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As Jay scrolled through the pages of the employee culture survey results, she experienced a 
wave of conflicting emotions, from optimism to anxiety. 
 
After years of research, strategizing, planning, and consultation with external stakeholders, 
Manitoba Hydro had developed Strategy 2040, a vision for the organization’s future.  The 
strategy set the stage for Hydro to keep pace with customer expectations and sustain its future 
in a world of disruptive change that could see the electrical monopoly and provider of natural 
gas dealing with new market entrants and new customer demands.  A massive restructuring of 
the organization was already well underway to create a structure that reflected Hydro’s future 
needs. 

But the employee culture report, along with her experience in leading change within the 
organization, convinced her that the success of the strategy and structure would depend on 
how well Hydro could prepare its talent pool to become more agile, innovative, and customer 
centric.  Hydro’s culture and ways of working as a Crown corporation were the result of the 
organization’s environment.  Hydro operated in a heavily regulated environment, subject to 
intense public scrutiny and political oversight.  Its operations involve massive infrastructure 
projects in remote and complex environments, which made safety and risk management top of 
mind.  It was one of the province’s largest employers, with many of the rigid policies and 
procedures that often characterize large organizations. 

The new landscape, however, would require new methods, greater collaboration, more risk-
taking, a more empowered workforce, and a new set of skills and talent. On this snowy day, Jay 
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pondered the challenges that lay ahead in leading the organization through the evolving energy 
landscape driven by the forces of digitalization, decarbonization, and decentralization. She was 
aware that the organization would be facing an age of prolonged change that would require a 
culture shift and buy-in from their close to 5,000 employees. She wondered, how could they 
best prepare the organization’s people and processes to meet these challenges? 

History 
Manitoba Hydro’s history dates to the late 1800s. The Winnipeg Gas Company, a 
supplier of gas for lighting, was the first utility provider within the province. However, 
the late 1800s saw the energy industry evolve as many more gas, electricity, and 
electric-rail transportation companies entered the Manitoba market. Eventually, the 
market would consolidate, and Manitoba Hydro would become the sole provider of 
electricity and primary provider of natural gas for Manitobans. However, this wasn’t 
always the case. In the early days, the industry was fragmented.  

As electricity began to be seen as a necessity rather than a curiosity, a few farsighted 
individuals understood the advantages of large-scale generating facilities, including a 
number of public-spirited citizens who felt that electricity should be made available at 
the lowest possible cost to the consumer.1 Following a period of growth and evolution 
within the sector that saw multiple new entrants as well as several mergers and 
acquisitions, The Manitoba Hydro-Electric Board Development Act was passed in 1949. 
Through this act, the government of Manitoba formed the Manitoba Hydro Electric 
Board (MHEB) and authorized the agency to acquire competing utility companies within 
the sector, with the intent to consolidate the industry and ensure adequate supply to 
the entire province.2 

In 1961, Manitoba Hydro was formed when the provincial government amalgamated 
MHEB and MPC through the Manitoba Hydro Act. This made Manitoba Hydro the sole 
provider of electricity to the province except for central Winnipeg, which was served by 
Winnipeg Hydro. In 1999, Manitoba Hydro purchased Centra Gas, the province’s 
purveyor of Natural Gas, making it the primary energy utility within the province. The 
period of amalgamation culminated in 2002 when Manitoba Hydro acquired the assets 
of Winnipeg Hydro and became the sole supplier of electricity for the entire province. 
Manitoba Hydro, operating at arm’s length from the provincial government, now had a 
monopoly on electrical services within the province. Public ownership of the utility 
meant the government could ensure the provision of the necessary electrical and 
natural gas service for all Manitobans with a regulatory and governance structure that 
would serve the needs of the people.  
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Governance Structure 
Provincial Government: As a crown corporation, Manitoba Hydro is designed to 
operated at arms length from the provincial government. The provincial government 
appoints members to the board that governs Manitoba Hydro as well as appoints 
members to the board that regulates utility rates. The provincial government may also 
set mandates for the crown corporation. The recently introduced Manitoba Hydro 
Amendment and Public Utilities Board Amendment Act sets new parameters dictating 
upper and lower limits for future rate increases. The provincial government also 
receives revenue from Manitoba Hydro in the form of water rental fees charged for the 
water that passes through Hydro’s dams and determines the corporation’s debt 
repayment rates.  

Manitoba Hydro-Electric Board (MHEB): Hydro’s Board, the MHEB, was formed through 
an act of legislature in 1949 and is responsible for ensuring Manitoba Hydro complies 
with its mandate. Directors are appointed by the provincial government, and the board 
reports to the Minister responsible for the Hydro Act. The board approves the corporate 
objectives and strategic direction, appoints the CEO, and ultimately ensures that 
Manitoba Hydro’s policies are aligned with those of the provincial government to the 
maximum extent possible consistent with the best interests of the organization.  
 
Public Utilities Board: The Public Utilities Board (PUB) is an independent quasi-judicial 
administrative tribunal appointed by the provincial government to oversee provincial 
utilities and monopolies such as Manitoba Hydro. The PUB is responsible for regulating 
the rates charged by Manitoba Hydro. In reviewing applications for rate increases, the 
PUB has a mandate to balance the needs of rate payers and the economic impact they 
would face with the financial health of the utility3.  The hearings are open to the public 
and intervenor groups are invited to participate and voice their concerns over rate 
increases. The public forum ensures that Manitobans have a voice in the rate setting 
process and requires that Manitoba Hydro demonstrate that rate increases are 
necessary to covering costs. Some past applications for rate increases have been denied. 
A 2015 application for a 3.95% rate increase was rejected as the PUB did not believe the 
rate was in the public’s interest4.  

 

Present Day Operations 
Today, Manitoba Hydro is one of the largest integrated electricity and natural gas 
distribution utilities in Canada5. It is the sole electricity provider and principal provider 
of natural gas within the province. 

After several years of cuts to staffing levels, Manitoba Hydro has been experiencing 
growth (Exhibit 1). The company’s approximately 5,000 employees include office 
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workers as well as those who work in the field. Some of these roles include Power Line 
Technicians responsible for constructing and maintaining electrical power transmission 
lines, Mechanical Technicians responsible for maintaining equipment and controls used 
in the generation of electricity, and Natural Gas Service workers responsible for 
responding to emergencies and repairing damaged gas lines, or inspecting residential or 
commercial appliances, among many other diverse roles. While many employees work 
out of Manitoba Hydro’s downtown Winnipeg headquarters, a large number work out 
of offices spread out across the province, including remote rural areas, overseeing the 
operations and maintenance of generation, transmission, and distribution assets.  

Approximately 80% of Manitoba Hydro’s employees are represented by four separate 
unions, including CUPE, which represents office support staff, UNIFOR, which represents 
natural gas workers, IBEW, which represents electrical staff, and AMHSSE, an 
association for Manitoba Hydro supervisory staff. Negotiations are currently underway 
with each of the unions, some that have been ongoing since 2020. 

Average tenure is 14.629 years, excluding student work placements, and Manitoba 
Hydro’s workforce is aging. In 2022, approximately 14% of Hydro workers were eligible 
to retire, and Hydro had anticipated that 20% of those eligible would do so by the end of 
the year.6  

Hydro’s operations include: 

Electrical generation: As of 2021, total generating capacity was 5,608 MW, 97% of 
which is clean, renewable electricity generated by 16 hydroelectric facilities on the 
Saskatchewan, Winnipeg, Burntwood, Laurie, and Nelson rivers7. These generating 
stations were located throughout the province, many of which were in remote, northern 
areas, far from Manitoba Hydro’s headquarters in Winnipeg (Exhibit 2). Additionally, 
Manitoba Hydro operates one thermal and four remote diesel generating stations 
serving remote communities.8 

Electrical transmission: Manitoba Hydro operates 11,000 kilometers of high voltage 
lines connecting communities throughout Manitoba, with interconnections to 
neighbouring provinces and two American states.  

Electrical Distribution: Manitoba Hydro operates and maintains 75,000 kilometers of 
distribution lines, serving over 600,000 residential and industrial customers across 
Manitoba, with some of the lowest retail electricity rates in Canada.9  

Wholesale Electrical Sales: In addition to serving Manitobans, Hydro provides wholesale 
electricity to four export markets in the United States and neighbouring provinces. 
Exports are handled by a division within the Customer Solutions & Experience business 
unit and account for 22% of revenue from 2010-201910. Revenue from electricity 
exports is highly volatile, subject to fluctuation in water conditions, prices for natural 
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gas, and levels of wind power generation.11 While Manitoba Hydro maintains some 
long-term contracts, it also sells “surplus” electricity to utilities in other provinces and 
states. The amount of “surplus” energy available to sell is dependent on water levels. 
When water levels are high, enough water passes through the hydroelectric dams to 
generate electricity beyond what is needed to meet the needs of Manitobans and 
existing export contracts, allowing the province to sell the extra energy to utilities 
outside the province. The alternative would be to divert excess water to generating 
station spillways rather than through the turbines, which is viewed by the organization 
as a lost opportunity to generate revenue. While export prices of surplus energy can be 
lower, the additional revenue helps keep domestic prices low, and can provide 
neighboring utilities with a lower emission source of electricity, compared to electricity 
generated from fossil fuels. A snapshot of 2019 exports to the US showed Manitoba 
Hydro as the third largest Canadian electricity exporter to the US12 However, when the 
province experiences drought, the reduced water levels in the province’s rivers and 
lakes means lower electricity generation. As climate change causes changes in weather 
patterns, Manitoba’s electricity exports will be affected. Further, US energy policy and 
subsidies for wind power, as well as lower rates for natural gas, also affect demand from 
US customers for Hydro’s hydroelectricity.  

Natural Gas Distribution: Through its Centra Gas subsidiary, Manitoba Hydro provides 
natural gas to residential, commercial, and industrial customers throughout the 
province, supplied primarily from TransCanada’s Energy pipeline that runs through 
Manitoba. Centra Gas is wholly owned by Manitoba Hydro and operations are fully 
integrated. The subsidiary has no employees of its own. To provide natural gas within 
the province, Manitoba Hydro must go through a franchise application process that 
must be approved by rural municipalities and then the PUB. While Manitoba Hydro does 
not have a monopoly on providing natural gas within Manitoba, it is the sole distributor, 
responsible for 10,000 kilometers of gas distribution lines, serving 130 communities and 
290,000 customers.13  

Electricity and Natural Gas Rates: As a public utility, the business model is focused on 
cost recovery, with electrical and natural gas rates regulated by the Public Utilities Board 
of Manitoba (PUB). Currently, Manitoba Hydro has an application before the PUB to 
increase rates by 2% on September 1, 2023, and a further 2% on April 1, 2024. Each 
increase would add approximately $3 to $6 to the average residential customer’s 
monthly bill, and Manitoba Hydro must provide justification for these increases and 
show that they are necessary to meet its financial needs. Manitoba Hydro is unable to 
increase rates without the PUB’s approval. The general rate application takes 
approximately 10 months and requires the effort of supervisors, managers, directors, 
and VPs throughout the organization.  
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The Changing Energy Landscape 
The senior leadership team at Hydro had spent considerable time discussing how its traditional 
business model – and its operations – were likely to be disrupted by three forces of change 
unfolding simultaneously in the sector (Exhibit 3):  Decentralization, decarbonization, and 
digitalization.  

 

Decentralization  
For most of Manitoba Hydro’s history, its model has been the centralized generation of 
energy, distributed to consumers through the grid.  In Hydro’s future, however, 
consumers may not only consume energy from the grid – they might generate and store 
it themselves.   
 
Some consumers had already moved some energy production “behind the meter” with 
technologies like home solar panels, and while they currently sold generated power 
back to the grid, this could change over time.  With improvements, decentralized energy 
generation (e.g., solar panels, geothermal, small wind turbines, etc.), combined with 
home battery storage options, could allow consumers to disconnect from the grid 
entirely. Hydro, which had existed for more than half a century as a near-monopoly 
utility provider, could feasibly be competing with a range of new entrants – including 
their own customers. For Hydro, this could mean decreased revenue, and even stranded 
assets, if generating facilities, transmission lines or elements of the grid were to become 
idle with disuse. For example, Manitoba Hydro had recently invested significantly in the 
construction of the Keeyask Generating Station and the Bipole III transmission line. Both 
assets, financed heavily with debt, are intended to increase the utility’s generation and 
transmission capacity, ensuring the future needs of Manitobans are met. However, if 
demand for electricity from the grid were to decrease significantly and if assets such as 
these were to remain unused, they would lose their value and become liabilities.  

To protect the investments that Manitobans had made in hydroelectric generation, 
transmission, and distribution assets, and protect revenue streams in a future with 
competition for energy services, Manitoba Hydro would need to become increasingly 
customer-centric. The organization would have to engage customers effectively to 
educate, build trust, and understand their evolving needs.   

Jay was concerned that Hydro’s organizational culture was not yet ready for this change.  
In a recent internal survey, employees were asked questions about the value of 
customer focus:  More than 20% of employees responded “don’t know” or “not 
relevant” to these questions. In September 2022, a local paper ran a story about a 
customer’s experience phoning Manitoba Hydro. “The phone was answered by a robot 
who told me my call was valuable to them and that my wait time would be less than two 
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hours and thirty-five minutes,” the customer complained, expressing frustration that she 
was unable to talk to a representative in person, and feeling as though she was taken 
for granted as a customer due to the lack of competition in the sector14.  

As the availability, cost, and capabilities of decentralized energy production and storage 
improved, consumers would no longer be locked into Hydro’s services – and, Jay 
worried, Hydro's customer orientation (or perceived lack thereof) could become a 
matter of organizational life and death. 

 

Decarbonization  
Globally, the focus to reduce GHG emissions is increasing the demand for electricity. 
Climate policies are accelerating electrification. Federal Bill C-12, for example, sets 
national GHG emissions targets for 2030, 2035, 2045, with a target for net zero GHG 
emissions by 205015 To reach these goals, the federal government has set targets for 
electric vehicles to comprise 10% of new vehicle sales by 2025, 40% by 2030, and 100% 
by 204016. This would mean EVs are projected to comprise 60% of all vehicles by 2040. 
Municipalities are likewise moving to electric busses. This shift to EV will lead to 
increased demand for charging infrastructure and increased demand for electricity, both 
locally and from other jurisdictions. 

Further, federal initiatives aimed at decarbonizing buildings would increase the 
electrification of space and water heating, which will dramatically increase electricity 
usage in peak winter months. As the provincial and federal governments introduce new 
energy policies, Manitoba Hydro will need to be prepared. Mandates from the 
government affect how the organization delivers service, the rate at which it must repay 
its debt, its ability to generate revenue, and will affect demand for electricity from 
residential and industrial consumers. An opportunity exists for Manitoba Hydro to play a 
leadership role and collaborate with government to help shape the energy landscape in 
a way that benefits Manitobans. However, as the push for decarbonization drives the 
accelerated growth of electrification, asset planning will also become more challenging, 
and the organization will need to be prepared. 

With one of the lowest GHG-intensive grids in Canada, Manitoba Hydro may well 
anticipate seeing an increased demand for electricity exports as municipalities across 
Canada and the US move to adopt more renewable electricity sources. However, 
average precipitation and water levels affect the amount of water that passes through 
Manitoba Hydro’s dams. As climate change contributes to changing weather patterns, 
the fluctuations in hydroelectricity available for export may become more volatile, 
especially should floods and droughts become more frequent. Manitoba Hydro will need 
to be both able to predict long-term changes in supply and adept at adjusting to 
unpredictable weather events. 
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For utilities across the country, the push for decarbonization will not only require 
significant investment to increase generating capacity, but significant investment will 
also be needed to modernize electrical grids to ensure they can adjust to changing peak 
demand levels and timing. Many electrical grids across the country can not yet support 
widespread EV adoption, and an increased use of residential chargers may lead to 
unreliable service or brownouts. However, like most Canadians, Manitobans may not 
yet understand the cost that will be required to modernize the grid to support increased 
electrification. Manitoba Hydro will need to engage with customers to educate them 
and address this gap in understanding.  

Rapid electrification – from electric vehicles to electric HVAC – will also require Hydro to 
collaborate effectively across its various working groups and silos – operations, asset 
planning, customer solutions, digital and technology, and so on. But in the survey, Jay 
noted that one of the identified cultural weaknesses involved clarity and communication 
around where the organization was headed. For Hydro to adapt to a dynamic and fast-
changing future, it would need to get better at finding ways to communicate the 
organization’s direction and priorities. 

 

Digitalization  
In an increasingly digital society, customers are looking for new ways to interact with 
service providers. They seek new digital products and services, and new communication 
channels to enhance convenience. Hydro’s customers are increasingly dealing with the 
utility through its web and mobile apps and turning to social media to report outages or 
receive updates. 
 
New technologies may also shape how Hydro’s operations are managed.  The “internet 
of things” is creating opportunities for automation and bundling of services, meaning 
the potential for new products and services. In addition, IoT technologies may change 
how utility companies monitor, control, meter and manage their operations.   

Digitalization may also intensify other pressures:  For example, the rise of direct-to-
consumer digital marketing may accelerate the rate of decentralization, as new entrants 
in the distributed/decentralized energy space can inexpensively and quickly attract new 
customers from Hydro. 

Digitalization is changing the skills required within the organization, particularly within 
the Digital & Technology business unit. For the organization, it will be critical to attract 
the necessary talent. The impact of digitalization will also require increased 
collaboration throughout the organization to manage. But in the survey, Jay found 
grounds for concern about Hydro’s ability to collaborate effectively. Senior management 

https://www2.deloitte.com/us/en/insights/focus/internet-of-things/iot-in-electric-power-industry.html
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viewed Hydro’s ability to work together as a system less favourably than did those 
closer to front line. 

The Changing Operating Environment 
In addition to the forces above, Hydro operates in a complex and dynamic multi-stakeholder 
environment, which produces a range of distinct constraints and challenges for enacting 
change. 

 

The Regulatory/Legislative Environment 
New Provincial legislation: Beyond 2024, new provincial legislation, The Manitoba 
Hydro Amendment and Public Utilities Amendment Act, sets two new constraints. The 
first stipulation is a rate cap that limits rate increases to the lower of 5% or the rate of 
inflation. The second condition requires that Manitoba Hydro must charge rates that are 
sufficient to reduce their debt level to targets set by the provincial government17. This 
piece of legislation is contentious politically, with opposition parties claiming it 
undermines the PUB and allows the provincial government to set rates without public 
consultation. Meanwhile, the provincial government counters that the legislation is 
necessary to ensure Manitoba Hydro meets debt reduction targets and that decreasing 
the frequency of rate applications is necessary to curtail the costs associated with the 
rate application process, estimated at $10 million18.  
 
The Public Utilities Board process:  For Manitoba Hydro staff, the General Rate 
Application (GRA) is a time-consuming process, requiring countless hours and detailed 
reporting. The process is determined by regulatory bodies, and Manitoba Hydro must 
comply with the process. In applying for rate increases, Manitoba Hydro must show 
costs to be reasonable to justify the impact on the public, which means careful 
projections and conservative plans.  Further, any expenses seen as extravagant or as an 
irresponsible use of public funds can come under media scrutiny and become heated 
political topics. The application currently before the PUB will take almost a year to 
complete, and managers throughout the organization are currently working to respond 
to 1,600 information requests from the PUB and intervenors and anticipate more in the 
coming months. For employees throughout the organization, the information requests 
represent a significant addition to their already busy workloads, and managers feel the 
burden of juggling the extra effort on top of new strategy initiatives, ongoing 
reorganization of departments, and existing day-to-day responsibilities. “The challenge 
is prioritizing to ensure each department is focussed on the right thing and can execute 
efficiently without over-fatiguing the organization,” said one director. 
 
Governance relationships:  Maintaining corporate autonomy while ensuring the 
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alignment of organizational and governmental policies can require careful balance. In 
2018, 9 out of 10 MHEB directors resigned over an impasse reached with then-Premier 
Brian Pallister. At issue, according to the resigned members of the MHEB, was the 
“existential crisis” faced by Manitoba Hydro over its finances19. (See:  Additional 
Reading) 
 

Change Readiness and Change Fatigue 
Over the past five years, Manitoba Hydro’s employees have experienced a period of 
significant change and disruption that has seen an era of new leadership, significant 
reductions in workforce, and a global pandemic. 

Legacy values and ways of working:   As a public institution, many employees have a 
tenure with the corporation that can be measured in decades, and many employees are 
from multi-generational “Hydro families.” Long-term employees have only ever known 
the traditional way of doing things within an energy sector where it has always been 
critical that processes and procedures comply with codes, professional standards, and 
regulations.  

Compliance & policy orientation: Policies and processes within the organization have 
typically been designed to ensure strict compliance. Employees are accustomed to 
making decisions carefully with safety margins carefully considered and expenses 
carefully justified. Customer policies are created, revised, and updated by committee, 
and while the organization is moving to a new approach, it is not uncommon for an 
individual policy change to take two years to complete. The result is a culture that is 
highly risk averse. As a result, many employees might not be prepared for the 
anticipated rate of change.  

Leadership renewal:  Hydro’s President and CEO, Jay Grewal (Exhibit 4), joined the 
organization in February 2019, and 4 of 7 VPs have joined Hydro since 202020, ushering 
in a period of new leadership that coincided with a global pandemic.  

Layoffs and cuts:  As with most industries, the pandemic caused significant disruption, 
with projects temporarily paused, employees adjusting to new work arrangements, 
public health orders, and school closures creating new pressures. Facing pressures from 
the provincial government to cut costs amidst an unprecedented healthcare crisis, in 
May 2020 Manitoba Hydro announced that 600-700 employees would face temporary 
layoffs, expected to last four months21. Concerns over what this would do to employee 
morale, what skills might be lost, or how service might be disrupted dominated public 
debate. In June, Manitoba Hydro announced only 200 layoffs would be required, and 
later that most would be avoided, as deals were reached with unions for all workers to 
take three unpaid days off instead22.  
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Voluntary Departure Program:  For many workers, the uncertainty and stress around 
their job security was not new. In 2017, Manitoba Hydro announced it would be cutting 
900 jobs to cut costs as the organization faced high levels of debt following the 
completion of the Bipole III power line project and the Keeyask generating station, both 
of which ran overbudget. Following a reduction of 30% in VP positions earlier in the 
year23, employees were given the option to apply for the voluntary departure program 
intended to reduce the ranks by 15% (Exhibit 5). At the time, this created a great deal of 
uncertainty for employees. “If it's not achieved voluntarily, the company let us know 
that they would declare positions redundant and possibly move to layoffs," CUPE Local 
998 President Chris Mravinec reported to the CBC at the time. "So that's a great amount 
of uncertainty, it takes people off their game on the job.24" 

While layoffs were ultimately avoided due to the successful uptake of the voluntary 
withdrawal program, the unease around job security was quickly followed by a period of 
planning on how to achieve the same level of service for Manitobans with a reduced 
staff. Employees would now be faced with the challenge of absorbing the workloads of 
their departed colleagues. 

Acceptance for Operational Changes: To improve customer service delivery, Manitoba 
Hydro has been working to identify processes in need of optimization. Initiatives aimed 
at improving internal processes have been met with varying degrees of employee 
acceptance. Some changes had been well received. For example, the implementation of 
the GeneSys Cloud platform in the Customer Contact Center, now rebranded the 
Customer Engagement Center, had been a success. The implementation of a modern 
cloud platform reduced employee effort by automating and optimizing some of the 
back-office tasks that had previously been intensely manual and prone to human error, 
often requiring rework. Employees were able to identify how the change would improve 
their lives by reducing the effort required to complete tasks, while also contributing to a 
higher level of service for customers. This, along with frequent project updates and 
employee-led user testing helped to create buy-in, particularly as employees were able 
to identify and implement improvements to the system. 

Change Resistance: Other changes, however, are not so easily accepted. The Major 
Work Order process, for instance, is desperately in need of optimization. The process 
requires manual entries into seven different software applications, which requires 
significant effort, and often results in frustration for both employees and customers. As 
part of an ongoing Customer Journey Optimization initiative, Manitoba Hydro has 
identified the need to optimize and automate the MWO process to reduce effort and 
increase efficiency. However, while the changes are intended to make work easier for 
employees, early workshops held to map the MWO process have been met with 
resistance. Employees from certain functional areas voiced concern that the changes 
would negatively impact their roles and responsibilities. They worry about the 
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implication of automating tasks that they have always owned and express unease about 
what it might mean if duties are removed from their job description. The change has still 
not yet been implemented, and there is considerable angst among the employees – 
some who are hoping to see the process improved and are anxiously waiting for the 
changes to be implemented, while others voice opposition.  

 

Talent Management 
An aging workforce:  In 2022, approximately 14% of Hydro workers were eligible to 
retire (Exhibit 6), and Hydro anticipated that 20% of those eligible would retire by the 
end of the year25. The organization has identified that the aging workforce could create 
a bias in the impression that employees hold of customers and their needs. The 
organization was aware that it would need to base any initiatives for new digital 
enhancements on research rather than relying on opinions to ensure customer needs 
were accurately understood.  

Talent Needs: The changing energy landscape will require new perspectives, more 
nuanced understanding of customer needs, and will require a more agile, adaptable, 
and empowered workforce. It will also require new skills and capabilities. Some skills are 
being developed through training while others are being recruited from outside the 
organisation, depending on the speed with which the skills are required to execute on 
business objectives. The HR department is currently working to develop a talent strategy 
to address the corporation’s long-term talent needs and individual development 
opportunities.  

 

Labour Relations 
Approximately 80% of Manitoba Hydro’s employees are represented by four separate 
unions, including IBEW, CUPE, UNIFOR, and AMHSSE, an association for Manitoba Hydro 
supervisory staff, which means achieving organizational change can be slow. 
Negotiations are currently underway with each of the unions, some that have been 
ongoing since 2020.    

While union leaders are supportive of Strategy 2040 in principle, the concern remains 
achieving decent pay increases for workers, something that remains a challenge.   

“It’s been probably one of the most frustrating experiences that, I would say, anybody at 
the bargaining table has been a party of – on the corporation side, as well as ours,” 
expressed IBEW Local 2034 business manager Mike Espenell, representing 2,300 Hydro 
workers, in a statement to the Winnipeg Free Press in May 202126.  
 
At the time of the article, the union had been on strike for 60 days. With Manitoba 
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Hydro bound by bargaining mandates set by the provincial government, however, the 
corporation and union were at an impasse.   

Aware that Manitoba Hydro would be unable to negotiate pay increases beyond these 
limits, the union had opted to strike and apply to the Manitoba labour board for 
arbitration, an option that’s legally available after 60 days of a strike or lockout. Through 
arbitration or labour board-imposed contracts, workers have been able to achieve 
modest wage increases beyond the limits imposed by the provincial government. For 
IBEW, the May 2021 strike ended with a mandate from the labour board and a board-
imposed contract that extended through 2022.  

In June 2022, Unifor Local 681, representing 230 natural gas workers who had been 
without a contract since December 2020, similarly announced a strike, again with wages 
a central issue (See Additional Reading). 
 
Jay, reviewing the survey, was heartened to see that the vast majority of Hydro 
employees took great pride in their work – and saw Hydro with a sense of pride.  But 
this didn’t change the challenging labour relations conditions the organization would 
need to navigate during this period of change. 

 

Strategy 2040 
Strategy 2040 is Manitoba Hydro’s proactive, long-term vision to lead the energy 
transformation in Manitoba. As part of the strategy, Manitoba Hydro has unveiled a new 
mission statement: Help all Manitobans efficiently navigate the evolving energy 
landscape, leveraging their clean energy advantage, while ensuring safe, clean, reliable 
energy at the lowest possible cost.27 

The strategy is built on five pillars: 

• Provide safe, reliable energy  
• Serve customers efficiently, responsively, and digitally  
• Help all Manitobans understand their energy options and make informed choices  
• Ensure Manitobans get maximum value from their clean, dependable energy 

infrastructure  
• Keep energy prices as low as possible while providing the level of service 

Manitobans expect  

Manitoba Hydro has outlined 21 initiatives (Exhibit 7) in the Enterprise 2022/2023 
report, each with key deliverables identified for 2023 (see Exhibit 8). 
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The Challenge:  Getting Ready for Execution 
To achieve Strategy 2040 and prepare Hydro to meet a changing energy sector and operating 
environment, Hydro has identified three key priorities28: 

• The ability to work across silos 
• The development of new capabilities and skills needed for the new energy landscape 
• The flexibility to redeploy talent and resources more quickly and effectively to meet 

emerging needs 

In practice:  Energy Service Advisors 
This sounded clear in principle – but the reality of making it happen was a leadership 
challenge.  As one example, Jay reflected on the challenges the Energy Service Advisors 
had as they worked to support property developers in providing electricity and natural 
gas to their developments.  

When the developers asked them for an update on the status of the project, it was a 
challenge for Hydro to provide an answer. Different technology was used by various 
units to track the Major Work Orders at various stages of a project, creating information 
silos. This meant employees had to access multiple systems to track down information 
and chase down a project and determine its status, making it difficult to provide timely 
responses to customers. Examples such as this highlight the frustration employees can 
feel in dealing with broken processes and legacy systems, and the effort required to 
work across the silos.   

Jay knew it was common for employees to be left wondering how they would ever make 
progress when it was a struggle just to complete day-to-day tasks.  

 

Structure 
Manitoba Hydro’s leadership understood that the successful implementation of Strategy 
2040 would require aligning the business model and culture with the strategy to 
increase collaboration and reduce employee effort. Traditionally, Manitoba Hydro had 
been organized around Generation, Transmission, and Distribution functions.  

However, as part of the move to align the business model with Strategy 2040, Manitoba 
Hydro began a structural reorganization to encourage more integration. The 
reorganization is intended to ensure the organization has the structure and talent in 
place to execute Strategy 2040 and successfully meet the challenges and opportunities 
that await.  

At this stage in the structural reorganization, there are currently 7 business units 
reporting to the office of the President and CEO.  A total of 28 divisions report to the 7 
VPs (Exhibit 9). However, the changing energy landscape will require greater agility and 
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innovation and further reorganization is required to ensure better integration and 
collaboration across silos. 

 

The Experience of Structural Change 
Two years into the transformation though and Manitoba Hydro’s Executive Leadership 
Team has become aware that there is significant fatigue within the organization. 
Divisions and departments have not only seen two years of change, but they have been 
taking on multiple strategic initiatives at once in addition to their regular 
responsibilities. Jay was aware that teams were juggling multiple priorities and that 
fatigue was starting to show.  

The Director of Sales, Marketing & Product Development, Tanis Brako, described the 
challenge: “In my division of 83 employees, 46 jobs required new or revised job 
descriptions, pay grade levelling, and/or recruitment. Only five of these jobs have been 
completed. Another 13 are still being recruited. The rest are still waiting on job 
description revisions. These changes take time.”  

It was also a challenge to keep the team apprised of updates. Many employees feel 
distanced from Strategy 2040 and do not see themselves or their work reflected in the 
long-term strategy. Employees see communication as a challenge facing the 
organization.  

Further, a few employees had been overheard saying the organization is growing “top-
heavy”, even though the numbers indicate otherwise. Within Sales, Marketing & 
Product Development, for instance, the division had decreased from four departments 
to three, which meant one less management position. However, as the organization 
continued to transform, as job descriptions continued to change, and as new talent 
continued to be recruited, this perception among staff persisted.  

 

Culture 
In a similar vein, Manitoba Hydro has identified the need to foster an innovative, 
customer-centric culture. Manitoba Hydro subscribes to the Shingo Model (Exhibit 10) 
that views culture as the foundation or heart of the enterprise. Behaviour is guided by 
principles of respect for everyone, leading with humility, seeking perfection, embracing 
scientific thinking, focussing on the process, assuring quality at the source, improving 
flow and pull, thinking systematically, creating constancy of purpose, and creating value 
for the customer29 These guiding principles are the foundation on which the 
organization builds its culture, they drive continuous improvement, and ensure 
alignment with organizational goals.  
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Inspired by the Shingo Model, Manitoba Hydro had recently identified four key cultural 
behaviours that were rolled out and shared with employees late 2022 (Exhibit 11): we 
connect, we empower, we collaborate and align, we evaluate and innovate.  

However, there was work to be done. The internal survey results (Exhibit 12) on 
organizational culture revealed barriers and challenges that would need to be 
addressed.   

In addition to the results described earlier, survey respondents noted the need for 
process design improvements to enable employees to better work across the 
organization and across silos.  They also identified long lead times and barriers to 
communication flows as ongoing challenges.  

The survey had also pointed out an emerging divide between office and field workers, 
pointed to burnout of staff, particularly those in “non-desk” jobs. This divide was 
exacerbated by new work arrangements that had been implemented following the 
pandemic. While employees in some areas are eligible for hybrid work and have the 
option to work remotely on Mondays and Wednesdays, this accommodation is not 
extended to everyone. Those who work in the field are not eligible.  

The survey found that views of the desired cultural behaviours differed across the 
organization hierarchy.  VPs and division Directors were far less positive about Hydro’s 
capacity for collaboration and continuous improvement than staff and managers.  It 
might be hard, Jay reflected, to motivate change when many front-line staff didn’t 
perceive the problem in the first place.   

 

Execution vs. Innovation 
Within the public utility, careful, hierarchical decision making was the norm. Collecting 
and measuring data, making conservative estimates, carefully assessing risk, following 
strict procedures, and ensuring compliance with guidelines and regulations were 
expected behaviours.  

Empowering employees to make decisions at the right level was a challenge. And within 
an environment where costs were highly scrutinized and mistakes were politized, 
employees might understandably wonder what it meant to think big while continually 
evaluating risk. 

 

Communicating the Strategy 
Strategy 2040 has been communicated with employees through an internal website 
featuring videos from CEO Jay Grewal and inspiring stories celebrating employee 
initiatives that aligned with strategic goals. A dedicated Strategy 2040 website exists 
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that acts as a resource for employees and townhalls focussed on Strategy 2040 are held 
within each business unit and division throughout the company. Employees are 
encouraged to send questions to an “AskJay” email address.  

However, communication of the strategy and ongoing changes has been identified as an 
area for improvement with survey respondents noting that transparent communication, 
updates on where the organization was going and what progress had been made were 
lacking. Further, employees were feeling burnt out and felt they lacked access to 
leadership and weren’t being heard. 

 

Moving Forward 
Jay reflected on the challenge ahead. Manitoba Hydro had a mandate to provide reliable 
electricity and natural gas service to Manitobans, and to keep costs low. The changing 
energy landscape, however, would lead to higher levels of demand, which would require 
careful asset planning and the upkeep of legacy technology. Further, customer 
expectations were changing, and they would increasingly want new, digital ways of 
interacting with the organization. Customers would want new products and services, 
and many were already adopting alternative power sources, such as solar power and 
geothermal heating. These changes would put pressure on the organization and its 
workforce.  

Jay knew the solution was Strategy 2040 – the problem, though, was whether Hydro 
was ready to deliver on it.  Its culture and ways of working had always stressed 
reliability, consistency, predictability, and careful control of risk.  Could this organization 
develop the capacity to remain agile in a fast-changing external environment? 
 
The efforts the organization was undertaking to align the business model with Strategy 
2040 had already meant more than two years of change for employees, as reporting 
relationships changed, employees were moved to new units, new positions were 
created, and job descriptions were re-written. Employees had also been taking on 
multiple strategic initiatives at once in addition to ensuring the reliable delivery of 
service and day-to-day operations. Employees were facing fatigue. The recent survey 
specifically noted “excessive workload/burnout” as an organizational issue, noting 
concerns around burnout and safety relating to inadequate staffing levels, particularly in 
“non-desk” jobs. Given the disruption employees have felt over the past five years and 
the burnout that was setting in, Jay wondered, how could Manitoba Hydro prepare for 
the significant and sustained changes to come? 

Reviewing the culture survey, Jay was heartened to see a number of very positive 
signals:  Hydro employees felt a sense of personal accountability and ownership.  They 
felt pride in their work and their organization, and they were positive about Hydro’s 
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long-standing safety culture.  These had to be protected from the costs of change, Jay 
knew. 

But as the organization moved toward Strategy 2040, questions remained.   Among 
them: 

• How can the organization better empower employees?  
• How can Hydro develop an agile workforce that is prepared to face continuous 

and sustained change?  
• How can they build trust with employees to increase collaboration? 
• How can Hydro reduce the barriers and effort involved in working across silos? 

In addressing these questions, Jay knew that resources would need to be carefully 
considered. The ongoing change management and restructuring work was being 
conducted by the organization’s directors, managers, and supervisors in addition to new 
strategic initiatives and existing responsibilities. Jay knew that juggling these competing 
priorities was an ongoing challenge.  

To execute Strategy 2040 and lead the organization through an evolving energy landscape 
driven by the forces of digitalization, decarbonization, and decentralization, Manitoba Hydro 
would have to adapt. The changes ahead would require greater agility, risk taking, and 
collaboration across departmental silos. Jay wondered: How would she prepare the 
organization and workforce for the challenges ahead? 
 
Note:  Strategy 2040 and the divisional reorganization are currently in progress both have the 
support of senior leadership and its key external stakeholders.  The focus of your 
recommendations should be about building the capacity to execute change throughout the 
organization, not the underlying strategy. 
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Exhibit 1: Employee Counts as at December 31, 2017-2022 
 

TOTAL COUNT OF EMPLOYEES BY JURISDICTION 
Count of Pers.no.             
Personnel Subarea 2017 2018 2019 2020 2021 2022 
AMHSSE 859 798 772 736 764 805 
Board Members 10 10 10 10 10 9 
Corp. Exempt 564 505 481 453 480 517 
CUPE 998 1,017 911 879 770 836 856 
Executive 38 35 38 38 39 40 
IBEW 2,759 2,530 2,455 2,277 2,293 2,345 
Prof. Engineers 599 559 527 492 504 532 
Unifor 284 255 240 226 247 263 
Grand Total 6,130 5,603 5,402 5,002 5,173 5,367 

*Part-time employees and students are included in these counts 

Source: table created with information provided by Manitoba Hydro 
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Exhibit 2: Manitoba Hydro’s Generating Stations 

 

Source: https://www.manitobahydropower.com/who-we-are/ 

 

https://www.manitobahydropower.com/who-we-are/
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Exhibit 3: Opportunities and Challenges Created by the 3Ds 

 

Source: https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf 

 

Exhibit 4: Leadership 

 

Source: https://www.hydro.mb.ca/corporate/leadership/# 

 

https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf
https://www.hydro.mb.ca/corporate/leadership/
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Exhibit 5: Workforce Reductions Through Voluntary Departure Program 

 

  Source: https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf 

 

Exhibit 6: Labour Relations and Retirements 

 

Source: https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf 

 

  

https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf
https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf
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Exhibit 7: Strategy 2040 Pillars and Initiatives  

 

Source: Manitoba Hydro 
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Exhibit 8: 10 Year Roadmap of Enterprise Initiatives 

 

Source: https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf 

https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf
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Exhibit 9: Business Units 

 

Source: https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf 

 

https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf
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Exhibit 10: Shingo Model Illustration 

 

 

Source: https://shingo.org/shingo-model/ 
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Exhibit 11: The Four Cultural Behaviours 

 

 

Source: provided by Manitoba Hydro 
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Exhibit 12: Culture Survey Results 
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Source: Manitoba Hydro 
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Glossary of Terms 
 

Behind the Meter: “Behind the meter” refers to the position of energy generation in relation to your 
electrical meter. Electricity generated on site that does not pass through your meter, such as that 
generated with a rooftop solar panel, small wind turbine, or even a gas-powered generator, is 
considered “behind-the-meter.” In contrast, energy that is supplied to you from the energy grid via your 
utility company that passes through your electricity meter before it can be used is referred to as “front-
of-meter30.” 

Greenhouse Gas (GHG) Emissions: Greenhouse gasses are gasses in the earth’s atmosphere that trap 
and retain heat. These include carbon dioxide (CO2), methane, and nitrous oxide, among others. 
Increasing levels of GHG within the atmosphere contribute to climate change. Human activity is a 
leading contributor of GHG emissions, particularly burning fossil fuels (natural gas, diesel, gasoline, oil, 
coal) for heating, transportation or as sources of electricity generation31. 

Internet of Things: IoT describes a network of physical devices (“things”) with sensors that allow for the 
transmission and exchange of data. Devices such as home appliances or pieces of industrial equipment 
can be equipped with sensors and software such that they can relay information over a network without 
human intervention. This allows for automation of services (for example, a sensor may detect when a 
piece of equipment requires preventative maintenance and may automatically send a notification to 
book a service appointment)32. For utilities, the IoT has further implications for developing a smart 
grid33.  

Stranded Assets: In the context of this case, stranded assets refer to any asset – such as generating 
stations, transmission or distribution lines, or other corporate capital assets -- that becomes idle through 
disuse and therefore loses value.  
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Additional Readings 
• A History of Electric Power in Manitoba: 

https://www.hydro.mb.ca/corporate/history/history_of_electric_power_book.pdf  
• Hydro Act:  https://web2.gov.mb.ca/laws/statutes/ccsm/h190e.php 
• Enterprise Plan 2022/2023 

https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf 
• General Rate Application 

https://www.hydro.mb.ca/regulatory_affairs/electric/gra_2023_2025/ 
• Manitoba Hydro’s Environmental, Social, and Governance (ESG) Report for the year 

ended March 31, 2022: https://www.hydro.mb.ca/corporate/esg/pdf/esg_2021_22.pdf  
• Governance Challenges & MHEB Resignations: 

https://www.cbc.ca/news/canada/manitoba/hydro-pallister-riley-board-resignation-
pub-manitoba-government-1.4591630 

• A Period of Great Change: https://www.cbc.ca/news/canada/manitoba/manitoba-
hydro-voluntary-departure-
1.4058224#:~:text=%28Darren%20Bernhardt%2FCBC%29%20Manitoba%20Hydro%20e
mployees%20will%20have%20a,in%20a%20cost-
saving%20effort%20to%20shrink%20its%20workforce. 

• Labour Relations: https://www.cbc.ca/news/canada/manitoba/natural-gas-workers-
manitoba-hydro-strike-
1.6498202#:~:text=The%20union%20that%20represents%20natural,two%20years%20w
ithout%20a%20contract.  

• Manitoba Hydro Climate Change Report (2020): 
https://www.hydro.mb.ca/environment/pdf/climate_change_report_2020.pdf 

https://www.hydro.mb.ca/corporate/history/history_of_electric_power_book.pdf
https://web2.gov.mb.ca/laws/statutes/ccsm/h190e.php
https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf
https://www.hydro.mb.ca/regulatory_affairs/electric/gra_2023_2025/
https://www.hydro.mb.ca/corporate/esg/pdf/esg_2021_22.pdf
https://www.cbc.ca/news/canada/manitoba/hydro-pallister-riley-board-resignation-pub-manitoba-government-1.4591630
https://www.cbc.ca/news/canada/manitoba/hydro-pallister-riley-board-resignation-pub-manitoba-government-1.4591630
https://www.cbc.ca/news/canada/manitoba/manitoba-hydro-voluntary-departure-1.4058224#:%7E:text=%28Darren%20Bernhardt%2FCBC%29%20Manitoba%20Hydro%20employees%20will%20have%20a,in%20a%20cost-saving%20effort%20to%20shrink%20its%20workforce
https://www.cbc.ca/news/canada/manitoba/manitoba-hydro-voluntary-departure-1.4058224#:%7E:text=%28Darren%20Bernhardt%2FCBC%29%20Manitoba%20Hydro%20employees%20will%20have%20a,in%20a%20cost-saving%20effort%20to%20shrink%20its%20workforce
https://www.cbc.ca/news/canada/manitoba/manitoba-hydro-voluntary-departure-1.4058224#:%7E:text=%28Darren%20Bernhardt%2FCBC%29%20Manitoba%20Hydro%20employees%20will%20have%20a,in%20a%20cost-saving%20effort%20to%20shrink%20its%20workforce
https://www.cbc.ca/news/canada/manitoba/manitoba-hydro-voluntary-departure-1.4058224#:%7E:text=%28Darren%20Bernhardt%2FCBC%29%20Manitoba%20Hydro%20employees%20will%20have%20a,in%20a%20cost-saving%20effort%20to%20shrink%20its%20workforce
https://www.cbc.ca/news/canada/manitoba/manitoba-hydro-voluntary-departure-1.4058224#:%7E:text=%28Darren%20Bernhardt%2FCBC%29%20Manitoba%20Hydro%20employees%20will%20have%20a,in%20a%20cost-saving%20effort%20to%20shrink%20its%20workforce
https://www.cbc.ca/news/canada/manitoba/natural-gas-workers-manitoba-hydro-strike-1.6498202#:%7E:text=The%20union%20that%20represents%20natural,two%20years%20without%20a%20contract
https://www.cbc.ca/news/canada/manitoba/natural-gas-workers-manitoba-hydro-strike-1.6498202#:%7E:text=The%20union%20that%20represents%20natural,two%20years%20without%20a%20contract
https://www.cbc.ca/news/canada/manitoba/natural-gas-workers-manitoba-hydro-strike-1.6498202#:%7E:text=The%20union%20that%20represents%20natural,two%20years%20without%20a%20contract
https://www.cbc.ca/news/canada/manitoba/natural-gas-workers-manitoba-hydro-strike-1.6498202#:%7E:text=The%20union%20that%20represents%20natural,two%20years%20without%20a%20contract
https://www.hydro.mb.ca/environment/pdf/climate_change_report_2020.pdf
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21 https://www.cbc.ca/news/canada/manitoba/manitoba-hydro-layoffs-1.5564810 
22 https://www.cbc.ca/news/canada/manitoba/manitoba-hydro-avoids-layoffs-1.5625859 
23 https://www.bnnbloomberg.ca/manitoba-hydro-to-offer-buyouts-next-week-in-bid-to-slash-15-of-workforce-
1.717101 
24 https://www.cbc.ca/news/canada/manitoba/manitoba-hydro-voluntary-departure-
1.4058224#:~:text=%28Darren%20Bernhardt%2FCBC%29%20Manitoba%20Hydro%20employees%20will%20have
%20a,in%20a%20cost-saving%20effort%20to%20shrink%20its%20workforce. 
25 https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf, Page 48 
26 https://www.winnipegfreepress.com/breakingnews/2021/05/18/labour-board-to-determine-new-contract-for-
hydro-electrical-workers 
27 https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf, page 3 
28 https://www.hydro.mb.ca/corporate/news_media/pdf/enterprise_plan_2022_23.pdf 
29 https://shingo.org/shingo-model/ 
30 https://news.energysage.com/behind-the-meter-overview/ 
31 https://www.canada.ca/en/environment-climate-change/services/environmental-indicators/greenhouse-gas-
emissions.html 
32 https://www.oracle.com/ca-en/internet-of-things/what-is-iot/ 
33 https://www2.deloitte.com/us/en/insights/focus/internet-of-things/iot-in-electric-power-industry.html 
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