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Executive Summary 

Project Nova was initiated in 2019 as Manitoba Public Insurance’s (MPI) most ambitious 
technology modernization program, intended to replace aging, end of life core systems across 
MPI’s Insurance, Driver and Vehicle Administration (DVA) and Special Risk Extension (SRE) lines 
of business. The strategic intent was to reduce technology risk, strengthen cybersecurity, and 
enable modern, customer centric digital services—aligning with MPI’s mandate to provide 
reliable, secure and accessible services to Manitobans. 

Over the life of the program, MPI delivered foundational capabilities and important operational 
learning. Release 2 (IRP) was implemented in June 2024 with low incident rates and positive 
operational feedback, and IRP Online/MyMPI work has commenced as stand-alone efforts. 
Release 1 (SRE) established a new platform but experienced quality and adoption gaps; 
approximately half of policies were being managed in the new system, and a remediation plan is 
underway. Release 3 completed Discovery only; Release 4 did not start. 

A comprehensive 2024/25 review—incorporating the outcomes of Release 3 Discovery, lessons 
from Releases 1 and 2, governance feedback, and rate-payer accountability—concluded that 
continuing within the Nova construct would extend timelines, increase costs, and constrain 
organizational capacity for other critical modernization. Discovery signaled a materially longer 
duration (to ~56 months from 18) and higher cost trajectory (program total ~$435.7 million vs. 
prior ~$290 million, before any detailed R4 discovery). On balance, and to align with PUB 
expectations for transparency and accountability, MPI’s Executive Steering Committee 
determined that the original Nova program model was no longer the responsible path. The 
program was closed on June 30, 2025, with remaining modernization needs to be planned at a 
future date in alignment with capacity for change and balanced with other key initiatives needed 
to support the business. 

Financial context (life -to date): As of June 30, 2025, MPI had incurred $167.9 million in 
implementation costs ($117.8 million capitalizable; $50.1 million expensed) and $65.0 million in 
ongoing expenses (licensing/support). Consistent with IFRS, MPI recorded a $60.8 million 
impairment of deferred development cost assets in 2024/25; impairment testing is performed 
annually and is independent of the decision to close Nova. Foundational work related to R1–R3 
remains in use. 
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What should be taken from the experience (lessons learned): 

• Right-sized planning and estimation are essential: early timelines and budgets were
optimistic for the scope and complexity involved.

• Requirements discipline and integrated testing must be thorough and frontloaded (end-
to-end scenarios, data readiness, role-based security testing, clearly defined acceptance
criteria).

• Governance and decision-making need clear gates, timely escalation paths, defined
business sponsorship, clear ownership of decisions, and financial challenge from
Finance/CFO.

• Operational readiness and knowledge transfer require named accountabilities, living
OSMs, and repeatable, documented KT plans.

•

• Program construct matters: a single, siloed, multiyear program diluted focus and crowded
out other enterprise IT debt priorities; a portfolio managed, phase gated approach is
better aligned to MPI’s capacity and annual funding cycles.

• Data Readiness is critical:   focus on documenting and addressing issues and impacts to
critical system data during project lifecycle.

• Ensure clear process understanding:   business process intent, outcomes, measures and
accountability must be clearly understood and documented

Next steps (how modernization proceeds responsibly): 

• Move forward via the Five-Year Rolling IT Roadmap using a portfolio managed, phase
gated delivery model with annual (gated) funding approvals tied to milestone
achievement and transparent KPIs (the “traditional approach”).

• Stabilize SRE (R1) through a timeboxed remediation plan, with adoption/quality KPIs and
explicit go/no-go- gates for broker transitions.

• Advance IRP Online and MyMPI as discrete, low risk increments, 

•

• Close the Nova benefits ledger and track other project benefits under the Roadmap at
the project level, reporting progress and value realization on other Roadmap initiatives
annually to the Board and in alignment with PUB expectations.

This pivot preserves the strategic objective—retiring legacy risk and improving service—while 
matching scope to MPI’s capacity, improving financial discipline, and providing the Board with 
clearer oversight through staged approvals, measurable outcomes, and transparent reporting. 
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Program overview – the strategic vision 

Launched in 2019, Project Nova was Manitoba Public Insurance’s (MPI) most ambitious 
and complex technology modernization initiative to date. Its core objective was to replace 
MPI’s aging, end-of-life Insurance, Driver and Vehicle Administration (DVA) (Autopac On-
Line), claims (CARS replacement), and Special Risk Extension (SRE) systems – critical 
platforms dating back to the 1990s. These legacy systems posed mounting risks to 
operational efficiency, customer service, and information security. To mitigate these 
risks, MPI had to make strategic investments to migrate these core business systems to 
modern, supported technologies, thereby reducing its technology debt and strengthening 
its cybersecurity resilience. 

Project Nova aimed to enhance customer experience, introduce online service offerings, 
and reduce dependency on outdated systems. The transformation was closely aligned 
with MPI’s broader business goals: ensuring long-term service sustainability, improving 
cyber resilience, delivering greater choice and accessibility for Manitobans, and 
optimizing operational efficiency across channels. 

Nova’s scope included: 

• Technology transformation: Replacement of core registration, licensing, 
claims, and insurance systems. 

• Business functions: Overhaul of commercial and personal insurance sales, vehicle 
registration, licensing, and physical damage claims management across both broker 
and MPI service delivery channels. 

• Digital services: Development of online portals for personal, corporate, and 
commercial customer self-service. 

This transformation was intended to improve service delivery for brokers, partners, and 
Manitobans, with the flexibility to meet the rising demand for digital services. Notably, 
MPI customer research showed a growing preference for online options – jumping from 
27 per cent in 2020 to 50 per cent in 2022. 

Challenges and re-baseline 
Despite its intent and potential, Project Nova faced significant challenges including: 

  

• overly aggressive timelines 
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• underestimation of system complexity, lack of documentation as to how the systems 
worked and reliance on “tribal knowledge”  underestimation of the knowledge transfer 
and experience required in IT to ensure a smooth transition to production 

• organizational capacity and capability to deliver transformational change 

• shift from Technology Modernization to Business Transformation focus part way 
through program, multiple leadership changeovers in key executive roles with 
different focus/direction 

Among the items listed above, the most critical challenge was clearly the first:  
This foundational issue contributed to and enabled 

the subsequent problems, ultimately leading to the conclusion that the project could not 
be salvaged.  

In 2021, MPI conducted a review and rebaseline of Project Nova. The revised plan 
extended timelines and increased budgets to better reflect the project’s complexity and 
mitigate emerging risks. However, with hindsight, it  

  

Subsequently, MPI launched the first release focused on the Special Risk Extension (SRE) 
line of business, resulting in the immediate identification of  

 causing significant difficulties for clients, brokers and staff.  

Strategic pivot and program closure 
Despite some progress, the cumulative challenges (strategic, technical, organizational, and 
financial) led MPI to conclude that Project Nova, as a standalone, multi-year program, was 
no longer viable or responsible to continue. 

In 2024, MPI undertook a ten-month assessment period to reflect on lessons learned and 
reassess its technology strategy holistically. Key conclusions included: 

• MPI must develop and reliably follow rigorous protocols that address the 
shortcomings in Project Nova that were identified earlier, starting with an 
understanding of the corporate hierarchy and culture that contributed to the 
project’s failure. 

• Project Nova could not succeed in isolation due to interdependencies with other 
outdated systems not within its scope. 

• MPI must move away from large, siloed, multi-year initiatives that lack alignment 
with its annual planning and budgeting cycles. 

• Transparency, accountability, and incremental value delivery must be core tenets 
of all future modernization efforts. 

As a result, MPI officially closed Project Nova and committed to integrating the remaining 
work into a Five-Year Rolling IT Roadmap. This roadmap will guide MPI’s enterprise-wide 
technology modernization, ensuring alignment with corporate strategy, shareholder 
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expectations, and annual budget planning processes. 

The path forward 
MPI’s new technology strategy focuses on: 

• Annual planning and budgeting 
Incremental funding “unlocked” through annual approvals, increasing 
accountability and oversight. 

• Holistic modernization 
Integrating all legacy system replacements, not only the core business systems 
included in Project Nova, into a cohesive synchronized roadmap, not fragmented 
projects. 

• Customer-centric design 
Continued use of customer research and engagement (e.g., Voice of the Customer 
ePanel) to guide prioritization and design of digital services. 

• Cybersecurity and resilience 
Systematically phasing out legacy systems to strengthen data security and service 
reliability. 

• Transparent governance 
A new governance structure to ensure roles, responsibilities, and outcomes are 
clearly defined and tracked. 

While Project Nova did not achieve its original goals, it served as a critical inflection point 
for MPI. The lessons learnt are now shaping a more thorough, integrated, and 
accountable approach to IT modernization that supports MPI’s mission to deliver safe, 
reliable, and customer-focused insurance and licensing services to Manitobans. 

MPI is committed to transforming its technological landscape through transparent, strategic 
and annual measurable progress. 

Business objectives and key deliverables 

Project Nova was initially called the Legacy Systems Modernization project, which 
reflected the original goal of replacing the Corporation’s outdated business systems. 
Planning for the project started in July 2018 with an anticipated end date in the third 
quarter of 2023.  

The preliminary business case was approved in 2019 and allowed the Corporation to 
execute RFPs. A rebaseline in 2021 included adjustments to the preliminary budget for 
the selected products, executed contracts for the products, system integration efforts, 
and services. It also included leadership resource costs not included in the 2019 business 
case. The scope of the program and its delivery timeline of three years remained 
unchanged from the original business case. 
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During the start of the program implementation phases in March 2021, significant risks 
were found pertaining to organizational strengths needed for successful delivery. These 
included organizational capacity, Subject Matter Expert (SME) capacity, insufficient depth 
of understanding business requirements, and the capability/learning curve for 
implementing a program of this magnitude. These risks became issues leading to a release 
management review initiated by MPI Project Nova leadership in 2022 to assess the 
viability of the three-year schedule. This review found the three-year schedule 
assumption to be extremely aggressive and unrealistic to implement a project of this size 
and scope. 

Consequently, the delivery schedule was adjusted and “flattened” by adding an additional 
20 months to the existing timeline to reduce the delivery risk of the program. This 
mitigation step increased the delivery schedule from three years to five years but did not 
change the scope of the program. 

Please see Appendix 1 for the evolution of the costs of Project Nova budget as per the 
original business case and in each of the subsequent business case rebaselines. 

At the heart of the program was a commitment to move away from outdated systems and 
manual processes toward modern, digital tools that reflect how customers expect to do 
business today. 

It was an ambitious program, originally structured in four major releases, with support 
from external partners and internal teams across the organization. Together, they helped 
shape the strategy and execution of Project Nova. 

Nova was driven by five key business objectives: 

1. Technology risk 
Replace core legacy systems with modern, commercial off-the-shelf solutions to 
reduce technology debt and minimize operational risk. 

2. Information security 
Strengthen the protection of customer information by introducing enhanced 
privacy, integrity, and availability controls. 

3. Customer self-service 
Enable online services so that Manitobans can manage their insurance needs 
anytime, anywhere. 

4. Future business agility 
Equip MPI with the tools and flexibility to respond quickly to changes in 
regulations, legislation or customer expectations. 

5. Cost Savings and Efficiency 
Reduce the cost of maintaining outdated systems and improve the way MPI 
delivers services to the public. 

These five objectives guided the program’s structure.  Staggering the transformation in 
four major releases enabled each one to build on the last, with the goal of modernizing 
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core systems that support insurance, vehicle registration, driver licensing, and physical 
damage claims. 

Summary By Release 

Project Nova was originally broken out into 4 main releases, with 3 sub releases which 
allowed self-serve capabilities.  

• Nova Release 1A – Special Risk Extension (SRE)   

• Nova Release 2A – International Registration Program (IRP)   

• Nova Release 3A - Autopac, Vehicle Registration and Driver License  

• Nova Release 4A - Physical Damage Claims 

• Nova Sub-Releases – R2B, R3B, and R4B (Self Service Releases) 

Release 1: Special Risk Extension (SRE) – Launched February 2023 
The first release focused on commercial insurance through the Special Risk Extension 
(SRE) program. It was intentionally selected as the starting point because it allowed MPI 
to introduce foundational technology without disrupting the largest customer segments 
right away. 

The release introduced three new systems: 

1. MPI  
Used by staff to view customer records and manage broker records. 

2. MPI Connect 

A new broker portal for billing and policy management. 

3. MPI Policies (Duck Creek) 
A system for creating and managing SRE insurance policies. 

It was intended to deliver: 

• faster service delivery for commercial insurance customers 

• streamlined, digital workflows for staff and brokers 

• stronger data security 

• reduced reliance on outdated systems 

This was to mark a significant shift from paper-based processes to a modern digital 
platform. It was the first time MPI deployed technology of this kind, and it required major 
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changes to how brokers and staff work. The shortcomings of the product at roll-out 
indicated that few if any of the challenges and gaps in planning identified in early 2021 
were properly addressed in the subsequent two years of development. 

Recognizing the impact, MPI worked closely with brokers to establish a phased rollout 
approach; offered training, tools, and hands-on experience through model office sessions; 
and developed an Operational Support Model with a dedicated Command Centre to 
quickly review and attempt to resolve issues. 

The Corporation began migrating policies in January 2023; however, migration of the 
policies slowed down by May due to defects that prevented the platform from being fully 
operational. Migration of policies from the old system stopped in 2024.  After significant 
efforts to reduce defects and implement fixes,  

 
  The decision was made in April 2025 to revert to the 

paper-based approach to minimize the impact on clients, brokers, and staff. 

Release 2: Legacy IRP System – Launched June 2024 
The second release focused on the International Registration Plan (IRP), which serves 
commercial carriers with cross-border operations. It was initially planned as a two-part 
release (R2A and R2B), however upon further analysis of escalating costs, expanding 
timelines, and lack of organizational readiness, the second part was removed. MPI 
Registration replaced a number of legacy IRP systems and processes, making it easier and 
more efficient for these customers to interact with MPI. 

 

Key outcomes included: 

• a dedicated IRP Hub at the King Edward Service Centre 

• the ability for carriers to pick up IRP documents at any MPI location 

• simpler credential documents for drivers 

• enhanced information security 

• an IRP solution that is compliant with the IRP consortium. 

This release benefited from the lessons learned during Release 1. A Command Centre was 
established to provide rapid support to staff and customers, helping ensure a smooth 
transition. There were no major service disruptions, and feedback from internal and 
external stakeholders was positive. 

In early March 2025, the Corporation started implementing IRP Online, a new platform 
that will give IRP customers the ability to handle various transactions, including 
submitting supplements, making payments, and accessing documents online. This 
functionality was originally part of the second Nova release but could not be completed 
last year. It is being completed as its own standalone project outside of Nova. 
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Release 3: Insurance, Driver Licensing and Personal Vehicle Registration – Discovery Phase 
Release 3 was the most ambitious phase of Project Nova. It aimed to modernize the 
Autopac systems that touch nearly every customer in Manitoba – personal insurance, 
vehicle registration, and driver licensing. The scope included a wide range of services, 
from purchasing basic and extension insurance, to managing driver abstracts, fleet 
insurance, and licensing needs. 
 

To prepare for the largest increase, MPI undertook an extensive eight-month Discovery 
phase to: 

• confirm business requirements 

• estimate costs and timelines 

• identify risks 

• strengthen enterprise-wide understanding and readiness 

The Discovery work was thorough and valuable. It gave MPI a clearer understanding of 
what this next phase would require. However, the findings also revealed serious 
challenges. 

To complete Release 3 as envisioned, the anticipated cost of Project Nova (at the time of 
the 2022 rebaseline) was $85 million, without accounting for the fact that MPI had yet to 
undertake Discovery efforts for Release 3 or 4. Risks related to scope, complexity, 
inflation, and long-term contract commitments remained high. In 2025 (post-Discovery) 
the cost was estimated at $256.8 million – an increase of $171.8 million, which resulted in 
total program moving from $290 million to $435 million (without detailed Discovery for 
R4). Additionally, the projected implementation timeline for Release 3 increased from 44 
months to 56 months. 

Release 4: Physical Damage Claims – not started 
The fourth and final planned release was intended to transition MPI’s physical damage 
claims from a dated legacy system to a modern, reliable, and safe platform. It would also 
modernize the user’s experience and enable online services for claims customers. This 
phase did not start; no discovery or planning activities had been undertaken for R4. 

Nova Re-baselines:  
When Project Nova launched in 2019, it was with a bold and necessary vision: to 
modernize some of MPI’s outdated technology; improve how Manitobans interact with 
the Corporation; and set a new standard for customer service. 

At its core, the program aimed to adapt Manitoba’s public auto insurance model for 
today’s world by replacing systems that were outdated and nearing end of life. These 
legacy platforms (such as Autopac Online, the Driver Licensing mainframe, and others) 
are still used daily to serve customers across the province. However, they are becoming 
more costly to maintain, were not designed for today’s service expectations, and do not 
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offer the future agility needed to evolve and meet customer expectations. 

 

The starting blueprint: LSM; Original business Case 
In 2019, the original plan was built with the assistance of two external consulting firms, 
which produced a preliminary case for change. No Request for Proposals (RFPs) were 
issued at the time, and no products had been selected, negotiated, or finalized, therefore 
the total was considered preliminary. The plan centered four major releases and was 
expected to take approximately three years to complete. It included a structured timeline 
and budget, with a high-level scope intended to meet the five key business objectives. 

Project Nova encountered challenges that affected its original timeline, delivery strategy, 
and overall feasibility. 

Recognizing the need for realignment: 2021 Re-Baseline 

After approval of the preliminary business case in 2019, the next phase was to execute 
RFPs, which were then incorporated into what is identified as the 2021 Re-baseline.  This 
finalized the original 2019 business case. The 2021 Re-baseline included adjustments to 
the preliminary budget for the selected products, executed contracts for the products, 
system integration efforts and services.  Also, the 2021 Re-baseline included leadership 
resource costs not included in the 2019 business case. The scope of the program and its 
delivery timeline of three years remained unchanged from the original business case. 

2022 Re-Baseline 

During the start of the program implementation phases in March 2021, it had become 
clear that the original plan underestimated the level of effort, resources, and 
organizational readiness required to effectively implement the transformation. As 
stated earlier, neither did the original plan properly consider the other aged critical 
interfacing systems. 

A full internal and external review was conducted. Following that, MPI’s leadership 
recommended a second re-baseline of the project to: 

• acknowledge and address underestimated timelines and resource needs 
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• reduce pressure on MPI staff and broker partners during critical service periods 

• provide more time for implementation readiness and training 

• improve overall program governance and risk management 
 
This re-baseline was approved by MPI’s Board of Directors, adding approximately 20 months 
to the project schedule. The MPI Board of Directors approved a 40 per cent contingency 
budget amount. The project was re-baselined to $224.1 million plus 40 per cent contingency. 

Post Re-baseline March 2022 

Project Nova encountered events after the re-baseline in March 2022 that have had 
significant impacts on its delivery timeline. The 2023 strike and subsequent 
operational backlog that occurred in early Fall of 2023 caused delays and additional 
costs.   

Discovery activities for Release 3 started in late spring 2024, with the development of 
the integrated program plan supported by solution management vendor services.  

Results showed that the extended timelines and increased budget failed to achieve the stated 
objectives of the re-baseline, noted above. 

The Decision to close Project Nova 

Not structured for success 

R1 delivery was not successful, R2 was delayed, and scope was deferred, and R3 Discovery 
identified significant risks and budget increases. 

Several key issues became apparent: 

• The project timeline was unrealistic. 

• The project governance was ineffective, causing delays, and seemingly preventing 
forthright reporting and discussion regarding shortcomings in high level and detailed 
requirements planning. 

  
 

  
 

• Impacts from multiple significant changes in MPI leadership, global pandemic, and 
historic strike. 
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These factors have all led to delays and cost overruns with many starts and stops to 
this project. Continuing with the program as originally planned was not responsible or 
sustainable. 

Please see Appendix 2 for a detailed description of the lessons learned throughout the 
implementation of Project Nova. 

In June 2025, following a 10-month thorough review and with consideration of 
feedback and concerns raised by government and stakeholders, including MPI’s 
regulator, the Public Utilities Board, the Corporation announced the closure of 
Project Nova. The Corporation did not make this decision lightly, however staying on 
this path would not have been responsible nor in the best interest of Manitobans. 

Furthermore, when MPI looked at industry best practices and how others had 
accomplished similar transformations, it was evident that the Corporation’s 
aspiration did not match its capacity nor its  capabilities. Nova experienced 
significant missteps, and it did not deliver the value for money that was originally 
planned and promised. 

MPI could not continue working on Nova in isolation and with large multiyear 
budgets that do not consider the costs to the Corporation and the effect on 
ratepayers in Manitoba. 

This did not eliminate the need to replace legacy technology systems that enable 
service delivery. Separate from Nova, but an important failure of MPI, no path 
forward was developed for all other information technology systems that are 
outdated and require replacement. 

Under the guidance of MPI's Board of Directors, leadership is taking a different 
approach. The Corporation will use the in-depth Discovery of Phase 3, along with the 
lessons learned on Nova’s missteps, to inform the creation of future initiatives. In 
addition to these learnings, MPI has initiated forcasted planning on technical risk 
needs. This provides a true picture of the technological needs and allows the Corporation 
to prioritize work into bite-size pieces for the most part while aligning with industry best 
practice. 

MPI is committed to doing better. The Corporation is taking the lessons it learned from 
the program and applying them to future plans to create a smarter, more strategic path 
forward that ensures value for Manitobans, aligns with MPI’s core responsibilities, and 
supports the long-term health of the organization. 

Investment overview 

Transformation of the business systems included in Project Nova was necessary. 
Significant investments were required in both technology and people. These investments 
were made with the intention of delivering long-term value for Manitobans. However, not 
all of the spending under Project Nova has resulted in systems or tools that MPI can use 
going forward. 

As of June 30, 2025, MPI expended a total of $167.9 million in implementation costs 
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(consisting of $117.8 million in assets eligible for capitalization, $50.1 million in expenses 
not eligible for capitalization) and $65 million in ongoing expenses (including licensing and 
support costs) on Project Nova. 

Please see Appendix 3: Project Nova – Life to Date Costs. 

In accordance with International Financial Reporting Standards (IFRS), intangible assets 
are tested annually for impairment. During 2024/25, MPI recorded an impairment of 
$60.8 million on the deferred development cost assets in the externally audited financial 
statements in accordance with IFRS as of March 31, 2025. Foundational work relating to 
R1, R2 and R3 remains in use. 

Post Implementation – Value Management  

Program Nova’s forecasted benefits were dependent on full delivery of the business 
case scope. With the closure of Program Nova without full delivery of scope, there are 
no benefits recognized and there will be no further tracking or reporting on these 
benefits. 

Compliance and Audit 
The Nova program has undergone extensive analysis and audits. The following internal 
analysis was undertaken and reported Q1 2024: 

• Prior assessments and PUB orders reviewed 

• Examined outcomes from R1 and R2  

• Reviewed financial impact of decisions 

• Met with all critical vendor partners to discuss Nova  

• Met with counterparts from SGI and ICBC to discuss Nova  

• High level investigation of project management and agile execution 
approaches. 

 
MPI conducted eight management consulting firm assessments between 2019 and 2024 for 
Nova, which generated approximately 135 observations/recommendations, with the majority 
focused on Governance, Leadership, and Program Management. The following contains the 
Governance vendors audit of findings: Audit Summary of Findings.xlsx. External reviews can 
be found in the Appendix. 
 
Additionally, a governance vendor reports independently to the Technology Committee of 
MPI’s Board of Directors. The following Summary Report was provided by the governance 
vendor in December 2024: MNP annual report :  Program Nova - Independent Governance 
& Risk Advisory Services - Summary Report - 20Dec24 - FINAL.docx 

Looking ahead: a new, responsible approach to legacy system replacement 
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Building on experience to move forward 

MPI remained committed to updating the systems that support public auto insurance in 
Manitoba, and that commitment still holds true today. The work itself is not ending, but 
the way MPI approaches it is changing. 

 

The shortcomings in strategic planning and execution throughout Project Nova are well 
known and documented. The corporation is taking the following actions that will better 
ensure success in future: 

• An improved governance framework that escalates issues promptly and 
ensures that the right people will be involved at the right time 

• An enhanced corporate capacity and capability to develop and deliver 
transformational change 

  
  

 
A full partnership between IT and the business to help ensure that the systems will meet 
expectations and all participants understand and can support the timelines. The issues 
Project Nova encountered revealed a broader truth: technology transformation at MPI 
cannot be addressed through a single program, no matter how ambitious. It requires a 
holistic strategy that includes the full executive management team, looks at all systems, 
aligns with annual rate-setting processes, and is transparent and accountable to 
Manitobans. 

MPI’s new model, a Five-Year Rolling IT Roadmap, recognizes that technological 
investment must be an ongoing, organization-wide effort.  The roadmap in conjunction 
with new governance on initiative enablement (Strategy to Execution pipeline, 
Integrated Corporate Portfolio and Corporate Portfolio Governance) will: 

• incorporate all IT modernization needs, not just those identified in the former 
Project Nova 

• align with annual planning and budgeting 

• include mechanisms for annual reporting and approval 

• ensure that work is paced appropriately based on available resources and 
capacity. 

A new approach to IT planning 
MPI is implementing a new approach to managing technology investments: 

• Five-Year Rolling IT Roadmap 
The roadmap provides a structured but flexible framework to guide all 
modernization efforts. It ensures MPI can respond to changing business needs 
while maintaining a long-term vision for system renewal. 
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• Better budgeting and forecasting 

With clearly defined scopes and timelines for each project, MPI will be better 
equipped to manage spending, improve financial forecasting, and meet its 
reporting obligations to the Government and Public Utilities Board. 

MPI will begin to return annually through the Government of Manitoba’s 
budgetary process to request approval of funding for IT initiatives, ensuring 
greater oversight and accountability. 

• Prioritization of high-value initiatives 

• Current priorities include stabilizing the SRE business line and enhancing the 
foundational elements of MyMPI and IRP Online Technical debt reduction 

The roadmap includes a deliberate focus on reducing technical debt across the IT 
environment, including legacy systems initially in scope for Project Nova. 

• Improved procurement strategies 
A modular project structure will help MPI  

 ensuring greater cost-effectiveness and 
accountability. 

Moving forward, MPI will work towards planning, costing, and delivering each project 
within reasonable timelines of 12-24 months. This will provide greater visibility into 
commitments and spending and build accountability for dollars spent and value 
delivered. 

MPI is committed to providing the Five-Year Rolling IT Roadmap, which will report 
progress on the current year and highlight initiatives being planned for the next, with 
details regarding their impact on business units, along with scope and cost estimates. 

The path forward will align MPI’s plans with its human and financial resources. By 
breaking down the legacy system replacement into stand-alone projects wherever 
possible, MPI can focus on planning, costing, and delivering each project with clear 
timelines and accountability. This approach allows MPI to remain adaptable to 
changing circumstances and priorities, focusing on near-term (12-24 month) goals 
while maintaining a long-term vision.  

 
 

 

Vendors and contracts 
Several external vendors were engaged throughout Project Nova to provide system 
solutions, program delivery, and governance support. Some of these included: 

• Duck Creek Technologies provided the MPI Policies system used in Release 1. 

• System integration partners were engaged across various phases of Nova, 
including planning and execution of Releases 1 and 2, and Discovery for Release 3. 
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• Governance and advisory vendors were brought in to provide oversight, quality 
assurance, and project management support during the program's later stages. 

Contractual status 
• All current contracts have been reviewed as part of the wind-down of Project 

Nova. 

•  
 

Strategic benefits 
The new roadmap brings several advantages: 

• Alignment with capacity 

Projects will be scaled to match MPI’s financial and human resources. 

• Enhanced flexibility 

Allows for course corrections as priorities shift or new information emerges. 

• Focused delivery 

Improves project accountability and increases the likelihood of successful 
outcomes. 

• Long-term sustainability 

Builds a foundation for secure, resilient, and modern platforms that serve 
customers, employees, and all Manitobans. 

MPI’s transition to the Five-Year Rolling IT Roadmap reflects a strategic shift informed by 
the lessons of Project Nova and guided by industry best practices. This approach supports 
proactive risk management of IT infrastructure, continuous improvement, and responsible 
investment in public service delivery. 

The Corporation is committed to advancing technology in a way that enables innovation 
without overextending resources. By pacing modernization efforts to align with 
organizational priorities, MPI is ensuring that technology remains a trusted enabler of 
service excellence, operational stability, and long-term value for Manitobans. 
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Appendix 1: Evolution of Project Nova Budget 

Figure 1 – High-Level Summary of Project Nova Budget Evolution 

 

 
Figure 2 – Comparison of Original Business Case and 2021 Re-baseline Budgets 

 

 

 
Figure 3 –2022 Re-baseline Budget Detail 
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Appendix 2: Project Nova Lessons Learned and Go Forward Actions 

Summary 

What worked well/Successes: 
• Skill, dedication and agility project team and stakeholders demonstrated through 

the many challenges and pivots 

• Team Resilience: Despite the challenges, the team demonstrated resilience and 
adaptability in addressing and managing these unexpected issues, contributing to 
their overall learning and experience. 

• Continuous improvement efforts and lessons learned documented and applied 

• Continuous assessments undertaken to strengthen position; 8 management 
consulting firm assessments completed between 2019 and 2023 to elicit program 
recommendations for improvement 

• Continuous feedback from the governance vendor 

• Executive leadership's focus on transparency and direct communication 

What could be Improved/Challenges: 
The following challenges have all led to delays and cost overruns with many starts and 
stops to this project: 

• Project timelines were unrealistic 

  
 

• Ineffective project governance 

• Significant changes in MPI leadership 

• Global pandemic 

• Historic strike 

• Aspiration did not match internal capacity or industry best practice for these 
types of major transformations. 

MPI is dedicated to building upon successes and learning from the past to chart a new 
path forward. 
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Lessons Learned Release 1(SRE) 
The following were the focus areas of SRE Lessons Learned: 

Requirements Completeness: Ensure full end-to-end processes signed off by business 
and finance. The Requirements Centre of Excellence (COE) to partner with the 
business and the program in implementing an improved process to holistically 
capture the business requirements. An improved Responsible, Accountable, 
Consulted, Informed (RACI) matrix to ensure ownership & accountability. 

Software Development Life Cycle (SDLC) Management: Practice mature enterprise 
code management, environment management and release management. 
Implement an approved SDLC framework with reference architecture guidelines 
for all platforms to ensure code management, environment management and 
release management can be executed successfully and efficiently. 

Reports Requirements and Data Mapping: Ensure full end-to-end alignment to 
software development requirements 

Shift Left Testing Approach: Requirements COE formed which Quality Centre Of 
Excellence (QCOE) will align to for full traceability. Test Driven Development and 
Behavior Driven Development standard approach for all testing, from the very 
start. 

Solution Management Approach: from the start. Decomposition of the Solution epics 
into solution features, with mapping to supporting Agile Release Trains (ART) and 
Shared services backlogs, with validation to meet the standards for requirements 
as defined by MPI. 

Retrospective: 
• The implementation of the SRE solution followed an agile approach wherein a 

minimal viable product was defined that did not match the capabilities within the 
system being replaced and added new capabilities that were not in the existing 
system. 

• Significant gaps and functional workarounds were introduced into the 
administration of the SRE program leading to a lack of adoption. Approximately 
50% of policies are managed in the new system. 

• A thorough review of this program, including with the system integrator and 
software vendor, has been completed and an action plan is underway to correct the 
implementation issues. Executive level relationships have been established with 
the firms involved. 

• SRE is a smaller line of business and is complex due to custom policies. This is unlike 
other aspects of MPI business which have higher volumes but more uniformity. 
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Recommendations for Improvement: 
• Visible Executive Sponsorship from the beginning and presence in 

milestone demos. 

• Formalized clarity on the definitions of Defect and Enhancement, with more 
stringent adherence to severity standards for defect management. Defects often 
moved to a higher severity for early delivery. 

• Early involvement and engagement in PI Demos from the business including 
attendance from impacted stakeholders. 

• Demos were often regarded as a technical exercise, and early 
business identification of issues was required for improved delivery. 

• Ownership and formalization of cross-stream testing and model office/training 
efforts with clarification of roles and responsibilities. The Model Office and 
Training environments were not supported well enough from a data and access 
perspective and resulted in multiple ad hoc endeavors to support business and 
training activities. 

• Focus on the delivery of business features, not the individual components. For 
example, focusing on the ability to validate insurance coverage (either manually or 
automatically) instead of the completion of a specific integration. 

• Adoption and socialization of parallel/concurrent development of Digital 
code. Managing and executing code merging was challenging between SRE and 
Nova, now we have SRE, IRP, and Nova. 

• Early Prod Data Migration Dry Runs helped find issues with unmasked prod 
data. It was recommended to include a business validation step and run all 
validation checks. 
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Information Technology Lessons Learned 
The following Information Technology Lessons Learned information was gathered as part 
of the Lessons Learned process following Release 2: 

What Went Well 
Documentation for Operational IT Teams 

• The project Quality Team created their own documentation and processes to 
transition to the operational quality team 

• Creation and continuation of the Process Interface Manuals (PIMS) and shared 
procedures development 

• Known errors with workarounds documented and published prior to go-live 

• Data & Analytics knowledge transfer documents and recorded sessions were 
posted and available for team reference 

Operational Support Model and Command Centre 

• Command Centre was efficient 

• The process for tracking incidents and relating them to underlying defects or 
enhancement was effective 

• A Business Analyst who had both business and technical knowledge was onsite for 
the business during the command centre period. 

IT Team Processes 

• Security bugs were transitioned to the operational team backlog prior to go-live 
(lesson learned in R1 implemented for R2) 

• Quality assurances clickthrough activity identified many risks and actions 
Other 

• The Operational Readiness team was open to feedback from the IT teams 

What Didn't Go Well 
General 

• There was a lack of clarity regarding project leadership/sponsor (who was in charge) 

• Knowledge transfer plans were developed but were not fully executed 

• The document development process and resourcing were inadequate to achieve 
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required documentation outcomes 

• There was a loss of knowledge when key project resources, such as business 
analysts, were not transitioned to operational positions or kept on for warranty 
period 

• Inconsistent funding (project vs. operational) for project resources to support 
operations knowledge transfer (self-sufficiency) gaps after go-live 

• Access issues for IT team members (CIS) were not addressed efficiently and were a 
roadblock to completing tasks 

Quality Assurance 

• High turnover of vendor resources caused a loss of historical knowledge 

• Inadequate time availability (due to other assigned tasks) of the individual tasked 
with providing the knowledge transfer/hands-on training to the operational QA 
team 

• No access to the vendor's SharePoint site for user guides and knowledge artifacts 
reference documents; the vendor does not provide access to training resources 

• Inadequate reference tools/documents were provided for operations QA team 

• Operational QA team training requirements were not met 
IT Service Management 

• Table tops exercises (scenario practice sessions) were developed by the ITSM 
operational team for Release 2; project related responsibilities without extra 
resources 

• Security access management, during project and at transition to operations, was 
challenging 

Security 

• There was an inadequate understanding of IRP business by the technical team to 
support threat monitoring and incident response 

• Incomplete knowledge transfer resulting in orphaned PBIs at time of transition to 
operations 

Data & Analytics 

• There was an inability to have hands-on access tools during knowledge 
transfer/training sessions (Azure Synapse Analytics) 
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Tactics and Actions Plans – Self Sufficiency 
Tactic 1: For all upcoming Major Programs projects, establish documented knowledge 
transfer plans for each IT resource moving from project to operations at the beginning of 
the project (as part of self-sufficiency activities) and assign a project and/or operational 
lead (supervisor, manager) to be accountable for ensuring that the plan is executed. 

o Action 1: Assess the learning needs of all applicable IT stakeholders early in 
implementation phase to understand requirements for training and knowledge 
transfer. 

o Action 2: For R3 projects, include specific Knowledge Transfer plans as deliverables 
for product team/operational ART team members; assigned to operational leader 
(project team lead may be support person). 

o Action 3: Accountable operational leaders report back to the director and IT 
executive sponsor at critical project gates on status of knowledge transfer plans. 

o Action 4: Repeat and enhance knowledge transfer activities, such as Table-Top 
sessions, as many times as necessary to support achieving knowledge and ability of 
IT support resources. 

o Action 5: Ensure that ‘business’ knowledge is included in the Knowledge Transfer 
plans. 

Tactic 2: Assign internal MPI resources to key positions (determined at beginning for 
project) on Major Programs project teams and then transition resources to the 
operational ARTs at transition to operations (go-live) 

o Action 1: During project resourcing, start transition to operations and self- 
sufficiency planning. 

Tactic 3: In self-sufficiency and knowledge transfer planning, ensure that 
vendor/consultant project resources have tasks and time assigned for knowledge transfer 
activities. 

o Action 1: Ensure that PI/sprint plans include vendor/consultant project resource 
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time for knowledge transfer activities. 

o Action 2: Start knowledge transfer activities with the experts at the beginning of 
the implementation phase of the project. 

o Action 3: Plan for consistent funding of post go-live project resources to support 
knowledge transfer gaps. 

Tactic 4: Vendors provide all user guides and knowledge artifacts to the project team 
during the project to enable development of MPI support documentation. 

o Action 1: The project manager ensures that the vendors are providing all the user 
guides and knowledge artifacts that the project and operational support teams 
require and save the document repository. 

Tactics and Actions Plans – Documentation 
Tactic 1: Establish an IT document management system for support and reference 
documentation across all IT departments. 

o Action 1: Take the tactic to IT senior leadership team for approval as an operational 
tactic. 

o Action 2: Lead person assigned and added to annual operational plan. 

o Action 3: Establish a working group with engagement across the IT directorate. 

Tactic 2: Improve communications regarding the availability of key support documents 
prior to go-live. 

o Action 1: Major Programs R2 OCM provided IT directors and managers with links 
to key R2 support documents on KnowledgeNet for cascading to staff. 

o Action 2: Each impacted IT department manager followed up with team members to 
communicate where support documents are currently located. 

o Action 3: Nova Release 3 projects – included communications regarding support 
documentation availability in each project’s communications plan. 

Tactic 3: For all upcoming Major Programs projects, continue to utilize the Business 
Readiness Transition to Production document development process, but in addition to 
project management support by the Operational Readiness team, assign an operational 
lead to be accountable for collaborating on development and ensuring that the plan is 
executed. 

o Action 1: For R3 projects, assign an operational lead for the Transition to 
Production document plan. 

o Action 2: Ensure that PI/sprint plans included both project and operational staff’s 
time required for development of Transition to Production designated documents. 

o Action 3: Once documentation needs assessment was completed, follow up with all 
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teams, even those that did not identify a need, regularly to determine if their needs 
have changed to ensure that requirements have not changed. 

 
 

  
 

 
 

  
 

 
 

  
Ta tics and Actions Plans – Project Processes 

Tactic 1: Provide project funding for either operational IT team resources or project IT 
team resources to complete new and updated operational support documents required 
post go-live. 

o Action 1: Assess resources requirements at the beginning of projects and include in 
request for resources. 

Tactic 2: Establish a security access management plan that can be utilized throughout 
operationally and, on the Nova, program 

o Action 1: Take the tactic to IT senior leadership team for approval as an 
operational/project tactic. 

o Action 2: Assign lead person. 

o Action 3: Add deliverable into Nova R3 plan. 

Tactic 3: Establish a standard process for transitioning the backlogs from the project 
teams to the operational ARTs. 

o Action 1: Take tactic to IT senior leadership team for approval as an 
operational/project tactic. 

o Action 2: Assign lead person. 

o Action 3: Add deliverable into Nova R3 plan. 

Tactic 4: Improve internal program communications starting immediately. 

o Action 1: Develop and execute an updated communication plan. 

September 29, 2025 REDACTED MPI Exhibit #21

Manitoba Public Insurance Page 33 of 49



o Action 2: provided a high-level overview of project scope to impacted IT teams 

Tactic 5: Improve communications between project product teams and operational ARTs 
at time of transition to operations. 

o Action 1: Establish basic requirements for the hand-off of backlogs from project to 
operational teams. 

o Action 2: Assign an accountable leader to ensure that all basic requirements are 
completed at the time of transition. 

Operational Readiness Lessons Learned 
What Went Well 

• One cohesive and dedicated OR team resulted in alignment on key messages and 
activities to the business and greater overall support for initiatives. 

• Strong relationships between OR and Business Owners. 

• Commitment and support from the Product Teams were instrumental to OR’s 
success. 

• Agility and ability to pivot to serve business needs. 

• Operational Readiness was able to identify and address gaps in the Program and 
bring forward creative solutions as needed (e.g., Business Validation, Knowledge 
Transfer, Hardware impacts at Service Centers, gaps in processes, etc.). 

• Smooth delivery provided an environment to efficiently raise and resolve issues – 
Command Center was well received by participants. 

Lessons Learned: 
• Involve all impacted stakeholder groups and their SMEs from discovery to delivery 

of the project. 

• Structure all business touchpoints across the program from an end-user 
perspective using non-technical language. 

• Clearly define the SME role, responsibilities and framework for engagement across 
all program activities. 

• Define end-to-end outlining all stakeholders, processes and systems involved 
(including legacy). 

• Ensure all teams understand the E2E, interdependencies, and high-level 
key changes for each stakeholder group. 

• Include end-to-ends in onboarding all new Project team members 

• Define roles and responsibilities in the program and ownership of deliverables as it 
relates to end-to-end. 
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• Ensure any changes to scope and impacted end-to-ends are understood across the 
program and business teams and related documents updated. 

• Define each environment’s purpose, structure, ownership and governance to 
ensure they were set up to support all required activities. 

• Provide easier access to transactional data to enable OR to effectively and 
efficiently deliver Training, Model Office sessions, etc. Manual data set-up greatly 
limited OR. 

Go Forward Actions 
The following major actions will be implemented going forward based on the outcomes of 
Nova Lessons Learned: 

Refined Governance Model 
The Major Programs governance framework established in 2024, included a detailed 
decision-making framework, RAIDD process and the introduction of various business 
panel forums. This was put in place to clarify roles and responsibilities and improve 
decision making. However, despite these improvements, expected results did not 
materialize – not necessarily because the framework was flawed - but because 
consideration of the people side of the changes and the context and culture of the 
operations was required. MPI had the desire to have Major Programs be business-led but 
was not necessarily seeing that in practice. Business-led through the voice of the 
customer and end users’ experience needed to be amplified. For the governance 
framework to work, the people in the framework needed to adopt it. There needed to be 
some cultural shifts, changes in the ways of working and overall behavioural changes 
made. 

Beginning March of 2025, the Operational Readiness team from Major Programs 
partnered with Accenture on a six-week governance assessment aimed at identifying 
opportunities to strengthen the Major Programs governance model and its execution. 
Operational Readiness oversees the implementation of the refinements with measurable 
outcomes based on the Prosci change management model to enable adoption and ensure 
success criteria are met. 

Enhanced Sponsorship at the Major Programs Portfolio Level 

Defined Business Sponsorship and Capacity at the Project Level 

 

Refocusing Governing Forums on Decision-Making 

The effectiveness of a governance framework was dependent on the individuals operating 
within it, so an Operationalization Plan was developed in partnership with Accenture. The 
MPI Operational Readiness team oversaw the execution and measured the adoption of 
the governance framework through the Prosci methodology. 

Project Phase Gating 
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The Phase Gating process is a project management technique that divides a project into 
distinct phases separated by decision points or "gates." These gates served as checkpoints 
where stakeholders evaluated the project's progress and decided whether to proceed, 
revise, or terminate the project. The benefits of using a Phase Gating approach included 
improved risk management, increased alignment with business goals, enhanced 
transparency, better resource utilization, and facilitation of innovation. 

Funding approach 
Moving forward, the annual funding allocation for Major Programs will be equal to a 
financial run rate consistent with what MPI has successfully delivered annually per 
historical financials. A financial run rate is a projection of a spend over a specific period, 
typically a year, based on average past spend. The future goal will be to get to Class 2 level 
planning to build the CMS. The team acknowledges more work to be done to improve 
estimating practices at MPI. MPI is collaborating with the governance vendor on 
recommended improvement opportunities. 

Delivery Approach Change 

MPI proposes shifting from a singular focus on modernization to a comprehensive 5-Year 
IT Strategic Roadmap that integrates all IT projects into a unified, business-aligned plan. 
To enhance execution and manageability, MPI divided large initiatives into smaller, well-
defined projects, each with clear scopes, budgets and timelines. Doing so ensures focused 
execution, efficient resource allocation and improved adaptability. 

Project Methodology 
The importance of defining when to use agile versus waterfall methodologies was 
identified. Going forward, Major Programs will ensure that the appropriate approach is 
selected based on project conditions. Nova experienced challenges implementing agile in 
a waterfall procurement and decision-making environment, emphasizing the need for 
flexibility and adaptability in project management. Agile methods at the execution level 
are appropriate, at a program level, gates will apply with more detailed scheduling and 
estimates. 

Enhanced Role of CFO and Finance 
Lessons learned highlighted the need for stronger financial governance and support and 
emphasized the importance of the CFO and finance function in supporting and challenging 
the PMO, especially for large financial commitments. This gap was identified early in the 
project by the governance vendor team, as it will ensure financial integrity and oversight. 
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FTE Full-Time Equivalent 

GRA General Rate Application 

IA Iteration Acceptance 

IAM Identity Access Management 

ICP Integrated Corporate Portfolio 

IPP Integrated Project Plan 

IRP International Registration Program 
IT Information Technology 
ITBT Information Transformation Business Transformation 
ITSM Information Technology Service Management 
JAD Joint Application Design 
KMS Knowledge Management Services 
KPI Key Performance Indicators 
KR Key Results 
MO Model Office 
MSD Microsoft Dynamics 
MVP Minimum Viable Product 
NFR Non-Functional Requirement 
NPV Net Present Value 
OBC Operational Business Champion 
OCM Organizational Change Management 
OKR Objectives and Key Results 
OLA Operational Level Agreement 
OSM Operational Support Model 
PBI Product Backlog Item 
P&C Property and Casualty System 
PI Program Increment 
PM Product Manager 
PO Product Owner 
PMO Project Management Office 
PoC Proof of Concept 
PRM Project Release Manager 
PUB Public Utilities Board 
QA Quality Assurance 
QBR Quality Business Review 
RAID Risk, Actions, Issues, Decisions 
RBPI Release Burn Chart Performance Indicators 
RFS Request for Service 
RFSO Request for Standing Offer 
ROI Return on Investment 
SaaS Software As A Service 
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SBPI Sprint Burndown Performance Indicator 
SDLC Systems Development Lifecycle 
SI System Integrator 
SIS Specialty Insurance System 
SIT System Integration Testing 
SLA Service Level Agreements 
SLO Service Level Objective 
SME Subject Matter Experts 
SOW Statement of Work 
SP SharePoint 
SRE Special Risk Extension 
SysD System Demo 
TCO Total Cost of Ownership 
TSS Technical Shared Services 
UAT User Acceptance Testing 
UX/UI User Experience/User Interface 
VA Value Assurance 
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