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Introduction and purpose

This 2025 Annual Report presents independent observations and recommendations from
Washington Technology Solutions’ (WaTech) Project Management Partners (PMP) in support
of statewide IT project oversight. As required by Engrossed Substitute Senate Bill 5167,
Section 156(1)(c), PMPs must provide independent recommendations to legislative fiscal
committees by December of each calendar year on oversight of IT projects, including
opportunities to strengthen accountability and performance metrics.

The recommendations in this report are informed by engagement with WaTech leadership,
oversight consultants (OC), partner agencies, and day-to-day involvement with major
programs and projects as well as the analysis of advisory memos issued throughout the year.
These inputs reflect opportunities to strengthen consistent delivery practices while balancing
enterprise standards with agency autonomy.

This report is organized as follows. Section 1 summarizes themes from advisory memos
issued during 2025. Section 2 provides targeted recommendations to strengthen delivery
assurance, governance practices, and performance measurement. Section 3 outlines PMP
priorities for 2026, including enhancements to lessons learned and expanded project
management guidance and resources.

Section 1: Patterns observed with projects under oversight

Over the past biennium, WaTech issued advisory memos addressing risks and
readiness constraints across major programs and projects spanning multiple
agencies. Based on PMP engagement observations and a review of these advisory
memos, several recurring delivery themes emerge that can inform statewide
improvements in oversight, accountability, and performance management.

Recurring opportunities to strengthen include:
e Resource capacity and role alignment.
e Governance and decision-making structure/cadence.
e Project controls, schedule discipline, and oversight practices.
e Scope and requirements management.
e Testing strategy and delivery readiness.
e Vendor management and accountability.
e Agency prioritization and sustained commitment.
e Technology budget alignment.
e Quality assurance and independent review activities.
¢ Implementation and deployment planning.

e Organizational change management (OCM).
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With a significant portion of the statewide IT Investment portfolio under oversight at the time
of this report, the Governor’s Office and the Legislature continue to emphasize strong
leadership from WaTech and the State Chief Information Officer (CIO) to support outcomes,
processes, and performance of high-risk enterprise-scale programs and projects. The
recurring themes reflected in advisory memos highlight opportunities to strengthen
consistent governance, delivery readiness, vendor accountability and technical execution.

Several initiatives span multiple agencies and present enterprise risks, including:
e One Washington Program (OneWA Program).
e Workers’ Compensation System Modernization (WCSM).

e Health and Human Services (HHS) Enterprise Coalition Integrated Eligibility &
Enrollment (IE&E) Program.

e Health Care Management and Coordination System (HCMACS) Program.
e Healthcare Enforcement and Licensing Management System (HELMS).
e 988 Crisis Care Continuum.

To better support complex, high-impact initiatives within the IT investment portfolio, WaTech
established Strategic Advisory Services to engage programs and projects early and
throughout key delivery phases. This work aligns with statewide authority of the state CIO
under RCW 43.105 and the gated oversight framework established in Section 701 of ESSB
5167, including the use of independent reviews, project health assessments, and delivery
checkpoints for high-risk investments.

PMPs observe that Strategic Advisory Services provides valuable executive-level engagement
and multidisciplinary expertise. At the same time, the scale and variability of the portfolio,
including initiatives that remain under oversight throughout implementation and those that
enter temporarily to address acute risks, underscores an opportunity to further strengthen
consistent, enterprise-level delivery assurance.

From the PMP perspective, further strengthening WaTech's leadership role may benefit from
a model that engages agency and project leadership not only at key decision points, but
more continuously through delivery. Section 2 introduces the PMP recommendation to
explore an Enterprise Project Engagement & Delivery (EPED) model as an evolution of
Strategic Advisory Services.

EPED is envisioned as an option to further standardize delivery practices, strengthen
governance support, and scale delivery assurance across high-risk initiatives,
informed by lessons learned from Strategic Advisory Services and practices observed in
peer organizations across the country.
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Section 2: Targeted recommendations for projects under
oversight

Section 2 provides targeted recommendations to strengthen delivery assurance for projects
under oversight. Recommendations focus on practical standards, repeatable delivery
practices, and performance management that support agency-led execution while improving
consistency across the portfolio. The section also outlines an optional model approach for
selecting high-risk, multi-agency initiatives where more continuous enterprise-level
coordination may improve outcomes.

Recommendation Area 1: Expand delivery standards to support end-to-end delivery.

Background:

WaTech has established foundational policies and standards that support project delivery,
including PM-01 (IT Investment Approval and Oversight Policy) and PM-03 (Project Quality
Assurance Policy). These policies define key deliverables, funding checkpoints, and oversight
protocols that support consistency and accountability across the IT Investment Portfolio. PMP
observations in 2025 suggest an opportunity to further support agencies by expanding
practical guidance for end-to-end delivery activities, including technical planning, vendor
integration, organizational change management, implementation readiness, and transition to
operations.

Impact:

Expanded delivery guidance would help agencies anticipate required work, plan
dependencies, and reduce delivery risk. A structured reference can also improve vendor
accountability and support more predictable outcomes across the portfolio.

Recommendations:

e Develop a Program and Project Delivery Reference Guide outlining core activities
and deliverables across management and technical domains (e.g., architecture,
testing, data migration, vendor deliverables).

e Publish the guide in a user-friendly format to support both planning and day-to-day
execution, aligned to oversight engagement and review protocols.

e Align the guide with Strategic Advisory Services practices to support consistent
adoption across agencies.

e Establish role-based training objectives for key roles to support consistent application
of the guide.

e Collect feedback and basic performance measures to refine the guide annually.
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Recommendation area 2: Strengthen retrospective and lessons learned practices
aligned to section 701.

Background:

emphasizes delivery practices consistent with agile methods,
including iterative delivery, engagement of impacted groups, and adaptive
planning. Regular retrospectives are a common agile practice that supports
continuous learning and improvement. In 2025, PMPs observed that while some
agencies conduct retrospectives, approaches vary and there is limited consistency in
how outcomes are documented and applied. The current lessons learned repository
primarily captures end-of-project insights and is not designed to capture iterative
improvements throughout delivery.

Impact:

More consistent retrospectives and lessons learned practices can improve delivery
performance by reinforcing continuous improvement, capturing actionable insights
earlier, and supporting transparency across the portfolio.

Recommendations:

e Establish a standard practice for retrospectives and lessons learned documentation
(format, frequency, and where it is stored).

e Integrate retrospective checkpoints into oversight review protocols and dashboard
reporting where appropriate.

e Encourage agencies to document lessons learned at defined intervals (e.g., sprint,
phase, milestone) and roll them into project closeout.

e Consider policy updates to reflect expectations for lessons learned artifacts as part of
closeout deliverables, coordinated with WaTech policy owners.

e Update onboarding materials and templates to support consistent, effective
retrospectives and actionable follow through.

Recommendation area 3: Option to scale coordinated delivery support for select high-risk,
multi-agency initiatives.

Background:

PMP engagement observations indicated that many high-risk, enterprise-scale initiatives rely
on agency-led execution, with WaTech providing guidance, oversight, and early advisory
engagement through Strategic Advisory Services. For select initiatives with multi-agency
scope, complex vendor integrations, and high delivery risk, there is an opportunity to
strengthen consistent delivery assurance through a more structured, enterprise level
engagement model that supports governance, coordination, and performance management
throughout delivery.
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Impact:

A more structured model for select initiatives would strengthen delivery discipline, improve
cross-agency coordination, and support consistent reporting, risk management, and vendor
accountability. This approach can help protect the state’s investments and improve
predictability of outcomes while preserving agency ownership of delivery.

Recommendations:

e Conduct structured interviews with peer states and review published models for
enterprise delivery assurance and cross agency coordination.

e Define criteria for when an enterprise delivery support model would be used (e.g.,
multi-agency scope, high delivery risk, complex vendor integration).

e Develop an Enterprise Project Engagement & Delivery (EPED) model concept with
defined roles, decision forums, delivery practices, and reporting expectations that
complement existing oversight functions.

e Pilot the approach with a limited number of initiatives and report measurable
outcomes (schedule predictability, risk reduction, decision cycle time, vendor
performance).

e Develop an options paper that outlines implementation paths, governance impacts,
and cost allocation approaches, including cost recovery options.

Section 3: Looking toward 2026

As WaTech builds on the progress made in 2025, PMPs will support a focused set of
operational and strategic priorities in 2026 to strengthen delivery assurance, reduce project
risk, and drive continuous improvement across the statewide IT Investment Portfolio.

Key PMP efforts will include refining the enterprise lessons learned register, launching
standardized program and project frameworks, and advancing the next phase of Strategic
Advisory Services by developing and deploying the Enterprise Project Engagement &
Delivery (EPED) model option. Together, these efforts are intended to support more
consistent delivery practices, clearer performance management, and improved outcomes for
major IT programs and projects.

Contact

Questions regarding this report as well as others can be directed to the PMP team at
WaTechDLProjectMgmtPartners@watech.wa.gov.
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