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Disclaimer 

The work produced by MNP LLP (“MNP”) was planned and conducted to identify key risks facing the 

program. MNP’s summary of observations and recommendations do not constitute commercial legal 

advice, and MNP accepts no liability in relation to legal advice. Rather, MNP sought to identify business 

risks that the program’s management should take into consideration in making their decisions and 

taking action.  

Our work relied on documentation made available to us and relied on information collected through 

interviews with management. We did not independently verify the accuracy and completeness of 

information provided. Someone with greater access to information and resources could obtain different 

results. 

MNP's work was not designed to identify and cannot necessarily be expected to disclose defalcations, 

fraud, and other irregularities. As a result, this report does not necessarily include all those matters, 

which a more extensive or special examination might develop. With additional information, timelines, 

and resources, the results and conclusions could differ. 

In no circumstances shall MNP be responsible for any loss or damage, of whatsoever nature, arising 

from informational material to MNP’s work being withheld or concealed from MNP, or misrepresented 

to MNP, by management and employees of the Program or any other person of whom MNP may make 

inquiries. 

This report is intended solely for the information and use of Manitoba Public Insurance. This report 

should not be distributed to other parties without MNP’s written consent. Any use that any other party 

makes of this report, and any reliance or decisions made based on it, are the responsibility of such party.  
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1. Introduction 

1.1 Background 

A change initiative was undertaken in 2019 at The Manitoba Public Insurance Corporation (“MPI”) with 

the objective to modernize key systems within MPI’s legacy technology environment and to streamline 

the corporation's processes through the implementation of a new software system (i.e., “Nova”). 

Furthermore, the core technology systems are nearing end of life, presenting serious risk to the stability 

and security of MPI’s infrastructure.  

Nova’s delivery and execution resembles a program delivery approach, where several independent 

releases are managed similarly to separate projects. Although, each separate release is working towards 

the overall program objective of modernizing the legacy systems. MNP understands that Nova has faced 

numerous complications, including budget overruns, technical challenges, and delays, leading to 

challenges in achieving MPI’s intended goals and timelines with the program.  

To provide an independent and objective opinion on Project Nova’s current risk environment, MNP was 

engaged as the Independent Risk Advisor (“IRA”) to help MPI and to report specifically to the Technology 

Committee. This review was conducted using an Agile Governance and Risk Advisory Approach (see 

Appendix A). 

1.2 Engagement Objective 

The objective of the IRA service is to provide continuous monitoring of the Nova’s implementation. MNP’s 

role as the IRA is to support program success by providing a third-party independent and continuous risk 

assessment of Nova, providing transparency, and supporting accountability. MNP’s role supports senior 

management and the individual project teams to understand the risks with the Nova’s current state by 

identifying ways to mitigate risks and make recommendations to optimize the success of Nova. Since the 

engagement’s inception, to-date, MNP reviewed program control processes, supported the management 

of ongoing risks, and continually works with MPI management to confirm that Nova’s risks are being 

quantified, mitigated, and managed well. 

1.3 Engagement Scope 

The work contained in this annual summary report covers all MNP deliverables from the engagement’s 

inception to December 31, 2024. The deliverables are supported and contextualized by the engagement 

objective and scope.  

To support Nova, its primary stakeholders, and the Technology Committee to understand the risks with 

the program’s current state, identify ways to mitigate risks, and make recommendations to optimize the 

success of the program, the engagement scope includes a review of the key risk areas, supported by the 

Agile Governance and Risk Advisory Methodology. As stated in the objective, the independent risk 

advisory services include reviews of program control processes, the management of ongoing risks, and 

continual work with MPI management to confirm that Nova’s risks are being quantified, mitigated, and 

managed well. Based on the Agile Governance and Risk Advisory Methodology, MNP focused the review 
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this year on five key risk areas, and corresponding risk sub-areas to support the risk assessment across 

the program’s work streams (see Appendix B). 

2. Annual Summary of Observations 

2.1 Thresholds of Success 

To inform Nova’s Thresholds of Success (ToS) and to help prioritize the sequence of the proposed 

engagement sprint plans, several workshops were conducted to gather input from the nPMO, Technical 

stream leads and Executive Steering Committee stakeholders. Consolidated ToS results were first 

presented to the Technology Committee on December 19, 2023, and are outlined in the table below. 

Thresholds of Success Description 

 

Delivery of 

Future State 

Capabilities 

1. The modernized environment meets the diverse needs of users, customers, and 

stakeholders by ensuring operational efficiency, meeting business requirements, 

disabling legacy systems, and aligning to security and privacy standards. 

 

Data and 

Reporting 

2. The enterprise is equipped with the necessary tools, information, consistent data, 

and reporting to meet the insurance needs of Manitobans and relevant external 

stakeholders. 

 

Business 

Readiness 

3. The enterprise has the capacity, infrastructure, and other supportive conditions to 

leverage the capabilities Project Nova delivers to meet diverse business needs. 

 

Benefits 

Realization 

4. The outcomes of Project Nova are clearly demonstratable to Manitobans that the 

investment made sense. 

 

Interoperability 5. Platforms delivered by Project Nova seamlessly integrate with existing and new 

systems and can scale and adapt appropriately. 

 

Workarounds 

and Tech Debt 

6. Project Nova provides a working solution with agreed workarounds and alleviates 

reliance on legacy systems and technical debt. 

 

Stakeholder 

Engagement 

7. Customers, staff, and partners were adequately engaged throughout Project 

Nova’s lifecycle and adopt Project Nova’s future state in alignment with their 

expectations. 

Moving forward, the Thresholds of Success above could be considered for revision in the near future, as 

many of the executive leadership who partook at the Thresholds of Success workshops are no longer with 

the organization. This would include a confirmation on whether the Thresholds of Success remain valid 

for the current goals of Nova, and a refreshment of Thresholds of Success which no longer represent MPI 

leadership’s vision of success, to facilitate the delivery of MNP’s IRA services in accordance with critical 

success metrics that will drive the solution of Nova.  
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2.2 Sprint 1 Observations 

The scope of Sprint 1, included a review of key events and lessons learned from Release 1 and Release 2, 

assessing their impact on future releases for Nova. Three key risk themes were identified for Sprint 1 to 

leverage the review. These risk themes were Nova’s governance and decision-making processes, the 

clarity, completeness and management of Nova’s business requirements, and MPI’s organizational 

readiness to receive the future state from the program. The key risk themes of Sprint 1 were further 

expanded upon in the Sprint 1 Lines of Enquiry (see Appendix C.1). 

As a result of the Sprint 1 review, five observations were identified for MPI to consider addressing to 

minimize adverse effects on the program: 

1. Unclear Sponsorship: We understand through interviews and documentation review that Project Nova 

has not clearly assigned, documented, and communicated release-specific sponsors. This gap poses 

potential risks to strategic decision-making and accountability, including determining Nova’s 

functionality and scope, budget adjustments, timeline extensions, and approval of the go-live cut-

over. 

Applicable Thresholds of Success: Delivery of Future State Capabilities, Stakeholder Engagement 

2. Suitability of Agile Project Delivery: An Agile delivery approach was selected at Project Nova’s onset, 

whereas we understand that MPI tends to work in a more traditional “Waterfall” approach. 

Consequently, this difference between the Project and how MPI operates may create difficulties during 

transition as internal and external stakeholders are not able to fully appreciate what is being delivered 

through Agile delivery.  

Applicable Thresholds of Success: Delivery of Future State Capabilities, Business Readiness, 

Interoperability 

3. Incomplete Workforce Planning: MPI has not defined and implemented a workforce planning strategy 

for Project Nova, resulting in talent shortages, skill gaps, employee turnover, misalignment of roles, 

inefficient resource allocation, and increased costs. 

Applicable Thresholds of Success: Delivery of Future State Capabilities, Business Readiness, 

Workarounds and Tech. Debt 

4. Adequacy of Stakeholder Engagement Plan: There is not a stakeholder engagement plan with 

mechanisms to help ensure that the business requirements list remains current, validated, and 

complete, which may result in a lack of alignment of expectations between primary stakeholders (e.g., 

the business leads using Project Nova’s future state and the technical leads delivering it). 

Applicable Thresholds of Success: Delivery of Future State Capabilities, Business Realization, 

Stakeholder Engagement 

5. Executive Turnover: Recent executive turnover within senior management and the Board of Directors 

(“Board) may adversely impact Project Nova including strategic direction instability, loss of institutional 

knowledge, stakeholder confidence erosion, and project sponsorship uncertainty.  
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Applicable Thresholds of Success: Delivery of Future State Capabilities, Data and Reporting, 

Interoperability, Stakeholder Engagement.  

Please refer to Section 3.1 of this documents for a summary of the recommendations provided against 

the Sprint 1 observations above. 

2.3 Sprint 2 Observations 

The scope of Sprint 2 included, as a follow-up of updates to MNP’s risk assessment framework after the 

conclusion of the previous Sprint, a review of requested documentation, interviews conducted with key 

stakeholders, and file testing. Three key risk themes were identified for Sprint 2 to leverage the review. 

These risk themes were MPI’s intended outcomes in the form of Nova benefits, the systematic process for 

providing governance and oversight of Nova risks impacting the success of the modernization initiative 

through challenge functions, and the mechanisms and planning strategies as it pertains to vendor risk 

management. The key risk themes were further expanded upon in the Sprint 2 Lines of Enquiry (see 

Appendix C.2). 

As a part of Sprint 2, in accordance with Agile governance methodology, MNP followed-up on the status 

of management’s response to MNP’s Sprint 1 recommendations. Refer to Section 4.1 of this document for 

more details regarding MPI’s management response, denoted as the Management Action Plan. 

As a result of the Sprint 2 review, four observations were identified for MPI to consider addressing to 

minimize adverse effects on the program: 

6. Effective Success Measurement Mechanisms: Lack of clear definitions and associated measurement 

criteria to assess benefit realization and non-financial outcomes for minimizing technology risk, 

enabling customer self-service, ensuring information security, and enhancing business agility. For 

instance, KPIs and KRIs are not established to monitor the realization of business case objectives. 

Applicable ToS: Delivery of Future State Capabilities, Data and Reporting, Benefits Realization 

Interoperability 

7. Improvement of Challenge Function Engagement: Challenge functions are not consistently engaged 

to independently review Nova Program risks, appropriateness of risk treatment decisions, and 

suitability of risk mitigation activity undertaken that align with corporate objectives. 

Applicable ToS: Delivery of Future State Capabilities, Business Readiness, Benefits Realization, 

Stakeholder Engagement 

8. Maturity of Nova’s Risk Management Reporting: Nova’s risk management reporting processes are 

currently siloed and do not provide a consolidated view of Program-specific and corporate risks, 

resulting in potential impacts to MPI’s ability to make informed decisions, and may impair the 

traceability and accountability of decisions made. Additionally, current reporting processes do not 

clearly monitor the implementation of risk mitigation activities to determine their effectiveness (e.g., 

validating that the risk owner mitigated the risk to an acceptable risk level). 

Applicable ToS: Data and Reporting, Interoperability, Workarounds, and Tech Debt, Stakeholder 

Engagement 
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9. Vendor Performance and Risk Management: There is not a vendor performance and risk management 

framework in place which measures the achievement of expected outcomes aligned to Nova’s 

business case and release specific objectives. This may result in MPI’s inability to centrally monitor 

vendor performance and risk to ensure vendor compliance, and earned value, and delivery against 

service level objectives. 

Applicable ToS: Delivery of Future State Capabilities, Business Readiness, Interoperability, Stakeholder 

Engagement 

Please refer to Section 3.2 of this documents for a summary of the recommendations provided against 

the Sprint 2 observations above.  

2.4 Sprint 3 Observations 

The scope of Sprint 3 included, as a follow-up of updates to MNP’s risk assessment framework after the 

conclusion of the previous Sprint, a review of requested documentation and interviews conducted with 

key stakeholders. Two key risk themes were identified for Sprint 3 to leverage the review. These risk themes 

were potential financial impacts resulting from R3 Discovery and the point-in-time state of MPI’s 

organizational readiness and workforce planning in advance of the upcoming R3 Implementation. The 

key risk themes were further expanded upon in the Sprint 3 Lines of Enquiry (see Appendix C.3). 

In addition to the two risk themes, MNP conducted an assessment of all previous management responses 

to MNP’s recommendations in Sprint 1 and Sprint 2. Please refer to Section 4.1 of this document for more 

details regarding MPI’s management response, denoted as the Management Action Plan. 

As a result of the Sprint 3 review, three observations were identified for MPI to consider addressing to 

minimize adverse effects on the program: 

10. Unvalidated Cost Estimates: To confirm the Vendor analysis supporting the cost estimates for Nova, 

we requested the cost estimation methodology and assumptions used in R3 Discovery 

documentation. Without an understanding of the underlying cost assumptions, clearly defined scope, 

and a detailed, complete and accurate cost break-down to deliver the scope, it is difficult to establish 

whether the proposed budget is sufficient and raises questions about continued cost overruns. 

Applicable ToS: Delivery of Future State Capabilities, Business Readiness, Benefits Realization 

11. Continued Uncertainty in the Nova budget: Nova continues to have delays with R3 Discovery in 

understanding and coming to an agreement on cost estimates with the vendors. Much of the work 

for R3 Discovery is noted to be contingent on the completion of the Integrated Program Plan (“IPP”), 

of which MNP has only been provided with draft plans. 

Applicable ToS: Delivery of Future State Capabilities, Data and Reporting, Benefits Realization 

12. Lack of Provided Leading Practices by the Solution Management Vendor: Despite being requested 

several times through the nPMO, the Solution Management vendor, in response, did not provide 

support for their deliverables as “leading practices”, standards, or comparatives with other 

organizations and research. 

Applicable ToS: Delivery of Future State Capabilities, Data and Reporting, Stakeholder Engagement 
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Please refer to Section 3.3 of this documents for a summary of the recommendations provided against 

the Sprint 3 observations above.  
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3. Annual Summary of Recommendations 

The following are the recommendations provided by MNP, as part of Sprint 1, Sprint 2, and Sprint 3 for 

MPI to consider addressing to minimize the adverse effects on the program.  

3.1 Sprint 1 Recommendations 

1. Dedicated Project Sponsor: Identify and designate project sponsors for each release and clearly define 

roles, responsibilities, decision-making authorities, and communication channels. Furthermore, the 

role of project sponsors should include considerations for engaging with and deconflicting 

stakeholder needs. 

Persons of Interests: Executive Leadership 

2. Use of Agile vs Waterfall Based on Nature of Stakeholders & Deliverables: Waterfall methodology is 

suitable for projects/programs with well-defined requirements and a stable scope, where there's 

clarity on the end product from the outset. Agile methodology, on the other hand, is preferable for 

projects with evolving requirements, allowing for iterative development and flexibility to adapt to 

changes throughout the process. Nova should determine what aspects of the release-based delivery 

approach should be Waterfall and what aspects should be Agile. 

Persons of Interests: nPMO 

3. Workforce Planning Strategy: Define and implement a workforce planning strategy that considers the 

needs of both Project Nova and the corporation, including recruitment, training, and retention 

strategies. A backfilling strategy should be considered where MPI employees are prioritized for Project 

Nova releases, and their operational roles are backfilled with temporary and contracted resources to 

help with MPI readiness post operational handover and during transition. 

Persons of Interests: nPMO 

4. Stakeholder Engagement Plan: Define and communicate a formal stakeholder engagement plan that 

includes multi-channel feedback mechanisms to facilitate ongoing stakeholder engagement 

throughout Project Nova’s lifecycle. Stakeholders may include “primary” internal and external users of 

the systems, secondary teams that support project Nova and third-party stakeholders such as the 

Public Utility Board and other levels and parts of government. 

Persons of Interests: nPMO 

5. Communication Plan: Implement a communication plan to promote stability due to recent leadership 

changes that recognizes the changes, impacts, and provides stakeholders with timely feedback and 

information on project Nova’s successes, challenges, and opportunities to innovate. 

Persons of Interests: Executive Leadership 

3.2 Sprint 2 Recommendations 

6. Define Success Criteria and Expected Benefits: Develop and fully implement explicit outcomes 

management throughout the life of the modernization initiative, from inception to post go-live. 

Success criteria should be clearly articulated to drive a clear understanding and strategic alignment 
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with Nova’s business case to ensure that success is objectively measurable and achievable within 

target timeframes. Furthermore, it is also important to align work products/deliverables at project 

activity level to the desired benefits since a disconnect may introduce scope creep and cost overruns.  

Persons of Interests: nPMO 

7. Clarify Challenge Function Accountabilities: The Nova Primary Executive Sponsor should confirm the 

inclusion of, and support provided by the challenge functions for Nova, including the various roles 

and responsibilities for oversight. Accordingly, process documentation should be established to 

define the frequency, forum and mechanisms used to inform Nova’s challenge function oversight 

(e.g., a Program Assurance Framework). 

Persons of Interests: Executive Leadership 

8. Enhance Risk Management Reporting Processes: Develop a process to identify priority program risks 

as well as mitigation strategies and report them in an executive dashboard format to be reviewed by 

senior management and relevant challenge functions, as defined by the Nova Primary Executive 

Sponsor. For relevant risks, this process may also consider including a sign-off from the risk owner to 

confirm whether the mitigation activities have reduced the risk to a level within the corporation’s risk 

appetite. 

Persons of Interests: Executive Leadership 

9. Enhance Vendor Performance and Risk Management Framework: Update the current vendor 

performance and risk management framework used by MPI to monitor, measure, and report on 

vendor performance allowing corrective action to be taken in a timely manner. Updates may include 

centralized KPIs, financial tracking, and common mechanisms for tracking vendor compliance to 

contracts and expected outcomes tied back to Nova’s business case and release specific objectives.  

Persons of Interests: Executive Leadership 

3.3 Sprint 3 Recommendations 

10. Validation of Cost Estimates: In parallel to the completion of the IPP, ensure that the revised Program 

cost plan is based upon a sound cost estimation methodology including documented assumptions, 

scope limits and cost breakdown of relevant cost inputs.  

Persons of Interests: Executive Leadership 

11. Mechanisms to Account for Uncertainty and Risk: In parallel to the completion of the IPP, ensure that 

the revised Program cost plan sufficiently accounts for areas of uncertainty and risk as validated by 

Program leadership.  

Persons of Interest: Executive Leadership 

12. Exercise Contractual Obligations for Leading Practices, Standards and Comparatives: In alignment 

with the contractual obligations, the Solution Management vendor should provide documented 

leading practices, standards, and comparative analyses with other organizations to support their 

deliverables to ensure that MPI is receiving value from industry best practices and lessons learned.  
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Persons of Interest: Executive Leadership 
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4. Management Action Plans & Key Takeaways 

4.1 Management Action Plans 

Prioritization of the outstanding risks identified in the management action plans outlined below should 

be determined by MPI Management. This decision should be based on an assessment of the risks' 

potential impact, with a focus on addressing the most critical issues that could affect a successful go-live 

of Nova.  

4.1.1 Sprint 1 Management Action Plan 

MPI provided a response to previous recommendations through a Management Action Plan, responding 

to the Sprint 1 recommendations in June 2024 and to the Sprint 2 recommendations in September 2024. 

As of July 2024, the status and follow-ups to be considered for the Sprint 1 Management Action Plan is 

outlined in the table below: 

Recommendation Status Follow-up in Future Sprints 

1. Dedicated Project 

Sponsor 

Plan in place To validate a single effective project sponsor, we would consider factors such 

as: 

• Availability of the project sponsor to oversee each release and engage 

stakeholders to each release.  

• Data to make effective decisions,  

• Ability to work with peers 

2. Agile vs waterfall Change in 

methodology 

A change in methodology is in progress, we will look for the following 

characteristics to demonstrate implementation: 

• Collaboration and communication between agile and waterfall teams 

occurs at scheduled intervals 

• Streamlining of workflows to drive process efficiencies by reducing 

bottlenecks 

• Project KPIs that measure project success demonstrate a positive trend. 

3. Workplan 

Planning Strategy 

Outsourced 

Vendor 

Engaged 

The following characteristics would demonstrate an effective outsources 

vendor relationship: 

• Business acceptance of deliverables by vendors 

• Regular and transparent communication with Nova with required report as 

defined in agreements 

• Issues are resolved in timelines agreed with business. 

4. Stakeholder 

Engagement Plan 

Plan is in 

progress 

Below are tasks to validate that the Stakeholder Engagement Plan and 

Primary Sponsor Engagement Plan (IRP Release): 

• Review Nova OCM plan 

• Review Primary Stakeholder Engagement Plan 

• Test attributes of the plan to confirm it has been implemented 

5. Communication 

Plan 

Plan in 

development 

Consider the following elements of the communication plan to ensure 

alignment throughout Project Nova’s lifecycle: 

• Review impact of communication plan objectives of the communication 

plan 
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Recommendation Status Follow-up in Future Sprints 

• Assesses roles and responsibilities are communicated and accepted 

• Identified processes to manage communication risks  

4.1.2 Sprint 1 and Sprint 2 Management Action Plan 

The Sprint 1 Management Action Plan, in addition to the Sprint 2 Management Action Plan, were then 

followed-up upon in Sprint 3 as one of the Lines of Enquiry for the Sprint (see Appendix C.3). This 

assessment included a review of artifacts provided with respect to each identified risk observation and 

accompanying recommendation. 

Dedicated Project Sponsor 

Artifacts Received 

 Designated release-specific Program Sponsors documented such that it is clearly visible to all 

relevant parties of Nova 

 Clearly defined Sponsor roles and responsibilities including defined decision-making authorities 

documented in the Nova Governance Framework 

 Decision logs in ADO identifying key decision makers in line with documented authority. 

 Clearly documented and implemented communication channels, for engaging with MPI staff and 

impacted stakeholders 

 As a part of stakeholder engagement, the inclusion of documented stakeholder deconflicting 

mechanisms was expected to be seen and provided as an artifact for review 

Items Outstanding 

 Performance metrics and reports to measure the effectiveness of Program Sponsorship, in line with 

performance and risk indicators are  yet to be defined 

Use of Agile vs Waterfall Based on Nature of Stakeholders & Deliverables 

Artifacts Received 

 Waterfall/Agile Methodology selection criteria to ensure the correct parts of Nova are being 

selected for Waterfall or Agile 

 Program plans indicating which methodology is being used for each aspect of each release 

Items Outstanding 

 Waterfall/Agile Methodology is recorded at a high-level, what is outstanding is the detailed 

framework from which the methodology was derived 

 Waterfall requirements documentation and Agile requirements documentation including 

dependencies and blockers 

 Risk Management plans tailored for both Waterfall and Agile aspects of program delivery 

 Performance metrics and reports to measure the effectiveness of Waterfall and Agile aspects of the 

program, in line with performance and risk indicators not yet defined 

Workforce Planning Strategy 

Artifacts Received 
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 Communication records regarding the use and development of the Workforce Planning strategy 

 Evidence of monitoring and oversight of Workforce Planning and Backfilling strategies 

Items Outstanding 

 A documented Workforce Planning strategy including a backfilling strategy for key roles 

 Training Programs and Knowledge Transfer activities for onboarding program resources 

 Performance Metrics and Reports to measure the effectiveness of the Workforce Planning and 

Backfilling strategies, in line with performance and risk indicators not yet defined 

Stakeholder Engagement Plan 

Artifacts Received 

 Documented stakeholder engagement plans outlining the strategy for identifying and engaging 

with all primary & secondary stakeholders as required 

 Documented communication strategy detailing how information will be shared with stakeholders, 

including multi-channel communication plans (for example emails, meetings, newsletters, and 

digital platforms) 

 Documented procedures for collecting, analyzing, and responding to stakeholder feedback 

Items Outstanding 

 The provided communication strategy/plan is a draft version of a work in progress. A final and 

approved version of the communication strategy is outstanding 

 Action plans developed in response to stakeholder feedback, including records of follow-up actions 

taken to address stakeholder concerns and suggestions 

 Performance metrics and reports to measure the effectiveness of stakeholder engagement, in line 

with performance and risk indicators not yet defined 

Communication Plan 

Artifacts Received 

 Documented communication plan which promotes the circulation of changes and impacts to the 

program to all impacted business lines 

 Documented change management strategy to support the change process at MPI through the 

implementation of Nova 

 Documentation within the change management strategy detailing how stability will be maintained 

as Nova goes-live 

Items Outstanding 

 The provided communication strategy/plan is a draft version of a work in progress. A final and 

approved version of the communication strategy is outstanding 

 Regular updates and reports on Nova’s successes, challenges, and opportunities for innovation. 

 Evidence of communications taking place in accordance with the communication plan 

Define Success Criteria and Expected Benefits 
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Artifacts Received 

 Documented Success Criteria 

Items Outstanding 

 Documented Outcomes Management plan with evidence of Success Criteria aligned to the Business 

Case 

 Detailed program plans and schedules showing how work products and deliverables align with 

desired benefits 

 Plans for managing costs and preventing cost overruns, including budget reports and cost tracking 

records 

 Performance metrics and reports used to measure the effectiveness of Success Criteria and 

Outcomes Management, in line with performance and risk indicators not yet defined 

Clarify Challenge Function Accountabilities 

Artifacts Received 

 Identification of accountable stakeholders for providing challenge functions 

 Established process documentation defining the frequency, forum, and mechanisms for informing 

challenge function oversight 

Items Outstanding 

 Documentation from the Primary Executive Sponsor confirming the roles and responsibilities of 

challenge functions with appropriate corporate function involvement within the challenge functions 

 Evidence of challenge function activities taking place, as well as outcomes from these activities. 

 Performance metrics and reports used to measure the effectiveness of the challenge functions, in 

line with performance and risk indicators not yet defined 

Enhance Risk Management Reporting Processes 

Artifacts Received 

 Documented risk management framework, including a process for identifying program risks 

 Evidence of risk reporting procedures, including mitigation strategies for identified risks and 

accompanying action plans and timelines for remediation 

 Evidence of inclusion of relevant challenge functions throughout risk management process  

Items Outstanding 

 Procedures for, and records of, obtaining sign-off from risk owners confirming that risks have been 

reduced to acceptable levels 

 Performance metrics and reports to measure the effectiveness of risk management reporting, in line 

with performance and risk indicators not yet defined 

Enhance Vendor Performance and Risk Management Framework 

Artifacts Received 
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While it is understood that MPI is in the process of reinstating Vendor Scorecards, since it was paused in 

the Labour Interruption, as well as defining KPI’s and success metrics for vendor performance, most if 

not all of the artifacts remain outstanding.  

MNP would have expected to receive at least a timeline, and ideally a plan, for when artifacts in 

response to this recommendation could be provided for review. 

Items Outstanding 

 Inclusion of centralized KPIs, financial tracking, and mechanisms for tracking vendor compliance 

within the vendor performance and risk management framework 

 Financial tracking mechanisms and reports to support vendor cost and performance related 

decision-making, including the tools and systems used to track vendor compliance with contracts 

and expected outcomes 

 Documented compliance reports, including records of any non-compliance issues identified, and 

plans to remediate non-compliance issues identified 

 Records of communications and performance evaluations with vendors regarding expectations, 

compliance, and expected outcomes 

 Performance metrics and reports to measure the effectiveness of vendor performance and vendor 

risk management, in line with performance and risk indicators not yet defined 

4.1.3 Sprint 3 Management Action Plan 

The Sprint 3 results were provided to the Technology Committee on December 4, 2024. Management 

has provided their preliminary response to the results and is working on a Management Action Plan to 

be assessed on a future sprint. 

4.2 Summary of Key Takeaways & Lessons Learned 

Below are highlights of key takeaways and lessons learned throughout this past year from the IRA 

process including insights gained, challenges faced, and successful strategies employed: 

1. MPI management and supporting corporate function stakeholders have been responsive and have 

prioritized attending meetings and sharing information with the MNP team. 

2. Considering Nova's complex risk environment with continuous real time changes to information and 

management priorities, opportunities to streamline and minimize additional engagement burden 

during reporting were observed. More specifically, fact validation and management response cycles 

could be streamlined to focus on point in time risks and recommendations.   

3. MNP was provided feedback regarding the burden of developing management action plans for in-

progress program Nova deliverables. As such, engagement working protocols are being revisited to help 

ensure the delivery principles of: 

o Early artifact reviews reduce pressure on management to finalize documentation and enable 

incremental improvements. 

o Collaborative action planning minimizes the effort to develop Management Action Plans. 

o Streamlined responses to low-risk findings save time and reduce administrative burden. 
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o Real-time feedback loops ensure continuous alignment and improvement with less formal 

effort.  

5. List of Presentations 

The table below outlines the presentations MNP has conducted as part of the governance and risk 

advisory services up to December 31, 2024.  

Ref Presentation Purpose Audience Date Presented 

1 MNP IRA Update Introductory presentation Technology 

Committee 

Nov. 9, 2023 

2 Thresholds of Success 

Working Session 

Thresholds of Success workshop 

presentation.  

Executive 

Steering 

Committee 

Dec. 6, 2023 

3 MNP Thresholds of 

Success Presentation 

Thresholds of Success presentation Technology 

Committee 

Dec. 19, 2023 

4 MNP Sprint 1 Update Sprint 1 Interim Presentation Technology 

Committee 

Jan. 17, 2024 

5 MNP Sprint 1 Presentation Sprint 1 Results Presentation Technology 

Committee 

Mar. 27, 2024 

6 MNP Sprint 2 Update Sprint 2 Interim Presentation Technology 

Committee 

Apr. 24, 2024 

7 PUB IT Summit Presenting MNP’s high-level observations 

to PUB in support of MPI 

Public Utilities 

Board 

May 2, 2024 

8 MNP Sprint 2 Presentation Sprint 2 Results Presentation Technology 

Committee 

Jul. 10, 2024 

9 MNP Sprint 3 Update Sprint 3 Interim Presentation Technology 

Committee 

Sep. 11, 2024 

10 PUB Hearing Presenting MNP’s risk advisory 

methodology and high level findings to 

PUB 

Public Utilities 

Board 

Oct. 30, 2024 

11 MNP Sprint 3 Presentation Sprint 3 Results Presentation Technology 

Committee 

Dec. 4 2024 

6. Sprint Plan 2025 

6.1 Sprint 4 

Estimated Delivery Date: March 2025 

Sprint 4 will be an advisory Sprint, and will look back on the Management Action Plans, including a look 

at the status of Sprint 3’s findings, and support MPI Management in addressing the most critical 

outstanding risks observed and identified by MNP is the previous three reports. At a high-level, MNP will 

be supporting management in identifying Success Metrics for the program, addressing the need for 

vendor cost validation mechanisms, and assessing MPI’s existing risk management framework, as it relates 

to Nova.  
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Per MPI Management request, MNP will also be reviewing the Solution Management vendor’s IPP to 

confirm assumptions used in the plan, verifying processes used by the Solution Management vendor, and 

to confirm alignment between the objectives within the plan and Release 3’s expected outcomes.  

6.2 Future Sprints 

Estimated Delivery Date: to be determined 

MNP projects up to three more sprints in 2025, beyond sprint 4, whose scope and timeline will be 

determined based on a point-in-time risk assessment upon completion of the respective prior sprint. 

Included in these sprints will be an assessment on previous sprint recommendations and progress on the 

remediation of risks observed.   
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Appendix A: Agile Governance and Risk Advisory Approach 
Our independent review approach (or “Approach”) is agile in nature and uses best practices and control 

assessment techniques from the Information Systems Audit and Control Association (ISACA), the Institute 

of Internal Auditors (IIA), the Project Management Institute (PMI), and The Open Group Architecture 

Framework (TOGAF). In addition, we will look to Office of the Superintendent of Financial Institutions 

(OSFI) for leading practices in outsourcing controls (B10) and data for model risk and governance (E23).  

Our Approach is designed to provide periodic reports, 

performed in iterative cycles of review on a continual 

basis with a focus on areas of greatest risk to the 

Corporation. Each iteration includes the following 

phases and steps:  

• Phase 1 – Initial planning and kick-off 

• Phase 2 – Iterative reviews with the following steps: 

A. Follow-up on previous results 

B. Assess risk 

C. Perform analysis 

D. Identify findings and recommendations  

E. Update plan (next iteration and overall plan) 

• Phase 3 – Reporting summary of results across all 

iteration  

Overview of Agile Approach 

The Diagram below illustrates MNP’s agile governance and risk advisory approach, designed for large 

transformations within and environment of disruption.  
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Appendix B: Risk Assessment Framework 
As noted in Appendix A, the independent review approach is Agile in nature and MNP’s risk assessment 

framework, similar to the approach, utilizes best practices and control assessment techniques from ISACA, 

IIA, PMI, and TOGAF. Part B of the approach, “Assess Risk”, is leveraged with the risk assessment 

framework. This initial framework was tailored to be developed based on identified Thresholds of Success 

and will be reassessed along with the Thresholds of Success throughout Sprint 4. 
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Appendix C: Lines of Enquiry 
This section outlines the Lines of Enquiry used for each of the three Sprints conducted within the scope 

of this annual summary. 

C.1 Sprint 1 Lines of Enquiry 

Risk Theme Lines of Enquiry 

Governance 

Effectiveness of 

decision-making 

processes 

The decision-making process is clearly defined and documented, and encompasses project 

Nova objectives, scope, and timeline.  

The decision-making process is based on objective and reliable data and information, such as 

business requirements, Nova features, costs, benefits, risks, and best practices. 

The decision-making process is transparent and accountable, and the decisions are 

communicated to relevant stakeholders. 

Requirements 

Clarity and 

completeness of 

Project Nova’s 

business 

requirements 

The vision of the target state and the requirements have been driven by the relevant 

stakeholders, such as end-users, managers, and stream leads. 

There is a clear vision that aligns operating capacities and strategic objectives and provides an 

overview of the core business capabilities to be delivered. 

All in-scope processes, functional areas and data have been identified, and requirements have 

been defined and documented. 

Readiness 

MPI’s readiness to 

receive the future 

state from Project 

NOVA 

The enterprise's process maturity is ready to receive a modernized solution and resources are 

adequate to support Nova’s implementation and operation 

The future state processes and workflows are optimized and standardized, and integrated with 

the Nova’s functionalities and modules 

The change management processes are developed and executed, and the stakeholder 

engagement and communication are effective and timely 

C.2 Sprint 2 Lines of Enquiry 

Risk Theme Lines of Enquiry 

Benefit Realization 

Intended outcomes 

in the form of Nova 

benefits realized. 

Nova has established a benefit realization plan, and these benefits match the expectations of 

release sponsors, primary stakeholders and supported by secondary stakeholders. 

An effective scope management process is defined to determine what is in scope for Nova and 

what is outside the scope for Nova, matching primary stakeholder expectations (by Release), 

and is tracked, reported and monitored. 

Nova and MPI benefit realization monitoring processes include financial and non-financial 

benefits, that is supported by an adequate earned value management process with well-defined 

performance and risk indicators 

Challenge Functions 

The systematic 

process for 

providing 

governance and 

oversight of Nova 

risks.  

Accountabilities for corporate challenge functions are defined, formalized, documented, and 

utilized to maintain alignment with the scope, objectives, and expected outcomes of Nova. 

Challenge functions include representation of relevant and important MPI corporate functions 

to address MPI operational needs, including and not limited to Legal, Finance, Procurement, 

Enterprise Risk, IT (Cyber, Architecture and Operations). More specifically, assess whether 

challenge functions independently review the work being completed against intended 

outcomes. 



October 7, 2025  2026 General Rate Application 
  MPI Exhibit #25 
Draft – Work in Progress   

24 
Manitoba Public Insurance  Page 24 of 24 

Risk Theme Lines of Enquiry 

Formalized processes exist to identify, mitigate and monitor Nova risks across the domains of 

finance, legal, technology management (architecture, operations and cyber security) and to 

support MPI business lines and programs. 

Vendor Risk 

Management 

The mechanisms 

and planning 

strategies for 

managing service 

quality from 

Vendors. 

MPI and vendors remain aligned with a maintained integrated program schedule to help ensure 

that delivery is executed in conformance with the defined contract. Mechanisms are in place to 

evaluate vendor deliverables against service level targets (i.e., expected outcomes, time and 

budget). 

A vendor performance framework is in place for MPI to assess how vendors are performing to 

deliver Nova outcomes minimizing cost increases with greater value delivery. 

A vendor risk management framework is in place to identify any vendor-related risks for Nova 

including mitigating controls and that the vendor has a process by which to identify and report 

on key risks and actively resolve them. 

C.3 Sprint 3 Lines of Enquiry 

Risk Theme Lines of Enquiry 

Potential Financial 

Impacts Resulting 

from R3 Discovery 

Nova’s plan to 

address potential 

scope, timeline and 

budget adjustments 

resulting from R3 

Discovery. 

Completeness and Validation of R3 Business Requirements: Assess whether business 

requirements have been defined for the key capabilities to be introduced during R3 and assess 

whether these requirements have been validated by primary stakeholders. Examine whether 

costs have been estimated for the design, testing and execution of business requirements. 

Key Cost Driver Identification: Assess the comprehensiveness and appropriateness of key cost 

drivers identified during the R3 discovery (e.g., scope changes, expected savings estimates, 

resource requirements, external dependencies, etc.). 

Cost Estimation Methods: Examine the appropriateness of cost estimation methods used by 

Nova, including evidence used, consideration for contingencies and corporate challenge 

function/primary stakeholder validation. 

Organizational 

Readiness and 

Workforce Planning 

The organizational 

readiness and 

workforce planning 

mechanisms specific 

to the program. 

Business Change Management: Examine whether the change management and detailed 

business deployment plans, include activities for data migration and conversion, training, and 

transition plans. 

R3 Workforce Planning: Assess whether an organizational structure and resource requirements 

are defined. A complete work breakdown structure and staffing strategy is in place to drive 

Nova’s business and technology change initiatives. 

Cutover Readiness Criteria: Assess the completeness and appropriateness of cutover criteria and 

expected outcomes for R3, including the technical environments (applications, infrastructure, 

networks), data migration/data quality, security, people readiness, vendor readiness, among 

other key components. 

Previous 

Recommendation 

Management 

Response  

MPI’s remediation 

activities in response 

to the previously 

identified risks 

Assessment of Risk Remediation Activities: Identify how each risk from previous sprints has been 

addressed by management and assess the effectiveness of remediation activities. 

Assessment of Non-Addressed Risks: Identify which risks have yet to be fully addressed by 

management, confirm target expected completion dates, and assess the exposure to MPI of not 

mitigating the previously identified risks in a timely manner. 

 


