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On July 29, 2025, the Office of Inspector General (OIG) issued a Management Assistance Report 
(MAR) on WMATA’s Enterprise Resource Planning (ERP) Implementation Project.1 The MAR 
focused on early-stage governance and project management deficiencies within the Finance 
components of the project, including accounting, grants management, and project management. 
OIG found that WMATA did not effectively manage stakeholder engagement; lacked 
documentation showing that functional and technical leads reviewed and accepted ERP 
deliverables; experienced significant delays due to disagreements over the grants management 
and project management modules; and relied heavily on contractors within an inadequate 
governance structure. WMATA management accepted all the findings and recommendations in 
the MAR and committed to implementing controls to address deficiencies attributable to previous 
leadership.  
 
As described in the MAR, WMATA’s Digital Modernization (DM) department has assumed 
responsibility for managing the ERP Implementation Project, which involves providing 
technical expertise and project leadership. Since April 2025, DM has taken several corrective 
actions, including assessing costs, restructuring governance and communications processes, 
implementing structured approval workflows, investigating software purchases for compliance, 
and instituting change-control protocols.  
 
This report examines the challenges that DM must address to deliver the project within WMATA’s 
revised cost and schedule. It reviews the project progress, explains the causes of earlier 
setbacks, evaluates the corrective steps taken so far, and highlights risks that could affect 
upcoming milestones. The scope of this audit includes a review of governance over the entire 
ERP Implementation Project, particularly with respect to the contractually required oversight and 
management steps. 
 
The  Contract for ERP Implementation  
 
On October 2, 2023, WMATA awarded  Corporation the ERP Replacement Phase II 
(Software & Implementation) contract (ERP Contract), valued at $97,485,148, to implement 

 ERP solutions. The ERP Contract establishes a comprehensive governance structure 
intended to guide all aspects of implementation. It sets requirements for structured deliverable 
management, disciplined change control, auditable documentation, defined reviewer and 
approval roles, compliance with WMATA’s information technology (IT) Procurement Policy, 

 
1 WMATA. Management Assistance Report: Review of WMATA’s ERP Implementation Project. MAR-ERP-Implementation-Project-IG-Final_Redacted.pdf. 
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detailed budgeting, ongoing financial monitoring, periodic reconciliations, and a proactive risk 
management process with clear ownership and mitigation strategies. 
 
To implement this governance structure, the ERP Contract requires WMATA to follow a formal 
deliverable acceptance framework that governs how all contract deliverables—including the ERP 
Project Management Plan—must be developed, reviewed, approved, tracked, and kept current. 
The ERP Project Management Plan is the principal deliverable that documents scope, schedule, 
resources, milestones, decision-making responsibilities, and alignment with contract 
requirements. Together, the deliverable acceptance framework and the ERP Project 
Management Plan form the contract-mandated oversight mechanism designed to promote 
disciplined decision-making, transparency, accountability, and effective control throughout the 
ERP implementation. 
 
Project Management Assistance from  Inc. 
 
WMATA engaged  Inc. (  for project management assistance after OIG raised 
concerns about the ERP Implementation Project’s direction. As part of this engagement,  
conducted a review and assessment and issued a report entitled Washington Metropolitan Area 
Transit Authority (WMATA): ERP Support, 1.4 Review & Assessment with Action Plan, dated July 
18, 2025. The report identified several steps management should take to stabilize the project. 
The report identifies six key challenges:  
 

1. A lack of clearly communicated vision and effective governance  
 

2. Unclear scope and an inconsistent approach for identifying and resolving gaps  
 

3. Inadequate program management practices  
 

4. Overextended resources and change management limitations 
  

5. Risk exposure due to the current implementation strategy and timeline 
 

6. Lack of integrated coordination across WMATA and vendor teams  
 
 issued 25 recommendations focused on three priority areas: solidifying project 

governance, pausing and assessing the Finance (FIN) module, and de-risking the Human Capital 
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In November 2021, Congress and the President enacted the Infrastructure Investment and Jobs 
Act (IIJA).3 The act requires OIG to assess the effective use of funding for major capital 
improvement projects. This ERP Implementation Project audit falls within this assessment and 
will be incorporated into the five-year IIJA report. Capital Improvement Program (CIP) 0331 is 
the funding source used to implement a new ERP solution, including integration of the new ERP 
with various WMATA software and modules, and migration of information from the old system to 
the replacement system.  
 

 
3 Infrastructure Investment and Jobs Act, Pub. L. No. 117-58, 135 Stat. 429 (2021). 
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Finding 1: Decision-making and Documentation Practices by Previous Project 
Management Led to Substantial Project Delays and Rework 
 
The previous ERP leadership team did not fully adhere to the governance, budgeting, scope 
control, and procurement requirements outlined in the ERP Contract, as further detailed in 
Appendix B. This occurred because previous leadership did not maintain adequate 
documentation of critical decisions, approvals, or procurements. The lack of documentation 
made it difficult for DM to identify who made key decisions, approved deliverables, enforced 
contract requirements, or authorized changes during the project’s most critical initial phase. 
Consequently, these deficiencies led to widespread rework, cost escalation, and project delays, 
creating significant project uncertainty and management challenges for DM. Specifically, OIG 
observed the following:  
 

a. Undocumented Prior Decisions and Unclear Accountability 
 

DM leadership identified over 100 key decisions that lacked supporting documentation, 
written rationale, or traceable approval chains. Approximately half of these decisions 
required full revalidation to ensure accuracy, safety, and alignment with current project 
requirements. To address this, DM needed to identify and review the original documentation 
to establish who made each decision, assess whether it was properly justified and approved, 
and determine if it remained valid.  
 
DM reported that the previous leadership, in many instances, did not document critical 
decisions, leaving no reliable records identifying who approved expenditures, authorized 
changes, or made key technical, financial, and operational directives. As such, DM struggled 
to determine responsibility for past errors and was unable to justify and validate prior 
actions. These deficiencies resulted in severe operational consequences, including halting 
the ERP implementation efforts by reducing staffing and suspending collaboration with key 
vendors until DM could validate the project’s direction.  

 
DM acknowledged that historical issues inherited from the previous leadership continue to 
affect current timelines, vendor relations, and DM’s ability to validate prior deliverables. To 
address these gaps, DM stated that they had begun redesigning the approval process, which 
will feature clear role definitions, automated tracking, streamlined stakeholder engagement, 
and formalized decision documentation. 
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Finding 3: WMATA Continues to Have Challenges in Project Management and 
Governance  
 
DM continues to face significant challenges in overcoming governance deficiencies inherited 
from or introduced by the previous leadership team. These challenges include developing an 
updated ERP Project Management Plan, implementing a risk assessment framework, and 
strengthening compliance with change management practices – steps required under the ERP 
Contract, as further detailed in Appendix D. DM has acknowledged that identifying these 
shortcomings and implementing the necessary controls to adequately manage the ERP 
Implementation Project will take time. However, establishing these governance controls is 
essential for minimizing future risks to the project and preventing further scope creep, cost 
escalation, and implementation delays.  
 
ERP Project Management Plan Needs to be Updated 
 
DM has yet to develop a revised ERP Project Management Plan. The ERP Contract requires 
WMATA to maintain a current and comprehensive plan that reflects the baseline scope, 
schedule, resources, and milestones. Effective project governance depends on an updated plan 
that integrates these elements and provides clear direction for managing scope changes, staffing 
needs, module sequencing, and vendor engagement.  
 
Although the previous leadership had an ERP Project Management Plan, it became outdated 
after their departure due to numerous changes to its scope and requirements. As a result, the 
existing ERP Project Management Plan no longer reflects the project’s current governance 
needs. DM has explained that an updated plan has not been finalized because they are still 
assessing the ERP Implementation Project. They indicated that additional time is needed to 
implement the required management controls, but did not provide a time frame for how long it 
would take to complete the assessment or develop the ERP Project Management Plan.  
 
DM must develop a revised plan that incorporates the numerous project changes to include 
major scope modifications, timeline shifts, staffing adjustments, descoped and rescoped 
modules, and vendor ramp-ups. Without a developed project management plan, the risk of 
misaligned priorities, inefficient use of resources, schedule delays, and escalating costs is likely 
to be repeated. 
 
 
 











 
 
 

  
 

Appendix A: Scope & Methodology 

Page | 23 
 

 

Audit Scope 
 
The OIG review focused on the ERP Implementation Project, including governance, project 
management, procurement, and financial controls.  

Methodology  

To accomplish audit objectives, OIG performed the following: 

• Reviewed contract documents, deliverables, and project artifacts. 

• Conducted interviews with DM, contractor representatives, and other stakeholders 
who are or were directly involved in the ERP Implementation Project. 
 

• Analyzed cost estimates, budget revisions, and procurement records. 

• Reviewed contract requirements, relevant best practices, and other relevant ERP 
Implementation Project criteria. 
 

• Compared observed practices against contract requirements. 
 

Generally Accepted Government Auditing Standards (GAGAS) Statement 

We conducted this performance audit in accordance with generally accepted government 
auditing standards. Those standards require that we plan and perform the audit to obtain 
sufficient, appropriate evidence to provide a reasonable basis for our findings and conclusions 
based on our audit objectives. We believe that the evidence obtained provides a reasonable 
basis for our findings and conclusions based on our audit objectives. 
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Report Fraud, Waste, or Abuse  
 
Please Contact: 
 
Email:   hotline@wmataoig.gov 
 
Website:  wmataoig.gov/hotline-form/ 
 
Telephone:  1-888-234-2374 
 
Facsimile:  1-800-867-0649 
 
Address:  WMATA 
   Office of Inspector General 
   Hotline Program 

  500 L’Enfant Plaza SW, Suite 800 
   Washington, D.C. 20024 

 

 
 
 
 

     





