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Subject: Ticketing and Reservations Modernization (TRM) - Advisory Memo 
 
The purpose of this memo is to provide recommendations and required actions related to high-risk 
conditions identified in the Department of Transportation Washington State Ferries (WSF) TRM project. 
These recommendations are based on WaTech’s oversight engagement over the past several months 
and are intended to support corrective action, strengthen project delivery practices, and reinforce 
accountability in alignment with statewide IT expectations. 
 
Background  
The TRM project will modernize critical components of the Washington State Ferries customer 
experience and migrate existing ticketing and reservation capabilities into the new platform. 
Modernization will address system performance issues (such as reservation slowness), improve security 
controls (including credit card tokenization), and resolve Americans with Disabilities Act (ADA) 
deficiencies (such as kiosk accessibility gaps). 
 
The approved project scope includes: 

• Replacement of the reservation system and upgrade of the electronic ticketing system. 
• Implementation of a customer relationship management (CRM) solution. 
• Deployment of modernized customer-facing web and mobile channels. 
• Integration with Good To Go! for unified customer payment options. 
• Integration with ORCA, third-party systems, Interactive Voice Response (IVR), vessel 

statistics, and the Washington State Department of Transportation (WSDOT) data 
warehouse. 

 
Although the project began in February 2024, full project activities and oversight did not commence 
until December 2024. Quality Assurance onboarding occurred in February 2025, and investment 
approval was granted June 27, 2025. Since July 2025, risks have steadily increased as the project 
struggles with defining and implementing governance, business processes, and vendor management 
practices. The project has remained in high-risk status across all assessed categories. WSDOT signed a 
delivery contract with the solution vendor, Anchor, on January 13, 2025, however due to continued 
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delays meeting contract requirements and an inability to deliver a stable technology platform, under 
the convenience clause WSDOT terminated the contract effective March 20, 2026. 
 
The TRM project started as a non-gated project and was later placed under Section 701 through the 
2025–27 Transportation Budget. Under Section 701, WaTech is responsible for independent oversight 
of major IT projects, including evaluation of project health, progress, and risk, and reporting findings 
and recommendations to agency leadership and legislative stakeholders. 
 
WaTech recognizes that WSDOT has established strong technology governance and vendor 
management programs at the agency level. This memo highlights WaTech’s main concerns regarding 
the TRM project and provides recommendations for corrective actions. These actions are intended to 
help WSDOT apply its agency-wide programs effectively within the TRM project. 
 
1. Project Governance 

Concern  
The project does not have a fully functioning governance model, clearly defined decision-making 
authorities, and consistent status reporting practices. Changes in project sponsorship and the 
absence of a dedicated project manager have further limited the project’s ability to effectively 
manage timelines, risks, and dependencies. Additionally, a comprehensive project management 
plan has not been developed or implemented. 
 
Recommendation  
By August 25, 2026, the newly onboarded, dedicated project manager, in collaboration with QA and 
the assigned WaTech expert project manager, should finalize a complete project management plan 
that includes a formal project governance framework that defines the required committees, 
decision-making protocols, escalation pathways, and standardized reporting practices Final approval 
should be obtained from the project sponsors and shared with the executive steering committee. 
 

2. Core Business Requirements 
Concern  
The project initiated work without a sufficiently defined and validated product backlog. 
Foundational discovery—such as mapping current (“as-is”) workflows and articulating the desired 
(“to-be”) future state—was incomplete. As a result, many business needs emerged late in the 
lifecycle, leading to delayed identification of major functional gaps in the prior vendor solution. 
 
Because work items were not consistently captured as user stories with clear acceptance criteria, 
the team lacked a single authoritative mechanism for tracking dependencies, confirming business 
value, or monitoring readiness for development. Additionally, no end-to-end traceability structure 
exists—either within Azure DevOps (ADO) or via a Requirements Traceability Matrix (RTM) to 
connect business needs to design, build activities, testing outcomes, and deployment decisions. 
 
Recommendation 
By August 25, 2026, assign additional requirements analysis resources to complete structured 
discovery, including documentation of as-is processes, pain points, system functionality, and the 
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envisioned to-be future state. This should include a fit-gap analysis to validate how the modernized 
solution will support business operations. 
Prior to releasing the new Request for Proposals (RFP): 

• Translate all functional and nonfunctional needs into user stories—with clearly defined 
acceptance criteria, dependencies, and business value statements. 

• Consolidate these stories into a prioritized product backlog in Azure DevOps (ADO). 
• Implement lifecycle traceability by using ADO tools—such as Epics, Features, User Stories, 

Tasks, Test Plans, and Dashboards—to maintain visibility from business need through 
development and testing. 

• If required for procurement or governance compliance, generate an RTM automatically from 
ADO work items, rather than maintaining a separate static document. The RTM (or ADO 
equivalent) should function as an active governance artifact that ensures alignment between 
scope, business objectives, and vendor deliverables. 

Completing this work prior to RFP issuance will ensure the procurement process is informed by a 
well-defined and validated backlog, reducing risk and creating a clear basis for evaluating vendor 
solutions. 

 
3. Baseline Schedule 

Concern 
The project does not have an integrated schedule that includes all tasks necessary to manage and 
forecast progress. The current schedule lacks sufficient detail and does not identify task 
dependencies, making it unreliable for forecasting. Proposed milestone dates in recent budget 
materials were submitted without supporting schedule data. 
 
Recommendation 
By August 25, 2026, develop and maintain an integrated project schedule following best practices 
that include: 

• A detailed work breakdown structure covering all project tasks, including training and 
business readiness activities. 

• Assigned resources with visibility into over-allocations. 
• Defined dependencies and identification of the critical path. 
• Clear traceability of tasks to key milestones and gated-funding deliverables. 
• As vendors are onboarded for solution development, the project schedule must be 

incorporated into an integrated master schedule. 
 

4. Procurement and Vendor Management 
Concern 
The project lacks implementation of a structured vendor management framework to manage 
vendor performance and delivery. The initial procurement strategy to rely on a single vendor 
solution proved unviable, as the vendor’s technology failed to provide the essential capabilities 
required to modernize the ticketing and reservation systems. Prior to contract termination, the 
project experienced recurring delays, missed deliverables, and significant defects in relatively low-
complexity functionality. 
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Recommendation 
Before any re-procurement or re-engagement, the project must leverage the agency’s vendor 
management program and tools to develop, document, and implement a structured vendor 
management framework that includes performance expectations, acceptance criteria, escalation 
processes, and periodic quality reviews. The project should work with their contracted QA to ensure 
procurement planning incorporates lessons learned from the initial engagement and technology 
needs align with documented requirements. 

 
5. Reset and Align Project Team Processes and Expectations 

Concern  
The project has not fully implemented a structured Agile delivery framework or enforced Agile 
disciplines with solution vendors. Foundational elements such as defined sprint cycles, backlog 
management, and routine Agile ceremonies have not been consistently applied. This has limited 
transparency, reduced predictability, and made it difficult to manage scope changes or measure 
progress across teams.  
 
Recommendation  
August 25, 2026, the project must establish and adopt a standardized Agile operating model, 
demonstrated through defined sprint cadence, backlog ownership, work-tracking standards, and 
cross-functional coordination routines. Within the model, the project must ensure the Product 
Owner role is clearly defined, empowered, and actively engaged. 
 

A written response to this advisory memo is requested by August 25, 2026. WaTech remains committed 
to partnering with WSDOT to support successful delivery of this important modernization effort. Please 
contact me or Stephanie Sarber, the WaTech Oversight consultant assigned to this project, at 
stephanie.sarber@watech.wa.gov for any related questions. 
 
cc:  Julie Meredith, Secretary, DOT 

Matthew Modarelli, CIO, DOT 
John Vezina, Assistant Secretary, WSF, DOT 
Hillary Badger, Executive Sponsor, DOT 
Jenna Forty, Sr. Business Sponsor, DOT 
Erik Nagle, Director of Marine Operations, DOT 
Jeff Masumoto, Project Director, DOT 
Elias Hayes, Project Manager, DOT 
Renee Martine, Budget Advisor, OFM 
Steven Ketelsen, Quality Assurance, Stellar Associates 
Deanna Brocker, Deputy Director, WaTech 
David Mendel, Assistant Director, WaTech 
WaTech Oversight Consultants 
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