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Success Stories:   
Protegra’s “ Outsourcing Partnerships”   
 
In addition to successful fee-for-service consulting engagements, 
Protegra has established successful “Outsourcing Partnerships”.  These 
long-term relationships enable companies to completely devolve 
themselves of their IT challenges.   
 
This booklet outlines how Outsourcing Partnerships are established, and 
how the knowledge gained from these experiences is passed on to future 
clients.   
 
Specific examples of Outsourcing Partnerships are included in Appendix 
A.  Protegra’s overall services are set out in Appendix B. 
 

1. TYPICAL IT CHALLENGES 
 

“As CEO, it is my responsibility to ensure all the company’s divisions 
operate efficiently.  I know IT, but I’m not convinced that IT application 
management is a core business function of our business any more.  At 
the same time, I can’t justify hiring a consultant because quite often all 
we get is a report that sits on the shelf.” 

 “As the Director of IT, I can’t seem to find the right people.  I need 
specialists to resolve our back load.  The situation is getting serious.  
Our backlog is in the hundreds.”  

“As CIO, I simply can’t justify paying our manufacturer another dime for 
system releases and updates.  Our staff don’t understand the language 
and can’t operate the system without the manufacturer.” 

 

2. THE SOLUTION:  
Establish an OUTSOURCING PARTNERSHIP  

 

Through an Outsourcing Partnership, Protegra assumes full responsibility 
for either the operation of an IT department, or for the operation of a 
particular IT component.  In all cases, Protegra builds a commitment to 
take ownership of our client’s IT challenges, enabling clients to focus on 
running the organization.  A three-part process is employed to establish 
this commitment:    

 

Part 1 – Sensitivity Assessment  

During this stage, Protegra conducts a thorough review of the 
organization including interviews of staff and management, and reviews 
of relevant company materials. This stage enables us to prioritize 
problems and to establish parameters for the Outsourcing Partnership.   

 

 
 

Protegra assumes full 
responsibility  

Clients are freed up 

Assessing the Situation 
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Part 2 – Establish Service Level Agreement (SLA) 

Using information gathered in Stage 1 as a guide, Protegra establishes a 
Service Level Agreement using service metrics as the basis for the 
agreement.  These metrics are measurable indicators of performance 
that provide the client with the assurance that the partnership is working. 

The following is a graph illustrating Protegra’s performance using service 
metrics established through a previous Outsourcing Partnership.    

Part 3 – Prepare Operational Plan 

With the SLA is complete, Protegra outlines details of the working 
relationship, in particular how LifecycleTM ties into the Protegra approach.  
Protegra assumes responsibility for the complete package. 
 
Quite often human resources are key to the successful transition of an IT 
department.  Protegra takes full responsibility for staffing including 
employment contracts, payroll, skills upgrading including training 
programs, and performance reviews in order to build and manage a 
professional, skilled transition team. 
 
 

3. TRANSFERRING PROTEGRA’S EXPERIENCE 
TO FUTURE CLIENTS 

 
Each time Protegra enters into an Outsourcing Partnership, unique 
challenges are overcome that present valuable opportunities for 
knowledge transfer to future clients.  The following areas of focus were 
applied in past Outsourcing Partnerships, which represent invaluable 
knowledge made available to future Protegra clients: 
 
1. Assuming Responsibility / Sharing the Risk - in all our Outsourcing 

Partnerships, we take problems away from our clients.  Protegra 
deals with it and provides evidence of the same.  Protegra believes in 
its approach and its people.  We establish measurable indicators 
designed to ensure our client’s investments produce results 

 
2. Strategic Planning – Protegra’s strategic approach captures the 

organization’s priorities and incorporates them into a common vision 
for solutions (Statement of Work).  This approach enables Protegra 
to tailor solutions to the client’s needs, whether they require high-level 
on-site management, highly skilled on-site analysts, or both.  In any 
event, Protegra takes this vision and implements it using our 
expertise and ability to address details 

 
3. Technical Problem Solving - Protegra’s investigative and analytical 

approach, and its knowledge of complex technical problems enabled 
past partners to overcome a significant backlog of system problems 

 
4. Fostering Collaboration – Building Morale - fostering collaboration 

applied to all our outsourcing engagements, whether we are involved 
in high-level management decisions, or we are engaged to provide 
solutions to complex technical challenges on the front lines.  
Protegra’s experience in both business management process and IT 

Measurable Indicators 
of Performance 

The Complete Package 

Full Responsibility for 
Staffing Requirements 

Applicability to other 
client solutions 

Assuming 
Responsibility 

Sharing the Risk 

A Strategic Approach 

Building a Team 
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ensures all types of challenges are overcome, including human 
resource issues.  Our ability to communicate ensures critical 
information is recorded for future use by our clients 
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Appendix A – Specific Examples of 
Successful Outsourcing Partnerships 
 
Whether a particular aspect of an organization is outsourced, or an entire 
department, Protegra builds the same level of commitment.  The 
Outsourcing Partnership is designed to ensure Protegra assumes full 
responsibility for the IT challenge.  Protegra takes the problem away from 
the organization and solves it. 
 
The following outlines three examples of successful Outsourcing 
Partnerships established and managed by Protegra.   
 
Assante Corporation (CI Mutual Funds) 
 
Assante Corporation is a Winnipeg based financial services agency.  As 
a result of its acquisition by CI Mutual Funds of Toronto, Assante 
Corporation retained Protegra to guide the transition of its back office 
software management system to the company’s new head office in 
Toronto.  A key aspect of this transition involved the centralization of 
Assante’s software systems, data base systems, and business 
processes into CI’s Toronto based systems.   
 
The process was initiated without a defined timeline on the understanding 
that every effort would be made to complete the process as quickly as 
possible.  Protegra incorporated this understanding into its approach 
recognizing that costs would be minimized through consolidation (i.e. 
operating costs would be reduced once the Winnipeg office was closed). 
 
Lead by a team of on-site specialists, Protegra guided this transition by 
providing services in the following areas: 
 
1. On Site Management:  
 

-  LifecycleTM was used as the basis of the Statement of Work 
prepared for Assante and CI Mutual Funds.  This document 
provided the vision for the working relationship  

-  Process Development – Protegra’s on-site consultants flushed 
out the details of the working relationship as they related to 
existing systems and staffing.  Processes were established that 
outlined how the department would function (i.e. reporting 
requirements, internal processes etc) 

-  Communication – times of change can be stressful on existing 
employees.  Protegra introduced monthly one on one lunches 
with each employee, reward systems, and other incentives to 
ensure staff were aware of the company’s long-term plans 

 

Managing the 
Transition 

LifecycleTM as the basis 
of the working 

relationship 
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2. System Support and Maintenance: 
 

-  Maintaining the AAM middle office system was deemed a critical 
factor in a smooth transition.  Protegra responded by establishing 
procedures to achieve this objective by introducing a short term 
dedicated response capability, and by assisting in CI Mutual’s 
transition plan toward a new middle office solution 

-  Protegra monitored quality performance, staff performance, and 
other aspects critical to the department’s ability to deliver to 
existing customers 

 
3. Succession Planning: 
 

-  Human resources management is a key factor in a system’s 
successful transition.  In the case of Assante, a team of eight 
professionals was assembled including four existing Assante 
employees 

-  Under this new arrangement, existing Assante employees, 
including those adopted under the Protegra umbrella, were able 
to continue working under the auspices of the same job 
description.  This relationship ensured a smoother transition, 
saving Assante and CI Mutual Funds the cost of training new 
employees.  Morale of these and other Assante staff was also 
positively affected through this arrangement 

-  Protegra’s team of managers created templates designed to 
capture the knowledge of all remaining employees.  This is a 
critical benefit of Protegra’s approach because it assures the 
intellectual property of the company is retained for future use 

 
MTS 
 
MTS is a Winnipeg based full service communications company.   
 
Protegra is currently involved in an Outsourcing Partnership with the MTS 
Wireless IT Department in order to assist with marketing initiatives 
involving its third party wireless billing service (Wireless IT is a division of 
MTS IT Application Services).  The company providing this billing service 
is called Enabil Solutions. 
 
Protegra’s on-site analysts are available to respond to enhancement 
requests presented by the Marketing Department.  Each time the 
Marketing Department introduces a new wireless promotional package or 
service offering, Protegra’s analysts gather and document all business 
requirements and communicate them to all affected departments within 
MTS.  After commissioning Enabil Solutions to submit a system design, 
Protegra’s analysts are also required to ensure that the design satisfies 
the business requirements established by MTS, and that the system is 
implemented effectively. 
 

Sharing the Risk to 
Help in the Transition 

Providing Analysts 

Providing Answers 
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CUCM 
 
Credit Union Central of Manitoba (CUCM) is a central administrative 
agency for select Manitoba credit unions. 
 
CUCM purchased its banking system from a software manufacturer in 
the United States.  The cost of operating and maintaining this system 
was extremely high because system releases and customized updates 
were common.  CUCM searched for alternative arrangements but was 
unable to find qualified professionals capable of operating, maintaining 
and revising the system while still meeting consumer demand.  
 
Protegra established an Outsourcing Partnership with CUCM by providing 
two Protegra analysts on an initial three-month contract.  During the term 
of this contract, Protegra’s analysts developed a sound understanding of 
CUCM’s banking system application, and became effective members of 
CUCM’s development and maintenance team 
 
Based on the success of this initial engagement, CUCM extended 
Protegra’s involvement by two years through an Outsourcing Partnership 
characterized by maintenance and enhancement of CUCM’s banking 
system.   
 
CUCM established VPN network connectivity with Protegra’s Software 
and Development Evolution Center to allow Protegra’s analysts to 
perform the majority of the work remotely.  Protegra’s analysts also 
worked closely with the CUCM team via regular on-site meetings to 
ensure system problems were addressed and solutions were recorded 
for future reference.  After mentoring CUCM IT staff and communicating 
these solutions, Protegra’s Outsourcing Partnership was concluded. 
 
As a direct result of Protegra’s Outsourcing Partnership, the backlog of 
system enhancement and maintenance requests was reduced from 
approximately 600 to 100. 

Helping CUCM gain 
independence from the 
system manufacturer 

Reducing the Backlog 
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Appendix B - 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 
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