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July 9, 2019 
 

Ms. Megan Duffy, Deputy Director 
Washington State Liquor and Cannabis Board 
PO Box 43124 
Olympia, WA 98504 

Marijuana Traceability Project 
Quality Assurance Monthly Assessment Report 

Reporting Period: June 2019 
 

Dear Ms. Duffy: 

The attached report represents the quality assurance assessment findings and 
recommendations, and is based upon a review of project documentation, attendance at 
project team, advisory committee, executive team, webinars, bug triage team, 
operations group, and the Steering Committee meetings; interactions with staff; and 
observations of the communications with the licensees, state staff, and the vendor.  

This assessment was conducted independently and contains the findings and 
recommendations prepared after completion of the assessment. Our assessment of the 
project is based on our professional experience, judgment, and quality assurance 
methodology. It is intended to provide valuable independent insight into how well 
project management processes and activities are going within the project, identifying 
corrections that are being made or might be needed, anticipating problems before they 
occur, and ensuring business value is realized.  

There has been significant increase in the risk noted within several categories. The 
Overall Project Health and Environment, Time Management, and Cost Management 
have increased to high risk along with Quality Management and Stakeholder 
Management. Project Integration Management remains low risk. All other assessment 
categories are moderate risk. Please see the attached report for details. Two 
recommendations remain open in this reporting period. 

Please contact me or Melanie Roberts at 360.515.9200 or via email if you have any 
questions or comments.  

Sincerely, 

 
Julie Boyer, Principal 
Stellar Associates, LLC 

 
 

cc: Ray Thompson, MJ Freeway 
 Mary Mueller, Kendra Hodgson, Steve Johnson, and Jay Barott, LCB 

Rich Tomsinski, OCIO 
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ASSESSMENT FINDINGS  

During May, integrators had access to the latest version of release 1.37.5 in the test 
environment to allow them to update their software and conduct testing. WSLCB and 
MJ Freeway scheduled a 20-business day period to allow adequate time for integrators 
to complete this work. The 20-day period was followed by a 5-business day period to 
freeze the code and any other changes in the environment before release 1.37.5 would 
be promoted into the production environment. WSLCB continued having weekly 
meeting with the integrators throughout May to answer questions and listen to any 
expressed concerns.  

During the 5-business day code freeze period, WSLCB contacted individual integrators 
by phone to confirm their readiness before promoting release 1.37.5 into the production 
environment in early June. In telephone conversations with WSLCB staff, some of the 
integrators revealed that they had not finished their own software changes needed to 
interface with LEAF, were not prepared to have release 1.37.5 promoted into the 
production environment, and that they would need additional time to update their 
software and to conduct system testing. This information had not been shared by a 
single integrator with WSLCB at any of the weekly meetings. 

After analyzing the conditions, WSLCB determined that the integrators who reported 
they were not ready and needed more time to prepare for release 1.37.5 represented 
more than 60% of the licensees. Implementing release 1.37.5 as planned in early June 
with less than 40% of the licensees reporting they were ready for the changes coming to 
the production environment would knowingly interrupt reporting on the production, 
transportation, and sale of cannabis and cannabis infused products. 

WSLCB made the decision in  June to delay implementation of release 1.37.5 into the 
production environment. After considering the time needed for the integrators to 
prepare their software and to avoid interruption of reporting by hundreds of licensees 
to WSLCB, the new go-live date was set for Monday, July 15. Implementation activities 
are set to begin at 11:00 pm on Saturday, July 13, when the current LEAF system is taken 
off-line. Having the system off-line on Sunday, July 14, should have little impact on 
retailers. All licensees have been notified of the planned system outage on July 14 and 
encouraged to plan accordingly in order to avoid adversely impacting their vital 
business processes. 

During the remainder of June, project staff refined the deployment plan and practiced 
with walk-throughs of the process. Project members monitored reported issues to 
determine if any required resolution before deployment of release 1.37.5 in mid-July. 
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Any changes needed to release 1.37.5 have to be approved by executives at WSLCB and 
MJ Freeway.  

WSLCB met with staff from the OCIO, OFM, and the Governor’s Office in mid-June to 
discuss their request for certification and the release of funding associated with this 
phase of the project. The OCIO expressed concern about certification given the delay in 
implementation of release 1.37.5 beyond the planned June deployment date. WSLCB 
explained that the release was ready to be deployed but was delayed because some of 
the integrators had not finished making changes to their systems that would allow 
licensees access to LEAF. The integrators who were unprepared provide access to LEAF 
for about 60% of the licensees. With only about 40% of the licensees potentially ready 
for the changes contained in release 1.37.5, WSLCB decided to delay deployment of the 
new version of LEAF until mid-July to allow more of the integrators to get prepared and 
to avoid business interruptions across the industry if deployed as planned in June.  

The OCIO decided that it would not provide OFM with the certification for this phase of 
the project based on the delay in the deployment of 1.37.5. Without receiving 
certification from the OCIO, OFM could not release the funding of more than $887,000 
to WSLCB to support the work already done on release 1.37.5. 

WSLCB staff were packing their workspace and preparing for the move to another 
location in Olympia at the end of June. The technology staff will be in the first group of 
staff to move into the new building. As with any move, there will be some disruption in 
project activities during the relocation. 

ASSESSMENT RECOMMENDATIONS 

There are no new recommendations offered in this report. There are two open 
recommendations detailed on page 11. 
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QUALITY ASSURANCE (QA) RISK ASSESSMENT SUMMARY 

QA 
Assessment 

Element 
Risk 

Status Assessment Comments 

Overall Project 
Health and 
Environment 

 

 Risk associated with the planned implementation of 
release 1.37.5 within LEAF increased significantly during 
June when some of the integrators revealed that they were 
not ready for the early June deployment. Integrators had 
been given the month of May to reconfigure their systems 
to allow licensees to access LEAF without any interruption 
in their business processes.  

 WSLCB have been meeting with integrators on a recurring 
basis to ensure that they were ready to reconfigure their 
software systems and do testing with LEAF during May. 
WSLCB was surprised by what some of the integrators 
shared when called individually and asked about their 
readiness. Integrators were not forthcoming about their 
readiness and did not share their status in any of the 
weekly meetings. Integrators were not comfortable talking 
about their lack of readiness with their business 
competitors present in the meeting. 

 As a result of gaining this information, WSLCB analyzed 
how many licensees would be negatively impacted if they 
relied on their current integrator to gain access to LEAF. 
The analysis showed that more than 60% of licensees were 
using integrators who were not ready for the system 
changes. With this in mind, project sponsors suspended 
deployment of release 1.37.5 and eventually set a new 
deployment date of July 15. Proceeding with the 
deployment would have caused significant negative 
consequences to more than half of the licensees. 

 After establishing the new deployment date of July 15, 
project staff members added details to the deployment 
plan to reduce the risk of having something unexpected 
happen during this process. Project staff conducted two 
dry runs of the deployment process. Neither of the dry 
runs was completed successfully. WSLCB asked that an 
additional dry run be conducted and that all of the staff 
associated with that process participate. The request was 

H
ig

h 
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QA 
Assessment 

Element 
Risk 

Status Assessment Comments 

denied by the MJ Freeway executive sponsor who reported 
that a third dry run was not part of the plan. 

 The risk associated with the Overall Project Health and 
Environment has increased from moderate to high.  

Project 
Integration 
Management 

 

 Project staff members update the schedule weekly with 
detailed status information and continue to add more 
tasks to the schedule as they are identified. The schedule is 
an effective project management tool being used to 
control risks without adding extra unnecessary costs. 
Project managers are just beginning to report on overdue 
tasks weekly to the executive sponsors and increase 
accountability for the quality of the deliverables whenever 
possible. 

 The risk associated with Project Integration Management 
has increase slightly as the number of overdue tasks 
continues to build. 

Scope 
Management 

 

 All change requests are being tightly controlled by the 
executive sponsors. Enhancements to seed-to-sale 
traceability capabilities are only being considered if the 
impact is critical to capturing traceability data, maintaining 
public safety, or transacting basic business functions. All 
other change requests are being held until after all of the 
initial implementation is complete. 

 Upon deployment of release 1.37.5, many of the current 
workarounds will be eliminated. Staff have prepared 
communication to go to licensees about the remaining 
workarounds after deployment of release 1.37.5.  

 The risk associated with Scope Management remains 
moderate due to the amount of functionality still to be 
deployed into production.  

Time 
Management 

  While the development and testing activities within the 
schedule were completed, release 1.37.5 was not deployed 
as scheduled in early June 2019. The deployment plan was 
not prepared by MJ Freeway and shared with project staff 
in advance of beginning deployment activities. More 
details had to be added to the plan to ensure that all 

Lo
w

 

Mod 

H
ig

h 
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QA 
Assessment 

Element 
Risk 

Status Assessment Comments 

necessary steps were being taken to protect the data 
already captured within LEAF and to smoothly deploy 
release 1.37.5.  

 Previous releases of software promoted from one 
environment into another have not gone smoothly, 
creating heightened concern about the success of this 
critical deployment. See Recommendation #22. 

 Project staff were able to finish testing and could have 
deployed the new release before the end of June had the 
integrators been ready. This would have allowed this 
release to be deployed by the end of fiscal year 2019. 

 The risk associated with Time Management has increased 
from moderate to high as the project waits for integrators 
to finish their work and allow licensees continued access to 
LEAF. 

Cost 
Management 

 

 The budget is set at $5,363,386. The project is tracking 
expenses against this budget. Funding to support the 
budget in the 2019–21 biennium will be absorbed within 
the current agency budget. 

 The OCIO did not provide OFM with certification for MTP 
that would have resulted in the release of more than 
$887,000 to the agency. This funding was part of the 
planned operations and maintenance budget. WSLCB had 
very little time to make other financial adjustments after 
learning that they would not receive this allotment with 
only two weeks left in the current biennium. 

 The risk associated with Cost Management has increased 
from moderate to high based on the loss of expected 
funding to support the project. 

Quality 
Management 

  The level of concern expressed by WSLCB regarding the 
quality of the system code has not diminished. WSLCB has 
suggested several options that could help address this 
concern along with other ways to increase visibility into 
project management processes. There has been no 
agreement between WSLCB and MJ Freeway on how to 
address these concerns. 

H
ig

h 

High 
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QA 
Assessment 

Element 
Risk 

Status Assessment Comments 

 Findings from the third-party vendor assessment of the MJ 
Freeway software development life cycle and database 
architecture remain open. If implemented, the findings 
from this IV&V assessment could result in improvements in 
the quality of the code.  

 The risk level associated with Quality Management remains 
high.  

Human 
Resource 
Management 

 

 The WSLCB project manager for MTP left the agency 
before the end of June. This loss of historical knowledge 
about the approach and the strategy taken to meet the 
business requirements is significant, along with why certain 
decisions were made, where to find certain documentation, 
and what the impact of possible decisions would have on 
business processes within WSLCB.  

 Staffing changes within the project continue to occur. 
Transitioning duties from one person to another is 
challenging and adds pressure on other staff members to 
help pick up the slack as the new person learns what is 
expected of them and staff learn to redirect their questions 
to the new person. 

 The risk associated with Human Resource Management 
remains moderate.  

Communications 
Management 

 

 The OCM lead is following the new OCM Plan for the 
project and the strategies identified to prepare for 
business changes caused by implementing the new 
system. The OCM lead is in frequent conversation with 
project team members from different divisions and helping 
them find ways to prepare for upcoming changes in their 
business processes. The OCM lead is also helping increase 
and guide the communication going internally to staff and 
externally to licensees and stakeholders through the 
Communications Office. 

 The risk associated with Communications Management 
remains moderate as the emphasis continues on 
communication, training, and readiness preparation. 

Mod 

Mod 
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QA 
Assessment 

Element 
Risk 

Status Assessment Comments 

Risk 
Management 

 

 There has been no change in the risk management process. 
Current risks and mitigation strategies are shared with the 
WSLCB sponsors, the vendor executive sponsor, and project 
managers monthly. Sponsors and managers are making 
every effort to reduce project risks whenever possible. 

 WSLCB sponsor and project managers were surprised by 
the lack of readiness they discovered with the integrators in 
early June. Sponsors and project managers believed 
integrators would have expressed concerns about their 
readiness in the weekly integrator meetings. Unfortunately, 
the integrators were not comfortable sharing their lack of 
readiness in those recurring meetings. The project should 
continue to solicit input from the integrators about their 
readiness and other issues that could pose a risk to the 
success of MTP. 

 The risk associated with Risk Management has increased 
from low to moderate based on the need to continue to 
collect information directly from integrators and licensees. 

Procurement 
Management 

 

 There is now a ten-month slip in the release 1.1 (or 1.37.5) 
into production due to the defects found in ten rounds of 
state testing and separate integrator testing, the lack of 
readiness of integrators for deployment, and the lack of a 
useable deployment plan to guide implementation. The 
WSLCB continues to monitor possible liquidated damages 
for all missed project milestones for which the delay was 
caused by vendor actions.  

 The risk associated with Procurement Management remains 
moderate as the WSLCB project sponsors continue to 
evaluate vendor management risks and options. 

Stakeholder 
Management 

 

 The WSLCB announced that the new implementation date 
for release 1.37.5 would be July 15. This was based on the 
need to provide integrators with additional time to prepare 
their systems for the changes coming to LEAF. Confidence 
in MJ Freeway’s capability to smoothly deploy release 
1.37.5 has not increased among external stakeholders or 
with WSLCB staff. Credibility with some external 
stakeholders could not be lower. Attempts by WSLCB staff 

M
od

 

Mod 

High 
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QA 
Assessment 

Element 
Risk 

Status Assessment Comments 

to help MJ Freeway reduce the risk associated with the 
upcoming deployment have been refused, as shown by the 
lack of willingness to conduct another dry run after two 
unsuccessful attempts. Suggestions for improvement 
continue to be made by WSLCB project team members. 

 The risk associated with Stakeholder Management remains 
high based on the inability to meet previously established 
delivery dates for release 1.37.5. 

 

  

Low Low Risks may be 
encountered Mod 

Moderate Risks may be 
encountered High High Risks may be 

encountered 

Risk trends:  risk is trending higher          risk is unchanged          risk is trending lower 



Washington State Liquor and Cannabis Board 
Marijuana Traceability Project 
Monthly Quality Assurance Assessment – June 2019 

 
Page 9 
 

PROJECT MILESTONE ASSESSMENT 

The project milestone assessment focuses on key milestones or deliverables that are 
currently in process or were completed in the current reporting period. The dates below 
reflect the new baseline schedule compared to the current working schedule.  

Milestone 
or 

Deliverable 

Baseline 
Finish Date 
as of 5/11/18 

Revised Baseline 
Finish Date 
Assumed in 

Contract 
Amendment #5 

(8/27/18) 

New Baseline 
Finish Date  
(as of March 

2019) QA Assessment 
Hot fix – 
1.35.6 

5/23/18 8/28/18 8/28/18 Completed 

Requirements 
Elaboration 

7/9/18 9/28/18 
 

4/9/19 Completed 

Functional 
Development  

7/23/18 
(Sprints 1-

11) 

10/9/18 (now 23 
sprints) 

7/12/19 
 

Added sprints for alerts and 
discussion of issues found in 
testing  

Non-
Functional 
Development 
and Testing 

7/2/18 9/14/18 1/2/20 Staff priority is release 
1.37.5. Non-functional 
development and testing 
are not on critical path. 

Report 
Development 
and Testing 

 10/24/18 5/29/19 Testing is complete on the 
Alpha and Beta sprints. 

Reporting 
Application 

 11/30/18 9/26/19 In progress. 

Release 1.1  8/16/18 
(combined 

releases in future 
amendments) 

11/6/18 
(release 1.37.5) 

6/30/19 
(release 1.37.5) 

Ten-month push due to 
defects found in testing, the 
lack of a detailed 
deployment plan, and the 
lack of readiness by the 
integrators. 

Release 1.2 8/31/18 
(combined 

releases in future 
amendments) 

12/19/18 
(release 1.39)  

9/30/19 
(release 1.39 

and 1.40) 

WSLCB test case 
development was 
completed in November. 

Release 1.3 9/17/18 
 

12/28/18 
(contingency 
release 1.41) 

1/31/20 
(contingency 
release1.41) 
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PROJECT BUDGET ASSESSMENT (actual expenditures through May 2019) 

 

 

Cost Variances QA Assessment 
Projected variance as 
of May 2019 is 
($199,214).  

Based on the current budget, the project is currently projecting to 
overspend by $199,214. The WSLCB submitted an update to the 
Investment Plan in March. The delays in the schedule have required the 
WSLCB to commit resources to the project for a much longer duration 
than originally anticipated. The WSLCB plans to absorb the increased 
costs within their existing budget. 
 
The OCIO did not send certification of the project to OFM. The 
certification was needed before OFM would release project funding for 
work done on release 1.37.5. As a result, funding for the project in the 
2017 – 2019 biennium was reduced by more than $887,000.  

  

Updated 06/18/2019 (Actuals through May 2019)

DESCRIPTION BUDGET ACTUAL PROJECTED PROJECTED VARIANCE
(Budget vs Actual + Projected)

Feasibility Study 37,125$                 37,125$                 -$                                         
Quality Assurance 318,200$               217,160$               85,500$                 15,540$                              
Organizational Change Management 426,675$               241,275$               187,500$               (2,100)$                               
System Implementation Deliverables 454,284$               113,524$               340,760$               -$                                         
Software Licensing (Initial) 439,498$               439,498$               -$                            -$                                         
Contract Personnel 1,913,522$            1,128,539$            1,039,050$            (254,067)$                           
FTE Labor 1,740,892$            1,570,931$            127,785$               42,176$                              
Other 33,190$                 30,164$                 3,789$                   (763)$                                  

TOTAL 5,363,386$           3,778,216$           1,784,384$           (199,214)$                           

Note: This status report reflects the agency operational budget replacing the Investment Plan that expired March 7, 2018.
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RECOMMENDATION STATUS 

ID# 
 

Date 
 

Status Description QA Recommendation Impact 
#22 

4/30/2019 

In progress 

Integrators were 
unable to access 
the system after 
release 1.37.5 was 
promoted to the 
test environment 
after the 
completion of 
thorough testing 
by MJ Freeway 
and LCB and after 
passing smoke 
testing by MJ 
Freeway. 

The LCB should require MJ 
Freeway to provide a plan 
to describe what processes 
they will adopt and follow 
internally to avoid any re-
occurrence of the 
problems associated with 
promoting a release from 
one environment to 
another. 

 

The project suffered 
from a problem that 
occurred within the test 
environment that 
prevented integrators to 
access the system. This 
problem has occurred 
on more than one 
occasion. 

#23 

4/30/2019 

In progress 

An assessment of 
the software 
development life 
cycle and data 
base architectures 
was conducted by 
an independent 
third party that 
resulted in 
multiple 
recommendations 
for improvement 
to MJ Freeway. 

Recommendations from 
the IV&V assessment 
should be added to the 
schedule to monitor 
progress and track 
adoption of each 
recommendation. 

 

Without changes to 
current practices and 
processes, 
improvements in the 
software development 
life cycle and data base 
architecture might never 
happen. 

  



Washington State Liquor and Cannabis Board 
Marijuana Traceability Project 
Monthly Quality Assurance Assessment – June 2019 

 
Page 12 
 

SUMMARY OF MONTHLY QUALITY ASSURANCE RISK ASSESSMENTS 
QA  

Assessment 
Area 

Oct 
2018 

Nov 
2018 

Dec 
2018 

 
Jan 

2019 

 
Feb 

2019 

 
March
2019 

 
April 
2019 

 
May 
2019 

 
June 
2019 

Overall Project 
Health and 
Environment 

   
Project 
Integration 
Management          
Scope 
Management 

         
Time 
Management 

         
Cost  
Management 

         
Quality 
Management 

Human 
Resources 
Management          
Communications 
Management 

         
Risk 
Management 

         
Procurement 
Management 

         

Stakeholder 
Management 

        

 

H
ig

h High High High High High 
M

od Mod 

H
ig

h 

M
od

 

Mod Mod Mod 

M
od Mod 

Low
 Low 

Lo
w

 

Mod Mod Mod 
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od

 

Mod Mod Mod Mod Mod 
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h High High High 

H
igh High 

M
od Mod 

H
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h 

M
od

 

Mod Mod 

H
ig

h High High 

M
od Mod 

H
ig

h 

High High High High High High High High High 

Mod 

M
od

 

Mod Mod 

H
ig

h 

M
od Mod Mod Mod 

Mod Mod Mod Mod Mod Mod Mod Mod Mod 

Low Low Low 

M
od

 

Mod Mod 

Low
 Low 

M
od

 

M
od

 

Mod Mod Mod Mod Mod Mod Mod Mod 

 M
od

 

 Mod  Mod 

H
ig

h High High High High High 


