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About this report

This reportis produced twice a year under Section 154 of Engrossed Substitute Senate Bill 5998. Project
Management Partners (PMPs) prepare it based on their work supporting major state IT projects under
WaTech oversight.

The goal of this report is to support our Project Management colleagues who are managing complex
modernization initiatives by presenting best practice solutions and key insights that address common
challenges affecting a project team’s ability to execute successfully.

The report reviewed the major IT projects during the six-month period of November 2025 through April 2026.
It is based on a total planned spend of $2.3 billion across the duration of 50 active and proposed projects
being implemented by 24 agencies under WaTech Oversight. WaTech provides this oversight to guide
agencies and support successful project outcomes statewide.

The diagram shown below was developed through an extract of the data available on the Washington State
Information Technology (IT) Project Dashboard and focuses on the pertinent information to illustrate the
total planned spend, number of agencies with IT projects under oversight, and the number of IT projects
under oversight over the six-month period.

Project Status Project Biennium Start Project Biennium End Search Agency Search Project
Filters  [(Multiple values) v | [1an v [ean ~ ] [ean +] [ean -
Total Planned Spend i # of Agencies # of IT Projects
of IT Projects under Oversight with IT Projects under Oversight under Oversight

2,307,118,647

Project Phase ’a WaTech Overall Health Assessment

7 (14%)

2 Pending

U

9(18%)

HI

9(18%)

15 20 2¢ 0 S 10 15 20

# of Projects # of Projects

Coloring: Green = Low status, Red = High status, and Yellow = Medium status. All other coloring is for illustration purposes only and has no specific
meaning. Refer to the appendix of this report for more information on the definitions behind the colors.

Figure 1: WaTech Oversight Portfolio as of 04/30/26
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Executive summary

Technology projects in Washington state continue to “The success of modernization projects in the
operate under significant scrutiny, compressed timelines,  state of Washington is essential to improving
and shifting fiscal conditions. At the same time, agencies services to the residents, streamlining
are working to modernize aging systems and processes business processes, and moving away from

. . . outdated and high-risk technologies. It is
while adopting contemporary delivery approaches such

. . . important that we come together as a state
as Agile. As the state accelerates its modernization around best practices and lessons learned to

agenda, the ability to effectively manage data, measure deliver successful projects and put the state
performance, adapt existing processes and workflows, on a firm foundation for the future.”

and maintain disciplined delivery practices is essential to

. . . . Bill Kehoe, State CIO
achieving predictable, high-quality outcomes.

WaTech provides oversight for many of the state’s most
critical modernization efforts, most of which are large,
complex, multi-year initiatives. Effective modernization requires more than implementing new technology; it
must also address underlying business processes, data management practices, and the organizational
capabilities that support it. Without these foundational elements in place, agencies face increased risk of
delays, cost overruns, and missed opportunities to meet regulatory requirements or achieve the most
efficient and sustainable modernization outcomes.

While the last report focused on using lessons learned to help guide future work, this edition offers practical
tactics agencies can apply immediately. This report highlights three best practices identified through
independent reviews of programs and projects under oversight by WaTech’s Project Management Partners:

Testing lifecycle

Planning and developing a testing strategy is essential in defining an initial roadmap that outlines the
objectives, scope, tools and methodologies needed to ensure consistent, high-quality and efficient delivery
of your solution.

Performance tracking and standards alignment

Projects that integrate performance tracking with standards alighment are better positioned to remain on
schedule, stay on budget and meet legal, regulatory and quality obligations, thereby reducing risk and
strengthening trust among impacted groups and individuals.

Documentation standards on Agile projects

Produce project documentation when it is needed, and not before. Include iterative delivery and live
demonstrations of functioning software as part of your Agile projects and ensure your documentation is
created as “living” documents that are maintained by the entire project.

Agencies that adopt the recommended practices outlined in this report are better equipped to navigate
complexity, achieve alighment with statewide standards and deliver resilient, sustainable and efficient
solutions that advance Washington’s long-term strategic objectives.
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Best practice: testing lifecycle

Background

Business transformation and solution modernization are going on throughout our state and testingis a
critical component for success. While testing is typically built into each modernization project’s schedule,
its duration is often shortened, which can negatively impact a successful implementation. This is
compounded by poorly defined user stories and requirements, extensive integration with legacy systems
and business processes, insufficient testing including migrated legacy data, and under-funded and under-
resourced agency testing teams.

Testing is a spectrum that can cover many areas, so defining the appropriate scope, level and types of
testing to execute with limited time and budget all agencies face is essential to success.

Scoping, planning, and resourcing testing adequately is the key to

e . . . . “Test planning ensures we deliver
mitigating many of the issues experienced with go-live and

) ) ) o technology that works on day one,

operational effectiveness during and after these modernization not someday."
implementations. This best practice emphasizes an approach to
test planning that bolsters test execution and ultimately delivers
better results for our projects.

Bill Kehoe, State CIO

The importance of test planning

Test planning provides the framework that connects testing activities to project goals. Without a plan,
testing becomes reactive. Teams scramble to verify functionality at the last minute, gaps go undetected
until go-live, and agencies absorb the cost of rework and workarounds. A well-constructed test plan gives
leadership visibility into what is being tested, how, by whom, and on what timeline. It transforms testing
from an afterthought into a proactive risk-mitigation tool.

Effective test planning also supports accountability. When scope, types, phases, and participants are
documented and agreed upon, every party (e.g., agency staff, system integrators, and vendors) understands
their roles and what the definition of “done” looks like. This shared understanding reduces finger-pointing
and accelerates issue resolution.

The importance of agency ownership

Testing cannot be fully delegated to a software vendor or system integrator. While vendors understand the
product, only the agency understands its business processes, downstream impacts and operational
nuances. When vendors own testing alone, critical scenarios unique to state operations can be overlooked.
Agencies must therefore lead the overall testing strategy and ensure their own subject matter experts are
actively engaged throughout planning and execution.

Observations

Many projects have experienced delays and even missed critical functionality due to an overly narrow
testing scope, undefined testing types and inadequately staffed testing teams. A key issue observed is that
testing is often lumped into the software vendor or system integrator (Sl) contract and focused on the new or
updated solution being implemented.

watech.wa.gov 5
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This is problematic for a number of reasons:

¢ ltrelies on the vendor configuring, developing and implementing the solution to test their own work.
This is a necessary step but does not have the appropriate perspectives or checks and balances
required to ensure all critical gaps are identified and fixed.

¢ The scope of testing is often limited to the new solution(s) being implemented and only the legacy
system(s) and business process(es) directly connected to the new solution(s).

¢ Testing covers business processes; however, it lacks sufficient coverage of technical requirements,
end-to-end testing and performance testing with migrated data.

e The appropriate agency personnel are often not engaged early enough or integrated enough to
ensure the testing execution covers all business-critical areas.

¢ Testingis frequently treated as a phase rather than a discipline, resulting in compressed timelines,
inadequate test data and insufficient environments to support parallel testing activities.

Impact

Inadequately scoped and staffed testing can delay or derail go-live, and even when deployment proceeds, it
often results in significant operational disruption. New solutions launched without critical functionality
force agencies into workarounds and, in recent cases, have led to negative public scrutiny. Beyond
immediate impacts, poor testing undermines trust among agencies, vendors, and the constituents who rely
on state services. The cost of correcting defects in production is exponentially higher than addressing them
during a well-planned testing cycle.

Call to action: Agencies should mitigate major issues by taking a structured approach to planning and test
execution. This approach focuses on six main areas:

1. Testing Leadership — Who will plan it?

Testing Scope —What are we testing?

Testing Types — How do we need to test it?

Testing Phases — How do we organize and schedule all testing efforts?

Testing Participation — Who will do it?

o o0~ W DN

Testing Acceptance — Who verifies results against acceptance criteria and definition of done?

Getting to green

A disciplined and comprehensive approach to testing is essential for successful modernization. Strong
leadership, well-defined scope, intentional selection of test types, structured test phases, and clear
alignment of participants collectively enable predictable, high-quality delivery outcomes.
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Test planning should begin after scope for the implementation, and the solutions have been documented.
The first high-level version of the minimum viable product (MVP) and future state architecture mapping
serves as the entry trigger to test planning. General approach and tool definition can begin earlier, but
getting into the specifics of approach, phase structure, detailed test scope, and test coverage analysis
begins at that first scope definition point.

Effective testing begins with appointing a dedicated leader accountable for the full spectrum of testing. This
individual must be empowered to participate in early planning, elevate risks, secure resources, and manage
testing across all solution components. Establishing this role at the outset ensures coherence and control
across the testing program.

Effective testing begins with knowing what must be tested. Mapping the systems, integrations, data, and
processes involved provides the structure for detailed test design, while starting broad and refining over
time to ensure complete coverage.

Selecting the appropriate test types ensures that each readiness dimension is thoroughly evaluated.
Modernization efforts typically require functional, integration, performance, security, accessibility,
migration, end-to-end, regression, unit, and user acceptance testing. Each type answers a distinct question;
many solution components must undergo multiple forms of testing to confirm readiness.

Testing should be structured into clearly defined phases that follow a logical sequence, beginning with
foundational validations and culminating in user acceptance. Each phase must include explicit entry and
exit criteria to ensure discipline, transparent, and predictable progression.

Successful testing requires alignment of the right expertise at the right time. A clear participation matrix
helps map roles to phases, establish expectations early, and prevent critical gaps in needed testing
resources. Leadership approval of these assignments ensures that business, technical, and subject-matter
representation is adequate throughout the testing lifecycle.

Case study: One Washington Phase 1A

The One Washington (OneWA) Program, led by the Office of Financial Management, is driving an enterprise-
wide modernization of state operations. Phase 1A of the OneWA Program includes replacement of the
Agency Financial Reporting System (AFRS) with a cloud-based enterprise resource planning (ERP) system.
This system integrates finance, procurement, budgeting, Human Resources (HR), and payroll, providing
decision makers with real-time enterprise information.

The OneWA testing team went through multiple iterations of a testing approach before implementing the
principles described in this best practice. The shift has highlighted excellent collaboration with the system
integrator and the broader OneWA team. The new approach includes:

¢ Clear definition of scope: A testing strategy document defines the scope elements, testing types
and test phases of the project, giving all parties a shared view of what testing will cover.

e lterative testing approach: The OneWA project scope is extensive, touching most agencies in the
state. An iterative approach was developed to accommodate each agency’s readiness and system
landscape rather than forcing a one-size-fits-all timeline.

¢ Reduced complexity through plain talk: Test phases were named in clear language aligned to what
is being tested, not testing jargon. This made it easier for agency staff, leadership and vendor to align
on the intent and scope of each phase.

watech.wa.gov 7
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Tailored approach: Based on the scope of the OneWA effort, testing was tailored to accommodate
the work being done by the OneWA project team while also supporting agencies remediating their
own systems in preparation for go-live.

Dedicated testing leadership: A testing team with responsibility across all testing activities (vendor
testing, agency testing, integration testing, and end-to-end validation) was established to ensure all
elements of testing were covered.

Some of the key lessons emerging from the OneWA testing effort include:

Start with scope, not test cases: Defining what systems, integrations, data and business processes
are in play, before writing a single test case, would have prevented test scope gaps and kept the
team focused.

Name phases for clarity, not convention: Plain-language phase names eliminated confusion and
improved engagement from agency staff who are not testing professionals.

Iterate and adapt: Testing plans are living documents. The OneWA testing team refined its approach
across multiple phases, incorporating lessons learned from each iteration.

Engage agencies early: Agencies are being brought into test planning early, so they are better
prepared, better engaged during execution and surfaced issues sooner.

Don’t outsource accountability: The vendor tests their product; the agency validates the business.
Both are necessary, and the test plan and timeline must account for both.

Outcomes

Test planning should be thorough and adapted to the specific needs of the project. The purpose of testing is
to understand the business-critical risks and mitigate them as best as possible. This is achieved by planning
and executing testing in the way that serves the project best.

Ensure you have the right person or people leading testing. Without the right who,

Define the who nothing that follows will work correctly. The testing lead must own the full scope of

testing, have authority to raise risks and be engaged from planning through
execution.
Start broad and decompose. Inventory the systems, integrations, data, and

Define the what business processes in scope before writing detailed test cases. Don’t get stuck

before you start by trying to define every nuance.
Map testing types to each scope element. How does each thing in scope need to be

Define the how tested to get to an acceptable risk level? The same element may need multiple

types of testing.
Group the work into logically sequenced test phases with clear names, entry and

Define the order exit criteria, and defined timelines. How should you organize all the work to build

confidence incrementally?
Map the right people to the right test phase. Confirm availability early, secure

Define

participants

leadership commitment, and ensure the business is represented throughout, not
just during User Acceptance Testing (UAT).

Table 1 Test Planning Outcomes

watech.wa.gov 8
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1 ©

Testing leadership }

A modernization effort must appoint a fully empowered testing
lead with the authority, expertise and end-to-end accountability
to govern all testing activities, as lacking this role is the project's
most critical gap.

Testing scope
J

Define the testing scope early by creating a high-level inventory
of impacted systems, integration points, data, and business
processes, then decomposing it to form the essential foundation
for detailed test design and to avoid premature complexity.

)

AN L

Testing types J

Map appropriate testing types to each scope element to ensure
comprehensive, multi-dimensional validation and eliminate gaps
across systems, data, processes, and user readiness.

Testing phases 1

J

Organize testing work into clearly named, plain-language phases
that describe what is being validated, sequencing them logically
with defined criteria so technical and non-technical participants
can navigate multiple required test types with clarity.

)

Testing participation J

Align the right subject matter experts, business users, and
technical staff to each test phase of testing through an early,
leadership-approved participation matrix that clarifies roles,
secures availability, and ensures complete representation
throughout testing.

Testing acceptance 1

)

Ensure acceptance criteria is defined to each test case and that a
process is followed to prepare and setup for testing as well as
execute the test case and verify the results of testing.

KEYS TO SUCCESS

Test strategy: Begin early by
developing a strategy defining
methodology & approach to be
taken for testing.

Schedule development:
Develop a schedule and stick
toit. Include test milestones
as well as key test deliverables
(e.g., Test Cases, Execution
Report/Logs).

Customer engagement:
Include representation from
impacted groups and collect
input early, gather feedback
often, and refine solutions
based on real user experience.

Testing resources: Define the
processes, tools, and
templates that will be used to
support testing and train all
testers on how to use them.

Traceability: Ensure
traceability is included and
maintained throughout all
phases of testing utilizing a
Requirements Traceability
Matrix (RTM).

Defect Management:
Establish a process to identify,
log, prioritize, resolve, and
verify issues found in testing.

watech.wa.gov
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Best practice: performance tracking and standards
alignment

Background

Agencies are required to implement quality management, accountability and performance systems that use
strategic planning and data monitoring. There are various Revised Codes of Washington (RCWSs) that support
accountability, management and regulatory compliance, including RCW 43.09.475 (performance audits)
and RCW 43.17.385, which apply to quality management, accountability and performance systems.

Assessments have shown that the absence of standardized planning, performance metrics and statewide
frameworks has contributed to inconsistent project management practices and increased risk to
Washington’s major IT projects. Agencies also appear to lack consistent guidance, tools and performance-
measurement practices, resulting in many projects operating reactively, addressing issues after they arise
rather than anticipating them.

Legislative findings likewise identified gaps in performance measurement and reporting. In response, the
Legislature directed agencies to embed performance systems into everyday operations, making
performance tracking and accountability standard practice.

Projects are held to high expectations to meet federal, state, and enterprise guidelines, standards and
policies, as well as their own agency and program standards and procedures.

Agency or Program ’

Requirements, Standards, Processes,
and Procedures

WaTech Guidance

Guidelines Policies, Procedures,
Resources and Templates

Federal and State Laws

RCW’s, WAC’s, USC’s, etc.,

Figure 2: Performance Tracking and Standards Alignment

Tracking performance and ensuring alignment to standards is an essential step for project success. It
provides the visibility and controls necessary to keep work aligned with original goals, budgets and legal
requirements. Without supporting systems and tools, agencies and projects may suffer from tedious,
manual tasks that can lead to unchecked errors, missed deadlines and customer dissatisfaction or
frustration.

watech.wa.gov 10
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The importance of performance tracking “The measure of success starts with

Integrating performance tracking into project controls (e.g., ~ ©Stablished criteria in the project charter
and refined, as necessary. We can track

accurate schedule reporting) enables teams to quickly .

. . . i ) variance only when we can measure and
identify variances in scope, schedule and budget. Thisearly  gyantify.”

visibility supports timely corrective actions before minor

issues become major setbacks. Performance tracking also Puneet Agrawal, Oversight Consultant
strengthens data-driven decision-making, resource Manager

optimization and transparency in project reporting.

The importance of standards alignment

Ensuring alignment with relevant standards helps a project comply with applicable laws, budget
requirements, policies, governance expectations, security protocols and industry guidelines. This alighment
protects agencies from legal, financial and regulatory risk while demonstrating a strong commitment to
accountability, reliability and public trust. A robust process for maintaining this alignment also provides
essential visibility into legal, financial and reputational risks.

Integrating performance tracking and standards alignment creates a holistic view of a project's health. This
combined approach shifts an agency to proactive management, fostering a culture of continuous process
improvement.

Observations

Statewide reviews conducted by the Project Management Partners highlight that many IT projects have
opportunities to strengthen their performance and standards-alignment practices. In several cases,
challenges stem from limited upfront planning, unclear success measures, evolving governance structures,
and the absence of standardized tools that underpin consistent project management and control practices.
Historically, agencies have not had consistent enterprise guidance or templates for developing meaningful
performance objectives and metrics, contributing to a more reactive posture in which issues are addressed
after they arise rather than anticipated in advance.

Impact

As aresult, it is unclear whether there are standards and policies that need to be met by the solutions being
implemented until itis too late and agencies are being charged additional fees or not able to take advantage
of certain incentives (e.g., federal cost matching) costing the state millions of dollars.

Call to action: Actively apply quality management standards by establishing goals and expectations for your
projects and hold yourself accountable to manage performance to improve efficiency and reduce costs.
Review the new IT Project Resources framework, deployed April 1, 2026, by WaTech Project Management
Partners. It provides the structure, tools and support needed to proactively plan, measure and manage
project performance.

watech.wa.gov 11
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Getting to green

Agencies and projects that use a structed process for documenting key performance indicators (KPIs)
aligned with relevant laws (e.g., RCWs, WACs, USCs), industry standards, and internal policies and program
standards are more likely to stay on schedule, remain within budget and adhere to applicable legal,
regulatory and quality requirements. This approach minimizes risk and strengthens trust among impacted
groups and individuals.

Templates are available on WaTech’s Project Tools & Templates “Plan the work so that business and
page that support the development of project management plans technical requirements, as well as
and include the identification, monitoring and tracking of KPls. organizational and external interests,
Supportis also available to understand relevant laws, standards are accounted for and measurable.”
and policies and help write metrics in a format that can be easily

Puneet Agrawal, Oversight Consultant
tracked and reported on. Manager

Project KPIs should be written in a SMART format: Specific,
Measurable, Achievable, Relevant and Time-Bound, with a focus
on the measures that truly support project goals, rather than attempting to track everything and creating
unnecessary rigidity.

- e (lear objective definition

Specific
e Easytounderstand
e FEasyand cost efficient to measure

Measurable .
e Measure over time to detect trends

. e Leaders and team members have the ability to affect the metric

Actionable . ) .
e Underlying drivers of metric are understood

Relevant ° A'ppl|es to applicable laws, policies, and standards
e Linked to and supports program targets

. e Defined measurement of time

Time Bound . .

e Data/results can be gathered during a reporting cycle

Develop metrics that clearly demonstrate whether the intended outcomes are being achieved. When
creating them, consider how results will be measured to ensure the metrics are quantitative. Capture
baselines to provide context and set targets so the metrics become actionable.

Guidance is provided in many of WaTech’s project management planning document templates; however,
every project is unique, and analysis is needed to determine what is most important and what requires
dedicated tracking as part of day-to-day project controls.

The following are just a few sample metrics supporting project management and RCW 43.17.385 that should
be tracked, to some degree, by all projects. It includes a dashboard view for reporting on schedule and
budget metrics as well as a table of sample metrics that you could build out and make your own. Of course,
your own analysis will determine what additional metrics are needed to support your project’s applicable
contract requirements (e.g., service level agreements), and regulatory or program-level requirements.

watech.wa.gov 12


https://watech.wa.gov/project-tools-templates
https://app.leg.wa.gov/rcw/default.aspx?cite=43.17.385

WaTech

Washington Technology Solutions

SCHEDULE ADHERENCE ~ PLANNED VS. ACTUAL  MILESTONE STATUS BUDGET ADHERENCE  PLANNED VS. ACTUAL VARIANCE STATUS
(y @ Within
9 5 % _\ @ on Track 9 8 A \ Threshold
SCHEDULE ADHERENCE
ADHERENCE — Dhaiadd — Planned
Actual Actual
2 4 6 8 9 6 12
Figure 3: Example of Performance Reporting
Objective/goal Operational metric Outcomes metric

Greater transparency of the
integrated schedule is shown
through accurate milestone
reporting and visibility into
schedule performance and early
detection of slippage.

Weekly tracking of planned vs. actual
start and finish dates for key activities, as
defined in the project’s Schedule
Management Plan.

A trend showing consistent week-
by-week alighment of planned and
actual schedule performance, with
variances identified and addressed
within one reporting cycle.

Project spending remains aligned
with approved budgets and
planned expenditure curves.

Weekly budget burndown chart showing
actual spend against planned spend, as
documented in the project’s Cost
Management Plan.

Actual expenditures remain within
an approved variance threshold,
and variances are identified early
with corrective actions
documented and tracked.

Sufficient staffing capacity is
maintained and project delays
minimized due to unfilled or
under-allocated roles.

Weekly tracking of resource allocation,
vacancy rates, and coverage of critical
roles using the project’s Resource
Management Plan.

Critical project roles are filled
within established timelines, and
resource allocation remains within
acceptable thresholds to support
planned work.

The duration of high-risk issues
staying unresolved remains low.

Tracking of the number of days high-risk
issues remain open, using the project’s
Risk Management Plan.

High-risk issues are resolved within
the agreed-upon timeframe (e.g.,
30 days), with aging trends
decreasing over time.

Improved vendor accountability
with delivery rates, contractual
deliverables, invoices, and status
reporting.

Vendor contract deliverables, invoices,
and status reports are delivered on or
before the agreed upon date and align
with acceptance criteria as described in
the project’s Vendor Management Plan.

Vendor contract deliverables,
invoices, and status reports are
finalized in line with acceptance
criteria and contract requirements,
and available to view by all relevant
team members and impacted
groups.

Awareness of requirements is
provided through accurate
traceability from identification
through all stages of the project
(e.g., design, development,
testing, implementation).

Requirements are tracked, managed,
and controlled in a Requirements
Traceability Matrix (RTM) as described in
the project’s Requirements Management
Plan.

An accurate RTM is available for all
relevant team members &
impacted groups with traceability
throughout all stages of the project
lifecycle.

Projects consistently adhere to
required laws, policies,
standards, and governance
expectations, with clear
accountability and approved
mitigations for any exceptions.

All required compliance steps are
completed and documented in project’s
Memo for State Policy and RCW

Alignment.

Zero unmitigated compliance
related risks identified through
audits, governance reviews, or
funding oversight.

watech.wa.gov
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Once captured and agreed upon, your metrics should be loaded into a system or tool that provides visibility
and transparency as part of day-to-day managing your project controls. Within that system or tool,
additional data should be collected for each metric, including its source (e.g., vendor contract), baseline
information, the timeframe for tracking, and any incremental results (i.e., captured measurements).

Outcomes

Conduct an in-depth analysis and develop KPIs that can be used to monitor and report on applicable
performance and standards requirements following RCW 43.17.385. Provide regular reporting to executive
leadership, impacted groups, and individuals that supports visibility and transparency to how the projects
goals are being met.

Use your KPIs to guide you as you complete your project self-assessments each month and post them to the
Washington State Information Technology (IT) Project Dashboard, including your reporting of project scope,
schedule and budget. Additionally, use your monthly status reports to give further visibility and transparency
into the individual metrics you are tracking.

Conduct an analysis of the laws (e.g., RCWs, WACs, USCs), industry
standards, internal policies, program standards and vendor requirements to
identify those that are applicable to a project.

Collect the data needed to develop metrics that demonstrate whether
outcomes are being met, the methods used to measure results and specific
targets (e.g., service level agreements).

Document metrics that are easy to understand and cost efficient to measure
over time to detect trends. Make them actionable and results oriented over a
defined measurement of time.

Analyze

Collect

Document

Provide a tool for tracking and develop reports (e.g., views) that can be used

R rt .
€po to report on the approved metrics.

Continue to monitor the metrics and update and refine them as needed so
they are meaningful, yet manageable, and establish a cadence for reviewing
them that enables early detection of risks and issues and take appropriate
actions.

Table 2 Performance Tracking Outcomes

Monitor
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Playbook: performance tracking and standards alignment

Implement a system/tool for tracking }

Implement a quality management, accountability, and performance

tool to support regular tracking and reporting.

Provide leadership and staff training J

Ensure that managers and staff at all levels, including those directly
delivering services, are engaged in the tool and provide them with the

training necessary for successful implementation.

Develop Key Performance Indicators (KPIs) J

Establish goals, objectives, and activities consistent with applicable

performance and standards requirements.

Conduct yearly assessment J

Conduct regular assessments of your quality management,
accountability, and performance processes and tools.

)

Report to the governor J

Report to federal and state partners (e.g., governor's office) on agency
project performance at least quarterly, as applicable.

)

Report to the residents J

As your projects provide input and support to broader programs,
ensure transparency so the governor's office can report annually to

A A A 4 A A A®

residents on the performance of these programs.

Integrate performance and standards alignment J

Integrate efforts made under section (RCW 43.17.385) with other
management, accountability, and performance processes, tools, and
systems.

KEYS TO SUCCESS

Identification and analysis:
Define applicable laws,
standards, internal policies,
program, and vendor
requirements.

Schedule working session: Hold
a working session to establish
goals and objectives.

SMART: Write project metrics
based on goals and objectives, so
they are Specific, Measurable,
Actionable, Relevant, and Time-
bound.

Establish baselines: Capture
fixed, historical benchmarks to be
used to support measurement of
progress, improvements, and
project success.

Monitor and reporting: Conduct
regular monitoring and reporting
providing visibility to performance
issues and enabling proactive
efforts to make corrections.

Corrective actions: Establish
corrective actions based on root
causes of performance
deviations, transforming reactive
data points into proactive,
continuous improvement.

watech.wa.gov
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Best practice: documentation standards on Agile projects

Background

Serving as a WaTech Project Management Partner, we often hear questions that reveal confusion about the
level of documentation needed on an Agile project. Agile does not eliminate the need for documentation;
rather, it changes the amount required and when it is created. Your documentation should be treated as
living artifacts, initially drafted and then iterated upon as teams collaborate with business and technical
partners, as well as impacted groups and individuals, until the necessary information needed is fully
defined.

As agencies adopt Agile practices for their modernization projects, it is essential to maintain strong project
controls, including right-sized documentation that evolves with each iteration. This living documentation
supports clarity, alignment and risk mitigation throughout the process. Alongside this, iterative delivery and
live demonstrations of working software—supported by ongoing user research, enable teams to validate
functionality early and make informed adjustments to their documentation as the solution develops.

Ensure strong project controls are in place and that your documentation is created in a way that makes
sense for your project.

Agile Manifesto

Individuals and interactions over processes and tools

Working software over comprehensive documentation

Customer collaboration over contract negotiation

Responding to change over following a plan

Figure 4: Agile Manifesto

The Agile Manifesto was created by software practitioners from various backgrounds gathered to form the
Agile Alliance. Itis the result of a document-driven, heavyweight approach to software development. It
consists of four key values:

1. Individuals and interactions over processes and tools
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2. Working software over comprehensive documentation
3. Customer collaboration over contract negotiation
4. Responding to change over following a plan

To be effective, teams must realize that Agile documentation requires creating documents, diagrams and
templates that are simple to understand yet strong engough to support sound decision-making. Reference
can be made to the IT Project Resources Framework Checklist found within WaTech’s IT Project Tools &
Templates to guide you in determining what is best for your project.

The most common form of Agile documentation is a User Story, which includes a concise description of a
feature or functionality from an end user's perspective. Agencies, projects, impacted groups and individuals
should understand that an Agile approach to documentation follows many of the same principles as the
Agile Manifesto. Thatis, it is iterative, adaptable and collaborative.

The idea that “documentation isn’t important in Agile” is a myth. Agile practices actually emphasize creating
effective documentation—information that provides clarity, reduces pointless back-and-forth and
minimizes rework. Excessive documentation can be wasteful, but too little leads to communication gaps,
lost learning and poor knowledge sharing.

Agile documentation

Documentation created throughout an Agile “Effective agile delivery uses the right documentation
project should be treated as a living asset, at the right time—lightweight artifacts that support
maintained collectively by the entire team. It clarity, decisions, and continuity. From a PMO

perspective, this reduces risk and keeps the

should be used collaboratively each day to focus on value delivered, not task tracking.”

clarify what is being built, identify ownership of
work items, and surface risks, issues, Tina Lynch-Miller, Project Management Office Manager
dependencies, or blockers.

An Agile project does not eliminate the need for
project controls. It is critical that strong controls remain in place and are appropriately adapted for an
iterative approach.

o Make sure it’s always “just barely good enough” (JBGE). Since it will need to be regularly updated,
keeping it simple and concise will make it easier to maintain.

o Write it “justin time” (JIT). Don’t document too much too early. Instead, start with what you know
and then iterate on it until you have all of the information you need to avoid having an inaccurate or
outdated document. Produce documentation when it is needed, and not before.

o Keepitinone place and make it accessible. Define a project workspace and store your documents
where you and your team members can easily find it and maintain it.

e Collaborate with your team. Maintaining documentation in Agile teams is a collaborative process,
and every team member should be required to help maintain it.
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Observations

Participation in various statewide IT project working meetings has shown that many project team members
remain confused as to the level of documentation required on an Agile project. Common misunderstandings
included a lack of formal requirements with statements made that they would be developed in a future
sprint causing projects to be initiated without a full understanding by impacted groups and individuals of the
objectives trying to be accomplished.

Impact

It’s true that Agile projects favor conversation over documentation; however, documentation should not be
forgotten. A lack of documentation should not be the reason a project fails. As previously stated,
documentation should start at a level that is "good enough" for understanding by everyone involved,
including impacted groups and individuals. Requirements should still be looked at as critical and developed
from a high-level vision or backlog, with necessary details added with each sprint.

Projects should understand Agile projects without detailed requirements by focusing on the product vision,
high-level objectives, project scope boundaries, and success criteria. It is important that the “what” and
“why” is defined for all requirements and that the “how” is added later as part of the details included with
each sprint allowing flexibility during development and implementation.

Call to action: Projects should look at the level of documentation being created on an Agile project focusing
on when it is written and level of detail. When writing the requirements, focus should be on the “what” and
“why” and then team members should be held accountable to add the “how”.

Getting to green

Live demonstrations should be held as part of every sprint as required by Section 701 of Engrossed
Substitute Senate Bill 5998, allowing all users the opportunity to give feedback on the actual product rather
than on assumptions. This approach turns everyone into active participants, using the product as the source
of truth while the product backlog and documentation is refined and requirements are prioritized through
user stories to ensure the team works on the highest-value features.

Effective agile delivery depends on having the right level of documentation at the right time. A project is still
going to need a schedule, a budget and a way to track risks, issues, and decisions, but it is how you adapt
that makes Agile effective. The goalisn’t to produce more documents, but to create clear, lightweight
artifacts that support shared understanding, decision-making and continuity. From a project management
standpoint, right-sized documentation is a critical risk-mitigation tool. It preserves team continuity, provides
visibility at the portfolio level, and ensures leadership has the information needed to make informed
decisions.

Agile projects should be tracked by level of effort and value delivered, not by individual tasks, and
documentation should reinforce that focus rather than pull teams back into task-based reporting.
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Case study: Integrated Eligibility and Enrollment Modernization program

Under WaTech leadership, the Integrated Eligibility and Enrollment (IE&E) Modernization Program advanced

modernization across the Health and Human « . . .
A roadmap provides direction for where you

Services (HHS) Coalition by combining strategic want to go. Success depends on how it is
planning with iterative delivery. At the program level, delivered. By planning, documenting, and
IE&E developed and continuously maintains a high- building in parallel — and by demonstrating

progress at every sprint, feedback loops are
created to help you learn quickly, adjust early,
and keep moving toward the right outcomes.”

level roadmap that serves as a guiding beacon for
teams and impacted groups, helping align priorities,
sequence work, and stay focused on the capabilities

that matter most. John Grieco, Platform Product Owner and Program

) ) . Technical Lead
This roadmap provides a shared view of where the

program is headed and helps ensure day-to-day
efforts remain connected to broader modernization goals.

With that direction in place, the program takes an intentionally practical approach to implementation.
Rather than spending months trying to fully define every detail before work begins, IE&E uses a plan-
document-build approach in which planning, documentation and development move forward together. This
allows teams to make progress while also validating ideas early, refining them through experience and
adjusting as needed. In this way, the roadmap provides long-term direction, while iterative delivery helps
shape how capabilities are developed in practice.

A key strength of the program is its fail-fast culture, supported by regular demonstrations every sprint with
impacted groups and individuals. These demonstrations create a strong and consistent feedback loop,
giving interested parties frequent opportunities to see progress, react to what is being built and help shape
the path forward. This cadence helps surface issues earlier, confirm priorities sooner, and reduces the risk
of spending too much time on approaches that may need to change. It also strengthens transparency,
collaboration and confidence across the program.

This balanced approach has helped IE&E create a modernization model that is both strategic and
responsive. The roadmap offers prioritized business functionality and core capabilities necessary, while
sprint demonstrations and iterative delivery ensure the work stays grounded with real-world input. Together,
these practices support continuous improvement and help the program deliver meaningful progressina
complex enterprise environment.

Some of the key lessons emerging from the IE&E Modernization Program include:

e Letthe roadmap guide the work: A high-level roadmap thatis supported by strong leadership
provides shared direction and helps teams focus on the most important business capabilities and
implementation priorities.

e Plan, document and build in parallel: Detailed planning remains important, but it is most effective
when paired with active delivery and early validation.

o Use demonstrations to strengthen feedback loops: Regular sprint demos help confirm priorities,
surface issues and improve alignment.
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o Fail fast to reduce wasted effort: Building early helps teams identify gaps, assumptions and
dependencies before they become larger obstacles.

o Balance strategy with adaptability: A clear roadmap combined with iterative delivery allows the
program to stay focused while remaining responsive to change.

Outcomes

On an agile project, documentation is created in a collaborative, iterative way, focusing on delivering only
the information that is needed when it’s needed. The purpose is to support the work and keep teams
aligned, without producing large, rigid documents that become outdated quickly.

Prioritize value

Embrace change

Collaborate

Keep it Lean

Just-in-Time

Create only documentation that provides clear value to the project, the team
or impacted groups, and avoid producing documents that don’t serve a
meaningful purpose.

Treat documents as living artifacts that evolve alongside development.
Continuously updated documentation to reflect the current state of the
working software.

Documentation is a shared responsibility across the project, not the job of a
single person. Developers, testers, product owners and other impacted
groups should all take part in creating and reviewing it.

Use clear language, bullet points, and visual aids such as diagrams and
flowcharts to improve understanding and avoid dense blocks of text.

Integrate documentation (e.g., project charter, project management plans,
schedule, RTM, test plan) into daily work and sprint activities instead of
leaving it until the end of the project.

Table 3 Agile Documentation Outcomes

watech.wa.gov
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Playbook: documentation standards on Agile projects

)

WaTech

Washington Technology Solutions

User stories and acceptance criteria J

Develop user stories that describe the features from the end-user's
perspective, defining the conditions for a feature's successful
completion. Include acceptance criteria that defines what "done"
means and how the story will be tested.

Product and sprint backlogs 1

)

Prioritize your list of features, enhancements, and tasks and let them
servce as a single source of truth for the development roadmap and

current sprint work.

High-level architecture/design diagrams J

Develop simple visuals that add value and provide a high-level
overview of the system's structure and how components interact.

)

Architecure decison records J

Ensure archtecture decision records are written concisly to capture
the context and reasoning behind significant technical decisions,

T ®

offering historical context for future reference.

Retrospective notes J

Document lessons learned, challenges faced, and improvements
identified during each sprint, fostering continuous improvement. Use
objective data to support observations, such as velocity, burndown
charts, or number of stories completed.

~

User manuals/guides

J

Create your end-user focused documentation later in the lifecycle
(just-in-time) to ensure accuracy with the final product.

_[

)

Centralize documenation J

Store all documents in a single, easily accessible location to avoid
information silos and ensure everyone hass access to the most
current information.

KEYS TO SUCCESS

Adopt a “Just Enough, Just-in-
Time” approach: Create
concise, purposeful
documentation only when
information is stable and its
value justifies the effort.

Integrate into the workflow:
Keep documentation accurate
and useful by making updates
part of the Definition of Done,
revising it continuously, and
updating only when outdated
information affects progress.

Prioritize collaboration:
Make documentation a shared
team effort by collaborating on
its creation, pairing team
members to improve quality,
and using real-time tools so
everyone can contribute.

Utilize “Information
Radiators”: Make
documentation easy to find and
use by publishing it publicly and
storing everything in a single,
centralized location.

Value-driven metrics:
Measure the effectiveness of
documentation by its usage
(e.g., page views) or by how
much it reduces questions,
rather than just measuring how
many pages were written.

watech.wa.gov
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Conclusion

Washington’s major IT projects continue to operate in an environment of high expectations, evolving delivery
models and increasing public visibility. The insights gathered through WaTech’s Project Management
Partners demonstrate that success is achievable when agencies apply disciplined practices across testing,
performance tracking, and documentation, supported by clear standards and repeatable processes.

The best practices highlighted in this report reflect lessons learned from real projects across the state and
are intended to strengthen consistency and capability, reduce risk and improve delivery outcomes. Whether
defining a comprehensive testing strategy, establishing meaningful performance metrics, or aligning Agile
documentation with quality assurance expectations, each practice reinforces the same principle: proactive
planning and consistent execution are essential to delivering reliable, high-quality solutions for the people of
Washington.

As agencies continue to modernize systems and transform services, WaTech’s IT Project Resources
Framework and the tools developed by WaTech’s Project Management Partners provide a foundation for
statewide consistency and continuous improvement. By adopting these practices, engaging early with
oversight partners, and building strong internal capabilities, agencies can increase predictability, enhance
transparency and deliver technology solutions that meet both operational needs and statutory obligations.

The work ahead is significant, but so are the opportunities. With shared commitment, disciplined practice
and the right tools in place, Washington’s IT projects can continue to advance modernization efforts that
strengthen government operations and improve outcomes for the communities we serve.

watech.wa.gov 22


https://gcc02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwatech.wa.gov%2Fit-project-resources-framework&data=05%7C02%7CVickie.Sheehan%40watech.wa.gov%7Cfc026ffc190d4d6f687808de9001a2a3%7C11d0e217264e400a8ba057dcc127d72d%7C0%7C0%7C639106533859099891%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=fcFB0GKMgpzbgPwVTDKmun7GZLdx6zmfL1XhXBstK9U%3D&reserved=0
https://gcc02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwatech.wa.gov%2Fit-project-resources-framework&data=05%7C02%7CVickie.Sheehan%40watech.wa.gov%7Cfc026ffc190d4d6f687808de9001a2a3%7C11d0e217264e400a8ba057dcc127d72d%7C0%7C0%7C639106533859099891%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=fcFB0GKMgpzbgPwVTDKmun7GZLdx6zmfL1XhXBstK9U%3D&reserved=0

_ Washington Technology Solutions
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Appendix

This report discusses Washington state information technology project management best practices and
uses some concepts and terminology specific to our state. Definitions from the Washington State
Information Technology Project Dashboard glossary will be included as a footnote for these terms as they
are introduced. The following concepts are important to be aware of at the outset:

WaTech oversight': All projects discussed in this report are currently under WaTech oversight. Agencies are
required to submit every IT investment/project with a combined level of effort of more than $500,000 or a
duration greater than six months to WaTech for review. WaTech will review these details to designate
investments as either under project oversight or not. Projects requiring oversight will then be assigned an
oversight tier.

Red, Yellow, Green: It’'s common practice to use “traffic light” colors to communicate project health. The
formal definition used by WaTech for each status is as follows:

e Red means that the projectisin trouble. Significant problems with project controls are impacting
progress, and without intervention, the project will likely miss key deadlines, go over budget or fail
to meet its goals. Immediate action is needed to get back on track.

e Yellow means that the project has some issues or risks that need attention. While progress is still
being made, there are concerns that existing project controls could cause delays or cost overruns
if not addressed. The team is actively managing these issues, but the situation should be watched
closely.

e Green means the projectis on track. Work is proceeding as planned, milestones are being met,
and there are no major issues affecting scope, schedule or budget. Everything is moving forward as
expected.

" See State IT Projects | WaTech for an overview of the process.
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Contact

Questions regarding this report and other project management best practices can be directed to the PMP
team at watechprojectmgtpartners@watech.wa.gov.

Archived reports

Prior reports are published on WaTech’s website on the Reports and Documents page. Prior videos and
published material can be found on the IT Project Resources page.
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