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IT Benchmarking

Presented By: 

Shawn Campbell, Director, Cybersecurity & 
Enterprise Architecture
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Why is Benchmarking Important?
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Purpose of Benchmarking

Benchmarking helps organizations measure IT performance against industry peers and best practices 
to identify improvement areas.

Benefits for MPI

For MPI, benchmarking provides fact-based insights on IT spend, staffing, and service management 
maturity to align operations with industry standards.

Stakeholder Confidence

Benchmarking assures stakeholders that MPI focuses on the right IT investments, supporting 
transparency and fiscal responsibility.

Milestone Achievement

This year marks MPI's first alignment of maturity assessment with fiscal actuals, highlighting 
commitment to transparency.
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Who Were We Compared To?
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How Did We Compare?
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Highlights:
• IT Spending as a % of

Total Operating
Expense: Spend
decreased from 6.9% to
6.3% since last
evaluation.

• IT Staffing: Staffing has
decreased from 24.6% to
19.1%.

• IT Spend Per Employee:
Spend has decreased
from $72K to $56K.

• Spend Distribution: Run
/ Change has moved
from 44.4%/55.6% split
to 72.1% / 27.9% split.
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How Did We Compare?
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Highlights:
• Program and Portfolio

Management:
Increased from 2.11 to
3.03.

• Data and Analytics:
Increased from 2.58 to
3.09.

• Infrastructure and
Operations: Increased
from 2.68 to 3.16.

• Applications: Increased
from 2.57 to 2.92.
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What Does this Mean
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MPI’s Response to the Report

• Program & Portfolio Management: MPI acknowledges the need to continue to strengthen program & portfolio
management. Governance improvements started in 2024/25 continue, and Gartner’s advice on strengthening vendor
engagements is being reviewed.

• Data Ecosystem: MPI is rolling out an Enterprise Data Program to improve data maturity. Recommendations from
Gartner will guide next steps.

• Application Management: MPI recognizes gaps in managing applications. Expanding application performance
monitoring and risk management has been a focus. Gartner’s input will be reviewed and incorporated for further
improvement.

• Other Areas: Leaders are using the assessment to find ways to improve processes and performance.
• For areas performing below expectations:

• Confirm if the issue is significant.
• Use Gartner’s recommendations to create an improvement plan, including ways of working.

• For areas performing well:
• Review Gartner’s advice and decide if changes are needed or if current practices should stay.
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IT Strategy and Roadmap

Presented By: 

Shawn Campbell, Director, Cybersecurity & Enterprise 
Architecture
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Supporting the Corporate Strategy through IT
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To enable and support the organization’s technology needs, aligning with business goals and 
ensuring operational excellence.Why

What

How
Through the management of technology risk by identifying and addressing weaknesses in 
systems, processes, and staff capabilities to ensure secure, reliable, and aligned technology 
operations.
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What is Technology Risk:  
It is the likelihood that something will go wrong with software, electronic devices or IT infrastructure.

Impacts of not managing Technology Risk:
Business-wide Impact: Technology risk affects all parts of an organization, not just the IT department, 
with broad consequences.

Security Vulnerabilities: Ignoring technology risk can lead to security breaches and data loss, 
compromising organizational safety.

Operational and Compliance Risks: Outdated systems increase costs, delay projects, and may cause 
non-compliance with regulations.

Proactive Risk Management: Early planning, testing, and informed decisions ensure sustainability and 
efficient operation.

Why Managing Technology Risk Matters

October 23, 2025 MPI Exhibit # 48

Manitoba Public Insurance Page 11 of 43



Where We Are Today
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Immediate Risk Mitigation
MPI is addressing urgent Technology risks including expiring 
contracts and security vulnerabilities to stabilize operations.

Five-Year IT Roadmap
A sequenced, responsible IT roadmap continues to be developed to 
close priority gaps.

Operational Stability and Compliance
The roadmap is built to support business needs, compliance with 
new mandates, and with capacity considerations.

Forward-Looking Technology Strategy
MPI demonstrates commitment to proactive technology planning 
and responsible risk management.

Planning Programs
COTS Systems Risk
BI3 and ERP systems are outside of vendor extended support, 
increasing Technology risk and limiting issue resolution.

SRE Program Initiative
The SRE program addresses urgent problems resulting from the 
failed Nova SRE release.

Legacy System Support & Stability
Upskilling of staff, running operational initiatives to address support 
needs of incumbent software .
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The Approach and What’s Next
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How We are Developing the Roadmap:
Risk Identification and Review

The process began by collecting and reviewing risks 
using Application Portfolio Management to evaluate 
application health.

Mitigation and Planning
Mitigation plans were created with options to replace, 
renew, or retire software, guiding project initiation 
timing.

Executive Feedback and Governance
Draft roadmap was shared with leadership for 
feedback, and projects were initiated via Corporate 
Portfolio Governance evaluation.

Continuous Tracking and Updates
Mitigation outcomes are tracked, risks reassessed, and 
the roadmap updated annually to maintain proactive 
risk management.

What’s Next:
Five-Year IT Roadmap

MPI is refining the five-year IT roadmap outlining major 
milestones and timelines for risk mitigation.

Governance and Evaluation
The Corporate Portfolio Governance group evaluates 
project risks, capacity, costs, and alternatives before 
approval.

Continuous Improvement
The IT roadmap will be reviewed annually to 
incorporate feedback and external changes ensuring 
alignment.

Strategic Risk Management
MPI’s governance framework supports proactive risk 
mitigation aligned with organizational priorities.
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IT Staffing and External Labour

Roy Hart

Vice President, Chief Information & Technology Officer
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MPI Continues to Balance Internal & External Labour

• MPI has maintained the external labour program to enable timely acquisition of resources to meet operational and project needs.

• 4% Internal FTE variance between 2025 and 2026 GRA forecasts in 2024/25 is due to May 2024 reorganization.

• Additionally, an April 2025 IT/PMO restructuring is not yet reflected in budgets.

• 44%-55% External FTE variances between 2025 and 2026 GRA forecasts are due a change in reporting to quantify the implied FTE 

count implicit in the forecasted dollars, rather than the not-to-exceed value (80).

15
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Consultants: Normal Operations and Initiatives

Summary of Consultant FTE
Fiscal Year IT Normal Operations Initiatives/MP

FTEs Costs (C$000s) FTEs Costs (C$000s)

2024/25 (A) 21 $5,363 15 $3,893

2025/26 (F) 7 $1,653 33 $8,324

2026/27 (F) 18 $4,573 27 $6,711

2027/28 (F) 11 $2,727 45 $11,243

• Forecasted budgets for consultants (Basic) identify a majority of FTEs assigned to Initiatives / Major Programs.

• Project backlogs and continued modernization and maintenance of legacy systems may impact planned work and the 

number of consultants required in current and future years.
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Focus on IT Division Skills

• Objective:
Leverage the Skills Framework for the Information Age (SFIA), a global standard for digital capabilities, to evolve 
current capabilities into future-ready skills.

• The approach uses a repeatable pattern of self-assessments, gap analysis, and learning plans to  continuously 
strengthen IT Division competency and supports organizational technology needs.

• Key Benefits:

◦ Empowers Staff: Recognizes full skillsets, including experience beyond current roles.

◦ Promotes Lifelong Learning: Boosts motivation, satisfaction, productivity, and morale.

◦ Ensures Fairness: Applies a consistent, standardized assessment framework.

◦ Builds Trust: Supports growth and responds to “Be Heard” survey feedback.

◦ Modernizes Skillsets: Aligns with evolving tech demands.

◦ Aligns with Strategy: Targets and closes skill gaps to meet organizational goals.

◦ Invests Internally: Reduces reliance on external services—driving cost savings.

17
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IT Division Skills Gap Assessment – SFIA Framework
• Assessment

◦ Completed division-wide skills evaluation using SFIA.

◦ Provided a common language for objectively assessing IT skills and identifying development needs.

• Analysis

◦ Mapped self-assessments to SFIA-recommended roles to pinpoint gaps, which were reviewed by staff 
and leaders.

• Action

◦ Delivered targeted learning plans to all staff.

◦ Staff log training time to ensure effort is being applied to learning the necessary skills.

• Next Steps

◦ Monitor and report on gap closure progress.

◦ Operationalize the skills assessment process for ongoing use.

18
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Nova Closeout
Presented By: 

Gary Dessler, Principal Architect
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MPI initiated the Release 3 Discovery phase in Spring 2024, aiming to build a detailed delivery 
plan. However, the findings revealed:

• Timeline & Cost Projections: Delivery estimates were significantly higher than anticipated. 
The extended timeline would hinder MPI’s ability to address other critical IT projects and 
strategic initiatives.

• Organizational Strain: The structure of Project Nova placed unreasonable demands on MPI’s 
resources and capacity. Implementing long-running programs was seen as too risky.

• Limited Strategic Coverage: Release 3’s narrow focus did not address other critical systems 
needing modernization, making it insufficient as a standalone solution.

• Turnover Risk: The long delivery window increased the risk of losing key personnel, further 
jeopardizing project success.

Discovery Phase Insights

20
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MPI’s Executive Steering Committee unanimously concluded that continuing with Release 3 
under the Nova framework was not feasible. The decision was based on:

• The inability to deliver within acceptable budget and timeline.

• The lack of alignment with broader corporate priorities and IT Risk.

• The delivery model’s complexity, which involved long running, large scale programs with 
conflicting resource demands, increasing risk.

The MPI Board of Directors approved the closure of Project Nova in June 2025.

Decision to Close Project Nova

21
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Total investment and expenditures

• As of June 30, 2025, MPI expended a total of $167.9 million in implementation costs for 
Project Nova.

• $117.8 million in assets eligible for capitalization.

• $50.1 million in expenses not eligible for capitalization.

• Additionally, there were $65 million in ongoing expenses, including licensing.

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 deferred development cost 
assets in the externally audited financial statements as of March 31, 2025.

Project Nova Closeout Financials
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Key Lessons Learned
Lessons Learned Path Forward

Siloed, multi-year program structure 
diluted focus and limited capacity. 

Transition to a Five-Year Rolling IT Roadmap with portfolio-
managed, phase-gated delivery. Integrate all legacy system 
replacements into a roadmap aligned with annual planning.

Unrealistic planning and requirements 
discipline, insufficient business 
engagement led to missed targets and 
overruns.

Adopt right-sized planning, rigorous requirements discipline, and 
integrated testing upfront. Use annual phase gating and milestone-
based funding approvals for accountability.  Increase business 
engagement and ownership throughout projects.  

Ineffective governance and decision-
making delayed escalation and lacked 
financial challenge

Implement transparent governance with clear decision criteria, 
defined sponsorship, and active financial oversight. Escalate issues 
promptly and track outcomes.

Insufficient operational readiness and 
knowledge transfer caused 
adoption gaps.

Assign named accountabilities for operational readiness and 
knowledge transfer. Develop repeatable, documented transition 
plans and ensure ongoing support and training.

Weak vendor management and 
contract controls led to rising costs and 
underutilized audit rights.

Strengthen how vendors are managed with recurring 
performance reviews, activate audit rights, and standardized 
change order governance. Link payments to delivery and 
monitor vendor performance.

23
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Major Programs Delivery
Jen St. Laurent

Director, Major Programs Delivery
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Major Programs Definition 

25

Major Programs will also typically: 

1. Have a significant impact to business operations / processes (e.g., changes to underwriter 
workflow).

2. Have a substantial impact to the customer and / or partner experience (e.g., Accessing 
IRP through MyMPI) .

3. Involve a relatively high degree of enterprise “risk” and “complexity” (i.e., due to cost 
overruns, scope creep, and change resistance) .

4. Be a part of a series of interrelated projects that in total exceeds $3M and is likely 
viewed in aggregate by key stakeholders.

Major Programs are aligned to and prioritized against initiatives within the Strategy to 
Execution Pipeline.  Smaller, less complex projects are managed through the Corporate PMO 
(Project Management Office).

A Major Program is defined as a technology program that exceeds $3M.
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Approach:

◦ Pursuing discrete, manageable programs / projects with 12-24 month time horizons (typically).

◦ Clear, accountable business sponsorship for better project alignment and communication.

◦ Focused projects with clear business cases and scope.

◦ Annual planning and budgeting cycles with discrete funding allocations per program / project and solid change 
management processes.

◦ Updated governance framework to appropriately handle different impact / severity levels of risks and issues.

Strategic Benefits:

◦ Alignment with organizational capacity and priorities.

◦ Enhanced flexibility to adapt as needs evolve.

◦ Improved sustainability and accountability for long-term IT transformation.

Major Programs Approach

26
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1 2

3 4

1 2

3 4

Lessons Learned have provided 
multiple insights into how to 
improve  our controls for vendors, 
financial management and execution.

Expanded advisory role to hold us to 
account and provide best practice 
guidance.  Reporting directly to 
Technology Committee of the Board.

Clear business sponsor accountability 
and engagement from initiation 
stage through execution and increased 
role in Governance.

Increased focus and diligence on risk 
management throughout the program.

Increased Focus on Controls 

Governance Vendor Oversight

Improved Governance

Enhanced Risk Management 

27

How is Major Programs different than Nova?
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• Lessons from Nova:

◦ Rightsized discrete initiatives; increased focus on planning and business requirements.

◦ Clear funding approvals & governance over time / scope / cost changes, timely escalation, and Finance 
challenge function.

◦ Vendor management & contract controls (audit rights, performance reviews, change-order governance).

◦ Operational readiness & knowledge transfer with named accountabilities and living Operational Support 
Models.

• Immediate controls now operating:

◦ Portfolio-managed, project focused delivery, with clear funding approvals and scope definition

◦ Regular updates on forecast vs actuals for spend as well as project Key Performance Indicators and Key 
Risk Indicators

◦ Migration of remaining modernization into the Five-Year Rolling IT Roadmap; benefits tracked at the 
program / project level and reported annually to the Board

Increased Focus on Controls

28
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Example of Financial Controls Process Change

29
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MPI is conducting an RFP process for an expanded Governance Vendor engagement for Major 
Programs.  This will be focused on delivering services, expert advice and coaching that will result in 
measurable gains to enable MPI’s success in delivering the Major Programs on time and on budget.  

Core areas of Focus:

• Governance assessment and evaluation of Major Program’s current state, risks and issues and 
validation of action plans.

• Advisory services to identify gaps, ensure team alignment, and facilitate development of 
mitigations.

• Develop governance best practices to enable Major Programs and MPI leadership to address risks 
prior to risks becoming issues, provide actionable and concrete mitigation steps and proactive 
solutions.

• Measuring internal control effectiveness.

• Providing guidance on conducting due diligence on potential and existing vendors.

• Establishing systems for ongoing monitoring of vendor performance and risk levels .

Governance Vendor Oversight
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◦ The Governance of the Major Programs area is designed to ensure effective risk management 
and decision making for various items encountered during the implementation of a large 
complex program.

◦ The intent of the improved governance structure is to have a clearly outlined method by 
which to identify Risks, Assumptions, Actions, Issues, Dependencies and Decisions and flow 
them to the right decision-making bodies for the right level of visibility and awareness, to be 
addressed in a timely manner to enable the project to be executed successfully. 

◦ Improvements are across four key areas:

 Increased business sponsor engagement & role clarity,

 Enhanced forums,

 Improved processes and toolsets, and

 Refined communication & continuous engagement.

Governance Improvements
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Governance Principles
As we considered enhancements to Major Programs governance based on leading practices and 
observed challenges, the following principles formed the basis for our decision-making.

1 Business Sponsorship
Concentrated Business Sponsorship is integral for any program that impacts core business processes, customer 
journeys and / or user experiences   

2 Project-Based Structure Adaptability
While the business ownership principle should remain consistent, project decision-making must adapt based on most 
impacted business areas

3 Budget Accountability Aligned to Program Sponsorship Model 
With program sponsorship comes budget accountability, as the owner of a program’s outcomes should have influence 
over the investment and spend related to that program

4 Holistic Portfolio Management
All major programs are managed as an enterprise-wide portfolio aligned with strategic objectives, with sponsors 
ensuring connectivity between related programs to prevent duplication and maximize synergies

5 Tiered and Decision-Oriented Governance Structure
The governance structure enables swift decision-making and emphasizes strategic dialogue at the right levels, 
minimizing complexity and focusing executive involvement on high-impact areas

6 Continuous Improvement
As governance is an ongoing process, a focus on continuous improvement is paramount to strive for optimal outcomes

32
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Governance Model 
Approved model established a standard framework for Major Programs Delivery while 
fostering project-specific business ownership.

Technology Sponsor

Major Program Delivery Leadership 

Major Program Delivery

Solution Sponsor
‘Line of Business’ (LOB) 

Sponsor(s)

Business SMEs

Business Delivery Lead

Major Programs Sponsorship & Delivery

CEO

Project-Specific 
Sponsorship & Delivery

Sponsorship  
Level 
(VP)

Delivery 
Leadership Level 

(Director)

Delivery Level

1 2

3

4

5

1

M O D E L  O V E R V I E W

A permanent model is in place, ensuring 
consistency in how Major Programs are delivered.

2
A project- specific team is stood up depending on 
unique needs of an individual project, ensuring 
LOB-specific accountability for project outcomes.

3
Sponsorship is established in alignment with the 
following mandates:
 Technology and Solution Sponsors: Accountable 

for Major Programs broadly, including project 
prioritization and the dissemination of budget to 
individual projects.

 LOB Sponsor: Responsible for shaping the 
strategic direction of a given project within 
allocated budget, including decision-making 
contained to individual project outcomes.

4 Delivery leadership at the Program level remains 
unchanged, with a business delivery lead assigned 
to projects based on their scope.

G
O

V
E

R
N

A
N

C
E

 L
A

Y
E

R
S

5
Business SMEs (at the appropriate level, i.e., 
Manager, front-line staff, etc.) are deployed based 
on specific project needs, while Major Program 
Delivery resources are assigned to support various 
projects.

33

October 23, 2025 MPI Exhibit # 48

Manitoba Public Insurance Page 33 of 43



34

• Introduction of new Key Risk Indicators to track program 
/ project health and provide early awareness of issues.

• Regular cadence established for risk reviews and updates 
to address evolving challenges.

• Dedicated  risk management resource to focus on risk 
across Major Programs.

• New dashboarding and reporting on risks per appropriate 
level of Governance body.

• Improved communication channels and governance 
accountabilities for escalation of issues and risks.

Enhanced Risk Management
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RAAIDD Framework

35

A clear RAAIDD framework, guidance and support are critical to transformation program success

Guiding principles and definitions

The six RAAIDD components interact amongst one another and with program commitments and other assumptions

RAAIDD

RISK

Items that have a 
probability of 

occurring with a 
varying level of 
likelihood and 

severity/impact

ACTION

Actions that are 
identified through 

governance 
bodies, risks, 

issues, etc. that 
are assessed and 
monitored by the 
Transformation 

Office and 
workstreams

ASSUMPTION

Statements made 
that we assume to 

be true for the 
purpose of 

planning; but still 
require validation

DECISION

Decision points of 
materiality that have 
been identified at any 
level of the program 

and follows the 
Decision Authority 

Framework for 
guidance on where a 
decision can be made 
and where it requires 

elevation

DEPENDENCY

Task or 
deliverable 
required to 

complete a sprint

ISSUE

Event that has 
occurred or risk 

that has been 
realized that must 

be resolved

NEW NEW

Consistent monitoring and tracking of 
metrics, including impact to program 
constraints and/or business outcomes

Organized and transparent decision-
making, with strong accountability to 
timelines

Accountability taken for risk/decision 
recommendations and mitigation at the 
lowest level

Clear risk and decision accountability, 
including defined roles and ownership

Proactive detection of risks and issues 
and forward-looking course corrections
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1 2

3 4

1 2

3 4

International Registration Program 
online functionality and MyMPI 
Foundational online work.

Bodily Injury Claims Management 
system upgrade.

SIS Reversion, Assessment & Planning 
and Data Quality.

Upgrade current ERP – Infor Upgrade 
and Assessment and Planning for 
future ERP solution .

MyMPI Foundation & IRP Online

BI3 Upgrade

SRE Remediation

ERP Replacement

36

2025/26 Major Programs
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MYMPI Foundation & IRP Online

DESCRIPTION:  

This project aims to establish a new customer portal called MyMPI.  The first customers using the 
portal will be International Registration Plan (IRP) customers.  

The foundational services, such as login and authentication, can then be built upon in future 
projects to bring more online functionality to customers.

IRP Online will allow IRP customers to renew and amend fleets & vehicles, pay outstanding 
invoices and view/print documents online. 

KEY DRIVERS:

• Remediates R2 Deferred work that resulted in workarounds and 
duplicate entries for the Prorate Office.

• Enables "out of the box" online transactions for IRP customers 
through recently deployed software for DVA.

• Provides foundation for future online services with first smaller 
pilot customer group of IRP customers.
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SRE Remediation

DESCRIPTION:  

Addresses issues from Nova release for Special Risk Extension. Includes data quality 
improvements. Assessment and Planning initiative focused on confirming path forward.

The overarching program of “SRE Remediation” entails multiple  projects with discrete  business 
cases:  SIS Reversion  (In-progress),  Assessment & Planning (In-progress) , Data Quality 
(planning), Implementation  (TBC).

KEY DRIVERS:

• Moves policies from Duck Creek to SIS (prior legacy system) to 
stabilize.

• Stabilize SRE line of business.

• Determine path forward.
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BI3 Upgrade

DESCRIPTION:  

The FINEOS case management solution has been an on-prem solution in use by the Bodily Injury 
Case Management team since 2010 to administer and manage bodily injury claim.  

FINEOS previously announced that they are changing their licensing model from providing and 
supporting on-prem solutions and moving to a SaaS (Software as a Service) cloud subscription 
model.  

KEY DRIVERS:

• MPI is currently on the last available on-prem version of FINEOS 
software. 

• Upgrading to the cloud will allow MPI to use the latest version of 
software and will shift the responsibility for future upgrades to 
FINEOS and reduce MPI effort and eliminate infrastructure 
upgrade costs.
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ERP Replacement

DESCRIPTION:  

The ERP Replacement Program covers  multiple related ERP projects.  The Infor Upgrade project 
will address short term support.  This initiative includes renewing the support agreement with 
Infor for the current on-premises product and securing an agreement until 2030.   

The Assessment & Planning project will define the current and target state for both People & 
Culture and Finance and procure an ERP solution.

KEY DRIVERS:

• Enterprise Resource Planning (ERP) system used by MPI – Infor Suite – 
will no longer be available after October 2030.

• MPI's contract for our ERP system with Infor is ending in June 2030. 
Additionally, the database infrastructure, Infor runs on is out of support 
(SQL Server 2012 –April 2025), and the server infrastructure it runs on 
will soon be out of support (Windows Server 2012 – October 2026).
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Enabling Successful Execution

2026 General Rate Application                                                                   
MPI Exhibit # XX41

GOVERNANCE:  Clear decision rights, business sponsor accountability, and independent 
oversight.

RESOURCE PLANNING:  Regular reviews of staffing and external labor to match project needs.

‍SKILLS DEVELOPMENT:  Targeted training and upskilling to close capability gaps.

OPERATIONAL READINESS:  Dedicated teams for smooth transitions and knowledge transfer.

CONTINUOUS MONITORING:  Ongoing tracking of risks, resource saturation, and project 
health.
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Closing Reflections

42

MPI is committed to responsible, transparent, and forward-looking technology leadership. 

Our journey from benchmarking and strategic planning, to Project Nova closeout and the developing five-
year rolling IT roadmap, demonstrates a focus on continuous improvement and operational excellence.

Priorities include: 
• Managing technology risk. 
• Investing in our people. 
• Improving ways of working. 
• Delivering major programs aligned with business objectives and Manitobans’ needs.

Our approach is pragmatic: 
• Prioritize stability and compliance. 
• Sequence modernization to match capacity. 
• Maintain strong governance and accountability. 

Lessons learned have shaped a resilient, adaptable, and customer-centric IT organization. 
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Thank you
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