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Washington Technology Solutions

Ticketing and Reservations Modernization (TRM)

Program/Project Overview

Washington State Ferries is modernizing fare collection, replacing the legacy Vehicle Reservation System,
the Gateway web sales channels, and updating the Galaxy point-of-sale platform with modern ticketing,
reservations, point-of-sale, and Customer Relationship Management (CRM). The project’s primary
objectives are to resolve performance failures, improve Payment Card Industry (PCI) Security Standards,
and appropriately address accessibility deficiencies.

e Phase 1
o Customer Relationship Manager (CRM) Integration
o Payment Card Industry (PCI) Credit Card Security Enhancements
o Updates to the Point-of-Sale System
o New Ticketing and Reservations Online Platform
e Phase?2
o Good To Go!
o Additional CRM features

Critical Risks and Issues

WaTech issued an advisory memo in August 2026 identifying high-risk conditions and required
corrective actions, and independent QA rated the project "proceed with caution" in its June/July 2026
assessment.

e Project Management and Governance Deficiencies: The project has not, to this point, had a
complete Project Management Plan or effective governance framework. Additionally, structured
discovery and fit-gap analysis with dedicated business analyst resources, an integrated baseline
schedule, or a standardized Agile operating model with empowered product owners were not
complete or tracked as part of the project execution.

e Resourcing Across Business Analysis and Product Ownership: Dedicated business analyst
capacity is not yet secured. Product owners have not yet been assigned per solution, and
Customer Services is not consistently represented in requirements and design decisions.
Technical Services Division dependency is concentrated in a few individuals with no identified
backup, and concurrent WSDOT initiatives compete for the same capacity.

e Schedule Change Driven by Inconsistent Vendor Outcomes: The schedule continues to shift in
response to uncertainty around the current vendor landscape. Identifying vendors able to meet
the full set of requirements for an operating environment as unique as Washington State Ferries
remains a challenge.

Consultation Needed

1. Advice on strengthening vendor evaluation for the upcoming procurement, specifically on
methods to verify claimed capability during selection rather than relying on vendor
representations. Given the prior vendor's inability to demonstrate capability during the Proof
of Technology, the project is interested in evaluation approaches that test capability before
award.
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