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A Success Story:  
Delivering Management Solutions To 
Agriculture and Agri-Food Canada’s Farm 
Income Programs Directorate 
 
Protegra combined its strong knowledge of business management 
process and information technology in order to recommend a revised 
approach to the way in which the Farm Income Programs Directorate 
(FIPD) delivers the CAIS program to agricultural producers (Canadian 
Agricultural Income Subsidy).  FIPD is a division of Agriculture and Agri-
Food Canada (AAFC).   
 
This booklet outlines Protegra’s successful business relationship with 
FIPD.  Included is an outline of the process used by Protegra to examine 
the FIPD challenge.  This is followed by an overview of the 
recommendations presented including a customized methodology built 
on the basis of Protegra LifecycleTM.  Rounding out the booklet is an 
outline of the knowledge Protegra transfers to future clients; awareness 
gained through the FIPD experience.  An outline of Protegra’s overall 
services is included in Appendix A. 
 

1. THE ROAD TO THE SOLUTION  
 
This section outlines the process used to deliver Protegra’s 
recommendations.  
 
THE CHALLENGE – THE REQUEST 
 
Agricultural producers are required to fill out application forms in order to 
access the benefits of CAIS.  The application information is entered into 
the FIPD software system - and after a thorough review - a subsidy is 
delivered to the producer.  Changes are required to the program on an 
on-going basis in order to properly serve its customer base.  The 
frequency of these changes presents a challenge to FIPD’s ability to 
deliver to its clients consistently, and at its expected high standard. 
 
Protegra was retained to evaluate the processes surrounding the current 
system and prepare recommendations for positive change.  The following 
were the key objectives of the project: 
 
1. To increase the level of service to the customer using measurable 

indicators (metrics) and to introduce monitoring systems 
2. To analyze and improve the processes required to implement the 

CAIS program, including work flow 
3. To maximize the use of existing resources, including the 

organization’s software application, staff and management  
4. To develop an approach that addresses the on-going need for 

program offering and procedural changes  
5. To examine and develop a basis for effective training and succession 

plans 

 
 
 

Increase Customer 
Satisfaction 

Change Can be Good 
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Protegra utilized LifecycleTM as the basis of our approach to the FIPD 
challenge.  For more on LifecycleTM, please see Appendix A.   
 
Protegra examined the inner-workings and procedures of the 
organization in order to establish a common vision for success, and a 
collaborative plan designed to overcome FIPD’s current challenges.   
 
Protegra’s unique combination of business management process 
expertise, and knowledge of information technology strengthened the 
links amongst varying levels of the organization.  Protegra’s approach 
invited feedback from the executive level to the customer service staff 
working the front lines. 
 
Following is a detailed outline of the process conducted for FIPD: 
 
- An investigative review of organizational documentation, internal 

communication, and business artifacts was conducted.  Protegra also 
participated in various FIPD meetings and workshops.  This review 
was very effective in identifying key opportunities for improvement,  
including process breakdowns 

 
- Interviews were conducted with FIPD staff at all levels of the 

organization.  Topics of discussion included: 
 

o Success – interviewees were asked to define what success 
would feel like.  This helped staff and management to 
collaboratively define what it is the organization is trying to 
achieve  

o Current process – interviewees were asked to describe the 
current processes: how they did their job 

o Improvements – Interviewees were asked to suggest key areas 
for improvement 

LifecycleTM as the basis 
of the consulting 

process 

Examining the Current 
Situation 
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2. FIPD LifecycleTM 
 
With the analysis complete, Protegra presented a list of 
recommendations to key executives including a customized version of 
Protegra LifecycleTM called FIPD LifecycleTM.  FIPD LifecycleTM is a 
project management and system development process designed to 
achieve FIPD’s stated objectives.   
 
The key phases and deliverables of FIPD LifecycleTM are illustrated 
below:    
 

Sub-Team
Resourcing

Documentation 
review by internal 

Project Team

Project Kick-off 
Meeting

Initiation Phase

Business 
Case 

Approved

Focus:
� Sub-Team verifies mandate, scope of work and expectations
� Roles, Responsibilities and Rules of Engagement are 
established

Deliverables:
� Project Kick -off document
� Team Charter
� Project Plan
� Project Journal
� Issues List
� Project Email Lists
� Initial WBS

FIPD Lifecycle 2004.0.1 - Checklist and Quick Reference

Identify Roles:
� Stakeholders
� Acceptor
� User
� Project Manager
� Business Architect
� Application 
Architect
� Q/A Lead
� Developer
� Database 
Developer

Orientation 
Workshop

Documentation of 
high-level 

requirements

Stakeholder 
meetings

Documentation of 
detailed 

requirements
Review

ReviewFail

Pass

Fail

Pass

Detai led Requirements 
Discovery Phase

Risk 
Workshop

Solution 
Design

Proof of 
Concept

Achieve Software 
Requirements 

Sign-Off

Solution Discovery Phase
Detailed Solution 

Design

Achieve Solution 
Design Sign-Off

Increment 1 Increment 2 ... Increment 
N

Focus:
� Identify detailed requirements and priority
� Achieve Acceptor sign-off on discovered baseline

Deliverables:
� Scope Document
� Revised/New Workflow (Business Process) Diagram
� Risk Register
� Business Requirements Document

Deliverables:
� Screen Mockups
� SOW Document
� Detailed Project Plan – with 

Revised Estimates from all 
participants

� Specifications Changes – V1.0
� Detailed Design
� Test Plan
� Test Cases

Protegra Technology Group © 2004

 
 

 

Tailor Made 

Key Phases of FIPD 
LifecycleTM 
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Construction Phase Spec Change 
Implementation

Unit Testing Review

Fail

Delivery Phase

Acceptance 
Testing

System Testing

Production

Deliverable Re-
Work

Production 
Support

Acceptance 
Testing Support

System Testing 
Support

Delivery 
Preparation

Project Close

Project Closeout

Deliverables:
� Software Components
� Datafixes
� Reports

Deliverables:
� Release Document
� User Documentation
� Online Help
� Training Doc

Pass

Deliverables:
� Project Closeout

Project Metrics:
� Project Performance (Variance between Actual and Estimated 
- schedule)
� Schedule variance
� Open Outstanding Issues
� Etc., as required by FIPD

Project Journal:
<Syst emName >/

+ <Pr oj ect NameA >Jour nal /
¦ + Document s /
¦ ¦ + Pr oj ect Management /
¦ ¦ ¦ + AgendaMi nut es /
¦ ¦ ¦ + Communi cat i ons /
¦ ¦ ¦ + St at usRepor t s /
¦ ¦ ¦ + ChangeRequest s /
¦ ¦ + Requi r ement sAndSol ut i on /
¦ ¦ ¦ + Funct i onal Specs /
¦ ¦ ¦ + UseCaseScenar i os /
¦ ¦ + Const r uct i onFoundat i on /
¦ ¦ ¦ + Det ai l edDesi gns /
¦ ¦ + Qual i t yAssur ance /
| ¦ + Depl oyment /
¦ + Sour ce /
+ <Pr oj ect NameB >Jour nal /

Ongoing Project Management Deliverables:
� Weekly Status Reports
� Meeting Agenda/Minutes
� Change Request Forms
� Issues List
� Risk Register
� Defect List (during system/acceptance testing)

Protegra Technology Group © 2004FIPD Lifecycle 2004.0.1 - Checklist and Quick Reference

 
 

Key Phases of  

FIPD LifecycleTM 
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3. TRANSFERING SUCCESS TO OTHERS   
 
HOW THINGS PANNED OUT WITH FIPD 
 
Protegra takes very seriously its business relationships, passionately 
delivering solutions that meet the direct needs of Protegra clients.  The 
hands-on approach used with FIPD is typical of how Protegra 
approaches clients faced with similar challenges: facilitate a common 
vision for the solution amongst organizational stakeholders, and provide 
tangible, implementable recommendations. 
 
Protegra recognizes that our opinions of the company are hardly 
objective, which is why other sources are used to evaluate our 
performance.  Following is an excerpt taken from the December 2004 
CAIS Administration Newsletter: 
 

 “The Protegra Report will help the organization become 
more proactive in anticipating business needs issues and in 
preventing and managing risk more effectively.  The report 
recommendations aim to help build structure into our 
processes and better work with IT.” 
 

Mr. Steski is confident that the recommendation, once implemented, will 
help the organization: 

 
“get better at prioritizing, determining requirements and 
implementing changes to the system in a more managed 
way so the organization can become more efficient in 
delivering our services to the producers.” 

 
Dean Steski, Project Manager - Project Team – CRA Delivery, FIPD 

 
TRANSFERRING PROTEGRA’S EXPERIENCE TO FUTURE CLIENTS 
 
Each time Protegra delivers a software solution, unique challenges are 
overcome that present valuable opportunities for knowledge transfer to 
future clients.  With respect to FIPD, the following areas of focus were 
applied, which represent invaluable knowledge made available to future 
Protegra clients: 
 
1. Areas of Improvement - the areas of improvement identified at FIPD 

are typical of most organizations.  Protegra’s investigative review 
ensures these areas are properly identified (no rock goes unturned) 

2. Strategic Planning – Protegra’s strategic approach captures the 
entire organization’s input and incorporates it into a common vision 
for solutions  

3. Fostering Collaboration - fostering collaboration between business 
stakeholders and system stakeholders is a key skill Protegra brings 
to its clients because of Protegra’s experience in both business 
management process and IT   

4. Flexibility - the FIPD experience demonstrates the flexibility and 
applicability of LifecycleTM to other organizations 

Ask the Customer 

“ …better work with IT”  

Applicability to other 
client solutions 
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Appendix A - Protegra at its Core 
  
Protegra is passionate, creative professionals providing business and 
technology solutions around the world including Canada, the United 
States, Japan and Europe.  Our clients include organizations in the 
financial services, agricultural, healthcare and entertainment industries.   
 
We are one of Canada’s fastest growing companies.1 Protegra’s success 
can be attributed to many factors including its experienced, qualified staff, 
the company’s unwavering appetite for complex business and technical 
challenges, and its strong reputation for delivering on every promise. 
 

Our software solutions are effective – Our approach is strategic 
 
Success also comes from delivering something others do not.  For 
Protegra, it is two core factors that set us apart. 
 

What we deliver – that’s different 
 
Escentia TM – The Enterprise Architecture.  Escentia TM is a word created 
to describe the “hub”.  Think of it as the hub from which more specific 
enterprise software solutions are based.  Escentia TM and its related 
solutions adopt the unique needs of departmental divisions while still 
remaining true to the overall vision of your organization. 
 
Protegra’s core competency comes from understanding services based 
architecture.  Escentia TM is the architecture used to transfer this 
understanding to each Protegra client.   

 
How we do it, differently 

 
Lifecycle TM – Business Answers through Software Solutions.  Lifecycle is 
a word created to describe the unique way Protegra delivers Escentia TM.  
Protegra examines the inner-workings and procedures of its clients, 
information which forms the basis for a collaborative plan designed to 
respond to management approaches and requirements.   
 
Lifecycle TM is the software development process through which big 
picture questions are answered.   
 
If you would like to share with us your company’s business and 
technology challenges, we are ready to listen.  Please contact Dan 
Perron, BPI Practice Leader at 204.487-5678 or 
Daniel.perron@protegra.com.  In the meantime, for more on our 
company, visit www.protegra.com 
 

All information contained in this document has been provided solely for the purposes of 
evaluating Protegra’s offering. All other rights are reserved. Protegra Technology Group 
Inc. © 2003.  Printed in Canada  

                                                           
1 Profit Magazine, June, 2005 

 

Escentia TM  

Enterprise Services 
based Architecture 

You Talk: 

We Listen 


