve customers, HECC must replace the current FAMIS system 
with a new solution.  
 
This business case recommends a custom development replacement solution based on the outcomes of 
the alternatives analysis. Custom development was the best-fit alternative because it allows for an 
incremental implementation approach, achieves the greatest amount of desired future state 
functionality for the cost and prevents the state from having to partner with a single solution or 
technology vendor. Additionally, custom developed achieved an overall low implementation risk due to 
the separate front end and back-end work streams and no required data migration.  
 
Recommendations 
As a result, HECC plans to write a policy option package requesting a combination of Article XI-Q Bond 
and General Fund support for a FAMIS system replacement to remedy these issues in the 2021-23 
Legislative session.  The total resource request would likely be approximately $8 million over two biennia. 
HECC believes that the project will take 3-4 years to complete, and that the funds will be released as pre-
determined project milestones are met.  HECC will also likely pursue a much smaller General Fund Policy 
Option Package (approximately $875,000) in the 2020 short session to facilitate planning efforts and 
keep the current system functioning at a baseline level.    
 
If successful in securing the planning grant in the short session, HECC will pay close attention to the cost-
benefits of Alternative 2, Custom Development, against the cost-benefits of Alternative 4, iBPMS or 
LCAP Replacement.  These two alternatives scored similarly and the primary difference was attributable 
to cost and risk due to perceived lack of maturity of the iBPMS technology.  The scope of the consulting 
engagement was limited and did not factor other enterprise systems that are also important to the 
agency, namely HECC’s need to support two dozen additional legacy systems that should be replaced 
and how difficult it would be to support multiple platforms with limited staff resources.  HECC will also 
want to explore educational discounts that are available to HECC that could significantly reduce the 
estimated cost of the project. 
 
Recommendations for the replacement effort include taking an enterprise approach, enabling the most 
functionality at the best cost and mitigating implementation risk.  The roadmap for implementation 
includes the Stabilization Program, architecture assessment & design, and front-end and back-end 
activities. Vendor support will provide the implementation team with decision-making support and 
technical leadership through the architecture assessment & design effort. Key management activities 
include building out dedicated resources through back-filling, procurement support and quality 
assurance oversight. The four-year implementation roadmap is articulated in the following graphic: 
 
Custom Development Solution Roadmap 
 

12
13



Higher Education Coordinating Commission Business Case Page 28 of 29

Consequences of Failure to Act
Every day that HECC continues to operate FAMIS, the state puts $217M of grant money at risk. The 
legacy FAMIS system would continue to be patch-worked as HECC attempts to meet their business 
objectives, and respond to new legislative mandates. Operationally the system will continue to struggle
as the chronic limitations of FAMIS are un-fixable through simple bug fixes or enhancements. HECC will 
ultimately be unable to meet the ongoing and growing demands to scale new programs and provide for 
changing stakeholder needs. Students eligible for financial assistance may not receive awards that they 
are eligible to receive and partners will continue to pull their grant and scholarship programs from HECC’s 
portfolio.  In turn, this will impede HECC’s ability to reach students in the quest to address the financial 
barriers of higher education. Ultimately, without action to replace FAMIS, there is a high likelihood of 
catastrophic errors and the possibility of complete system failure. 
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Appendixes and References 
 
Additional relevant detail and references for this business case is provided in the following 
attachments: 
 
HECC OSAC Business Process Analysis – Current State Assessment 
HECC OSAC Business Process Analysis – Future State Business Requirements 
HECC OSAC Business Process Analysis – Market Research Briefing 
HECC OSAC Business Process Analysis – Alternatives Analysis 
HECC OSAC Business Process Analysis – Executive Briefing  
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Addendum II – DEIA, and governor priority 
 

Higher Education Coordinating Commission 
2021-2023 Agency Request 

Addendum to the Business Case for Financial Aid Management Information 
System (FAMIS) 

 

This addendum to the FAMIS business case provides additional supplemental information related to 
diversity, equity, inclusion and accessibility; and alignment with the governor strategies and priorities. 

 The Higher Education Coordinating Commission (HECC) has adopted the Equity Lens and is firmly 
committed to the representation, inclusion and engagement of broadly diverse populations through a 
variety of initiatives. Equity is firmly at the forefront of the agency recruitment, procurement, 
decision-making and daily operations.  

HECC is committed to recruit, establish, monitor, and maintain a work environment where all employees 
are valued, treated fairly, and given opportunities to develop and grow to their full potential. Every 
employee plays a part in the agency’s diverse workforce and inclusive work environment by being 
respectful and supportive, and by acting with integrity toward one another. HECC also provides 
economic opportunities for all Oregon businesses, and in particular minority-owned, women-owned, 
service-disabled veteran-owned, and emerging small businesses with agency procurement 
opportunities.  
 
Furthermore, HECC envision with this system a future in which all Oregonians—especially those whom 
our systems have underserved and marginalized—benefit from the transformational power of high-
quality postsecondary education and training.  The agency leads, develops, and implements policies and 
programs to ensure that Oregon’s network of postsecondary institutions, workforce development 
initiatives, financial aid, college access, and pre-college outreach programs are well-coordinated to 
foster success. The system will be complaint and developed with the goal of incorporating accessibility 
features unlike the current system.  
 
The new system is believed to substantially benefit underserved communities - including rural 
communities, low-income communities and communities of color. In an effort to align to the Governor’s 
new Equity Framework and expectations, increased resource allocation for this project is imperative to 
ensure the agency continues to advance its work.  
 
HECC is dedicated to raising the bar for Oregonians’ education with support fueled by a 2011 legislative 
mandate and the subsequent Governor priority for the Oregonians. Known as the “40-40-20” goal, this 
goal seeks to achieve for Oregonians that 40% will complete a 4-year degree, 40% will complete a 2-year 
degree or certificate and 20% will earn a high school diploma or equivalent. To this end, HECC 
strategically executes through its divisions with a keen focus on providing financial aid opportunities to 
bridge academic affordability gap challenges. Deployment and operation of financial aid programs is 
managed through HECC’s Office of Student Access and Completion (OSAC) 
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