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1 Executive Summary 

As a not-for-profit, member driven organization, SRNET (Saskatchewan Research Network Inc.) is 
Saskatchewan’s member of Canada’s advanced research, innovation and education network alliance 
(CANARIE).  CANARIE, through the National Research and Education Network (NREN), links Canada to 
the United States through Internet2, to Europe through DANTE, and to 112 international advanced networks 
in over 80 countries.  The services researchers, educators and innovators in Saskatchewan currently 
receive through SRNET cannot be replicated.  The capability and capacity to connect them to the NREN 
provides significant value.   

However, Saskatchewan has not kept pace with the value provided by the Research and Education (R&E) 
sectors in other provinces.  Options were explored but the business model which would satisfy the needs 
of the Saskatchewan R&E community consists of a new sustainable financial model, streamlined 
accountable governance, a flexible networked organization with a nucleus of a small leadership team and 
formalized processes.  

The proposed strategy has been aligned to achieve the desired outcomes.  Increased value to members is 
achieved through expanding the services provided to reduce cost (e.g. Internet Transit and other shared 
services) and to improve the level of service (e.g. expanded network capacity between Regina and 
Saskatoon).  Expanded collaboration will serve as a catalyst for technological innovation in the province, 
increase the effectiveness of distance learning, and foster additional cooperative research between 
industry, post-secondary institutions and government.  A strengthened, sustainable SRNET will, in addition 
to providing leadership and service to members, will improve the value proposition of SRNET to other 
stakeholders in the province.   

The following graphic is a summary or ‘plan on a page’ for increasing the Value Proposition of SRNET for 
educators and for researchers through:  

 

Figure 1 – Plan on a Page 

There is an urgency to rapidly implement the strategies.  The sequencing of the recommended strategies 
is such that cost saving services could be implemented to fund expanding the network and other high value 
services while building the capability, capacity and competency of the organization and the community 
through collaboration,.  

While the planning horizon of this document is three (3) years, there is rapid change occurring in technology 
and in the R & E sector.  The scope of CANARIE’s mandate beyond 2015 will not be known until 2Q15.  
Consequently, it is further recommended that the strategies outlined be revisited, updated annually.   
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2 Background 

2.1 Purpose 

In December 2014, the Board of Directors of The Saskatchewan Research Network (SRNET) identified the 
urgent need for a business strategy.  The strategy is to demonstrate business value and incent retention of 
existing members for the near term, as well as develop a roadmap for long term growth and continued 
value.   

The desired outcomes of the strategy include increased value to members (improved service, reduced 
cost), improved value to other stakeholders in the province, serve as a catalyst for technological innovation 
in the province, and foster additional cooperative research between industry, post-secondary institutions 
and government.  In addition, there is a short term need to improve the financial stability of SRNET, and to 
demonstrate tangible results in 2015 while minimizing the impact to resourcing levels for SRNET and 
members and increasing the identity of SRNET within the province. 

The strategy is also to consider structural options and mechanisms (i.e. governance, resourcing, and fee 
structures) for long term organizational sustainability.   

2.2 CANARIE, SRNET and the RANs 

While the purpose of the strategy is to focus on Saskatchewan, it is important understand that SRNET is 
not a stand-alone organization.  SRNET is part of the CANARIE Network. 

Established in 1993, CANARIE manages an ultra-high-speed network and funding programs that support 
leading-edge research, innovative educational programs, and Canada’s digital entrepreneurs. 

One million researchers, scientists 
and students at over 1,100 Canadian 
institutions, including universities, 
colleges, research institutes, 
hospitals, and government 
laboratories have access to the 
CANARIE Network. 

Together with 12 provincial and 
territorial Optical Regional Advanced 
Networks (RANs), CANARIE enables 
researchers to share and analyze 
massive amounts of data, such as 
climate models, satellite images, and 
DNA sequences that can lead to 
groundbreaking scientific discoveries 
and innovations. 

CANARIE is a non-profit corporation 
supported by membership fees, with 
the majority of funding for its programs 
and activities being provided by the 
Government of Canada. 1 

2.3 Approach 

To accelerate the development of a strategy, better understand the challenges that SRNET is facing, the 
needs of the researchers and educators and address the desired outcomes identified by the SRNET Board 
of Directors, an extensive number of interviews and conversations were held with the following good folks: 

                                                      

1 CANARIE – www.canarie.ca 

Did You Know? 

� CANARIE is unlike any other standard network 

anywhere in Canada 
� It would take 7 minutes to download the entire iTunes 

movie catalogue (2,500 movies) on the CANARIE core 
network (capacity of 10 billion bits per second). 

� It would take 7 seconds to do this on CANARIE’s super-
high speed corridors (capacity of 100 billion bits per 
second). 

� 1 movie download takes about 1 hour on a typical home 
Internet connection. 

� Over 2,000 K-12 schools across Canada have access 
to the CANARIE Network. 

� 46.148 petabytes of data were transmitted over the 
CANARIE Network in 2011-2012. This is equal to the 
images collected by 7,775 Hubble telescopes in one 
year, or 6 1⁄2 trillion dollars’ worth of text messages. 
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• Current members 

o Research, academic and information technology representatives within the SRNET 
membership (see Appendix 1) 

• Potential members 

o Previous members of SRNET and other organizations that were perceived to see value 
from becoming a SRNET member.  

• Community leaders 

o The Saskatchewan Chamber and public and private sector organizations 

• Other stakeholders 

o Ministries of Advanced Education, Education and Health including officials responsible for 
private networks – CommunityNet and eHealth 

• CANARIE and the other Western Canadian Regional Advanced Networks (RANs) 

o MRnet, Cybera and BCNET have been extremely generous in sharing and supportive in 
the development of this strategy. 

The findings of the interviews were 
then analysed and became the fabric 
and integral components of this 
strategy.  

What has emerged is recognition that 
there currently is value for 
Researchers and Educators.  As 
depicted in Figure 2, what was 
highlighted in our conversations was 
that the current value can be 
enhanced and the value proposition of 
SRNET increased through: 

• expanded services,  

• leveraging CANARIE and the 
NREN,  

• expanded network services, 

• expanded collaboration with 
a broad spectrum of 
organizations, and 

• a strengthened SRNET 
organization.  

3 Current Value2 

The role and mandate of SRNET, as a not for profit, member driven organization is to create value for 
research and advanced education.  Access to advanced high speed research and education networks is 
necessary to almost every scholarly activity in Saskatchewan’s advanced education and research 
institutions.  This access is provided by the Canadian Network for Advancement of Research, Industry and 
Education, CANARIE and across Canada by Regional Advanced Networks (RANs).   

                                                      

2 Adapted from MRnet – The Value Proposition 

 
Figure 2 – Value Proposition Model 
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3.1 Value for Researchers and Educators 

The following table outlines examples of value for both researchers and for educators: 

Value for Researchers Value for Educators 

Linking researchers throughout the province, 
across the country and around the world through a 
shared high-speed fibre optic network 
infrastructure  

Supporting the development of distance education 
programming 

 Supporting network research by facilitating tools 
that enable the development and discovery of next-
generation networks 

Transforming teaching by enabling high-tech 
collaborative learning environments 

Delivering a network services platform that 
provides researchers with access to high-
performance computing, collaboration 
technologies, scientific visualization resources and 
tools  

Facilitating high-quality meeting experiences for 
faculty, staff and students through the use of 
collaboration technologies, which is helping to 
reduce travel time and costs. 

Collaborating with researchers across institutions 
to understand their service needs and challenges  

Enabling distributed education through 
technologies such as videoconferencing to deliver 
education to smaller communities. 

Providing access to shared computing services 
such as Compute Canada and WestGrid to 
enhance research productivity 

Enabling high-speed access to: multi-media 
materials, distant libraries, video-streamed lectures 
and many other learning resources. 

Creating an environment for applied research and 
commercialization 

 

An environment for innovation 

 

3.2 Current cost 

SRNET members have access to ultra-speed network at 2/3 to 1/2 cost of market rates.  In addition, the 
Content Delivery Service (CDS) and the Canadian Access Federation (CAF) have no commercial 
alternative, at any price.   

This report will address a number of concerns with the current costs.  While the cost of access is well below 
market rates, this isn’t necessarily a direct result of the efficiency of the SRNET network.  There is potential 
to remove cost by rationalizing the network for efficiency and utilizing dark fibre.  Further, the fees have not 
been adjusted in many years and do not take into account the cessation of annual operating funding from 
CANARIE.  Lastly, the discussion needs to shift from cost to investment and value.  The current low fee 
structure is reflective of the lack of strategic investments and collaborations made in other justifications 
which have created very high member value.   

3.3 Incremental opportunities for improvement 

Up until now, SRNET has not yet positioned itself to clearly communicate its value proposition to its 
stakeholders.  Some researchers and educators within member organizations are not even aware of 
SRNET and the services and benefits it provides. Much of their thinking has been based on scarcity or the 
restrictive perception of why things could NOT be done rather than exploring what IS possible.  Even limited 
conversations about SRNET sparked enthusiastic response.  SRNET needs to urgently develop a detailed 
communication strategy.  The strategy should include consistent key messages that convey the value of 
SRNET and specifically how SRNET is used to the benefit of the research and advanced education 
community. The objective is to increase awareness of the current and proposed value proposition of 
SRNET.   
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The initial network was installed in the late 1990’s and evolved over time based on opportunities with 
individual institutions.  Since that time, the technologies, the physical networks and the options for service 
have changed.  There is an opportunity to review the current services, the contracts, methods of connection 
and even the routing. This could potentially result in both cost savings and improved service.  

Finally, SRNET’s capability enables member organizations to provide video conferencing to regional 
colleges and remote locations.  Members expressed dissatisfaction with the service.  There are multiple 
video conferencing standards used, restricted access for limited facilities and in some case no easy 
mechanisms to activate video conferencing without specialized technical assistance.   In the scheme of this 
document, this may not appear significant; however, simplifying the interfaces of the technology and 
standardizing them across the membership for video conference will be a good origin for larger and more 
efficient collaborations.  

3.4 Strategies to enhance current value 

In summary, the research and educators receive high value services at a greatly reduced cost. 

Recommended key strategies to enhance the current value of the existing services: 

1. Develop a detailed communication strategy 
2. Communicate and assist the member researchers and educators to better understand 

and utilize the capabilities of SRNET. 
3. Rationalize the existing network. 
4. Begin to standardize and simplify technologies by starting with video conferencing 

4 CANARIE value added services 

In addition to the benefits described above, CANARIE, through SRNET, offers two important added value 
services to all SRNET members. 

Content Delivery Service (CDS) 

CDS provides faster and cheaper access to internet content to support teaching and learning.  

The CANARIE network and by implication the 
SRNET network peers with a number of global 
networks at internet exchange points in Seattle, 
Toronto and New York. Peering means that each 
network exchanges traffic between themselves. 
These peering arrangements are “settlement free” 
allowing organizations to make their internet content 
available at no charge. Some of the current peering 
partners with CANARIE include Amazon, Facebook, 
Google, Limelight, Microsoft and Yahoo, more being 
added on a regular basis.  

Any traffic generated at a SRNET member institution 
destined for one of the peered networks travels over 
SRNET to CANARIE and is then sent to the 
destination network at the exchange point. There are 
two distinct advantages to this: first, the network 
traffic does not touch the commercial internet and 
therefore there is no charge for carrying the traffic.  Without this service traffic destined for networks such 
as Google and Microsoft would transit the commercial network and would be charged for by the institutions 
commercial internet provider. Experience has shown that about 50% on average of internet content 
generated in SRNET member institutions goes over the CDS service rather than the commercial internet. 
The resulting reduction in annual ISP costs paid to their commercial provider can be in the six figure range 
for the larger SRNET members as a result of the CDS service. 

Figure 3: NREN 2015 
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Second, since the R and E networks are much faster than the commercial offerings the response and 
performance of the content being delivered is far superior. This is particularly important with real time video 
streaming and large data transfers. 

Canadian Access Federation (CAF) 

CAF provides a trusted access management environment for Canadian research and education institutions.  
It enables individuals to access local networking facilities when visiting other institutions using their home 
credentials. It is a cost effective and privacy preserving approach to access management. It eliminates the 
need for setting up multiple accounts and enables organizations to manage access to their resources based 
on a user’s status and privileges as presented by their home institution. 

CAF’s access management environment is available to SRNET members to meet the needs of their staff 
and students while visiting other institutions and to provide access to visitors to their institutions from other 
organizations which are members of CAF. 

There is no commercially available alternative to CAF. 

Digital Accelerator for Innovation and Research (DAIR) 

DAIR is an advanced R&D environment for product design, prototyping, validation and demonstration.  

A complimentary offering from Cybera, CyberaNet for Innovators is linking to select business incubation, 
co-working and maker spaces to give them a high speed network to test their ideas.  Cybera’s goal is to 
create a network for innovation that will make Alberta a destination of choice for researchers and 
entrepreneurs ready to help build the future.  This or a similar offering should be extended to Saskatchewan 
entrepreneurs to accelerate innovation and commercialization of research. 

It is also important to note that this type of access to advanced networks cannot be provided by commercial 
services.  In addition, advanced networks operate on an abundance model to promote use and encourage 
innovation.  Commercial services typically operate on a over-subscription model.   

4.1 Guiding trends 

CANARIE has identified economic, 
technological and research trends that guide 
Canada’s innovation system.  These trends 
include:3 

• Big science getting bigger 

Data from national and global 
research initiatives (e.g. Canadian 
Light Source – CLS) is growing 
exponentially.  There is a 50% annual 
increase in network traffic.  According 
to IDC (Figure 44) this trend is likely to 
continue to 2020 and beyond.  A 
challenge to infrastructure and the 
management of the data. 

• Increased investment in Canadian 
research 

Recent federal budget of $1.5B for 
the Canada First Research Excellence Fund and $222M over five years for TRIUMF5 

                                                      

3 Extracted and adapted from CANARIE’s findings from stakeholder consultations – April 2014 
4 IDC’s Digital Universe Study December 2012 
5 TRIUMF is Canada's national laboratory for particle and nuclear physics located at UBC with a consortium of 18 Canadian universities 

Figure 4 – Exponential Growth of Data 
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• Disruptive technologies 

ICT trends such as cloud computing, the Internet of Things (sensory technologies), combined with 
robotics, nanotechnologies, and the automation of knowledge work will have a disruptive impact 
on current economic structures. 

• Knowledge mobilization 

There is a strong policy push underway to transfer knowledge from ‘labs to marketplace’.  
Commercialization of research is becoming a priority. 

• Increased productivity to compete in global markets 

Canada increasingly has access to large, established and emerging markets however to compete 
Canadian companies must become more competitive by increasing productivity levels through 
innovation and the adoption of leading edge technology. 

• The rise of interdisciplinary research 

Emerging fields of study such as nanotechnology, bioinformatics and sustainable development 
require researchers from various fields to collaborate.   

These trends do not currently relate to specific CANARIE, RAN or SRNET services.  They do however 
create an opportunity for SRNET to work with CANARIE, the other RANs to develop new and emerging 
services that keep Saskatchewan institutions and business relevant, growing and competitive.  

In addition to CANARIE, there are other federal institutions that SRNET should maintain a relationship with– 
ideally through CANARIE.  Some involve innovation and research (e.g. Canadian Innovation Center), and 
others infrastructure (e.g. Compute Canada).   

At the time of writing, CANARIE’s mandate beyond 2015 is uncertain.  It is anticipated that there may be 
some rationalization, refocusing, realigning of these services as they apply to Saskatchewan’s research 
and advanced education sector.  Historically, SRNET used to receive operating grants from CANARIE to 
contribute towards SRNET overhead costs.  These grants were significant ($50K – $70K annually) but are 
no longer available.  SRNET should monitor CANARIE and the budget approval process for future direction, 
possible new/expanded services.  SRNET should be proactive and be positioned to relate these changes 
to the members and the broader community of Saskatchewan. 

4.2 Strategies to leverage CANARIE 

In summary, the recommended strategies to leverage CANARIE include: 

Recommended key strategies to leverage CANARIE and the NREN: 

1. Accelerate the adoption of DAIR or CyberNet for Innovators to foster commercialization. 
2. Monitor CANARIE’s mandate for future direction, possible new/expanded services. 
3. Leverage the CANARIE relationship with other federal government science, innovation 

and technology institutions to bring additional reach and capability to members. 

5 Expanded Services 

Essentially SRNET is or should be, a shared services organization.  SRNET’s role is a facilitator to enable 
members to derive direct benefit by keeping costs low, providing efficient administrative management and 
a neutral respected third party.   

BCNET identified thirteen components of value from creating a shared services organization including: 6 

1. Improved service to students, researchers, faculty and staff of post-secondary institutions. 

2. Lowering of Overall cost. 

                                                      

6 BCNET’s Service and Procurement Development paper March 2015 
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3. Procuring and Purchasing services in bulk. 

4. Minimizing duplication. 

5. Service improvements without significant service costs. 

6. Leveraging capabilities of larger institutions. 

7. Incremental improvement to existing services (i.e. no big bang). 

8. Increasing service quality. 

9. Expanding the number of available services and encouraging innovation through collaboration. 

10. Creating a system of integrated IT services. 

11. Creating a more robust post-secondary system. 

12. Using and developing highly qualified personnel. 

13. Access to next generation research facilities. 

SRNET members will determine which specific shared service(s) provide most value to them and prioritize 
the implementation of new services.  However, there are a number of services that are being offered by 
other RANs that seemingly provide high value to the members.  Two forms of shared service exist:  
Information Technology (IT) based services and shared or joint procurement. 

Some examples of shared IT based services include: 

• Internet Transit 

Based on discussions with the Western Canadian RANs, internet transit should provide a high 
return on investment for members.   

According to the Canadian Registration Authority (ca)7 and Internet Exchange (IXP) can be 
established for $100k (max).  Even allowing for utilizing a local ISP (e.g. SaskTel, Shaw, Hurricane 
Electric), the returns across SRNET’s membership is expected to be an order of magnitude higher. 

• Security 

Security, as an opportunity to collaborate, was referenced as a priority by some members.  Based 
on discussion with BCNET and MRnet there is potential for SRNET to facilitate collaboration for 
services or practices.  For example, MRnet is pursing REN-ISAC (Research and Education 
Networking Information Sharing and Analysis Center) along with CANARIE.   

• Disaster recovery 

Most RANs are proceeding with or planning for shared disaster recovery services.  This is being 
done in part due to need for DR services and in part, it is an easy entry in discussions for more 
complex sharing of other IT services such as storage, common applications, etc. 

• Shared resources 

There are two opportunities to share resources.  The first is through ICT services being provided 
by larger members with capacity in resources to small members that do not have or have access 
to the resources.  The second is the potential to consider pooling of scarce or emerging 
competencies across all members.  The new skill listing includes job titles (e.g. data scientist, cloud 
integration specialist, and technology broker) not defined a year ago, and likely many more to come 
within this planning horizon. .   

Possible share procurement services include 

• Licenses 

BCNET has negotiated up to 65% savings off the educational list price through a Master Supply 
Agreement (MSA) with Palo Alto Networks.  Members can purchase Palo Alto Networks Enterprise 
Security Platform through Long View Systems, BCNET's value-added reseller.   

                                                      

7 Toward Efficiencies in Canadian Internet Traffic, September 12, 2012 
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BCNET also has a software purchase agreement 

• Equipment 

Most common examples cited were desktops and laptops but essentially could apply to any 
equipment or hardware.   

There is a world-wide trend for the public sector and public sector funded institutions to develop shared 
services, either through voluntary processes, from financial necessity or through mandate.  The most 
successful have been through voluntary process. 

5.1 Strategies to expand services 

In summary, five key strategies are recommended to expand the current services: 

Three key strategies to expand the current services: 

1. Implement Internet transit, subject to investment grade business case, and approval. 
2. Establish a shared services program with representation from members to explore 

security (REN ISAC). 
3. Establish a joint / shared procurement working group. 

6 Expanded Network 

The network is the central and most critical service for SRNET.  There is a perceived need to increase the 
capacity of the existing network footprint and a question of whether the network footprint could or should 
be expanded to include potential new members. 

6.1  Increasing the capacity  

It first needs to be decided when and to what extent the network capacity should be increased. .  As outlined 
in Section 4.4, the strategy to rationalize the existing network will undoubtedly involve capacity increases 
and/or architecture adjustments where possible to improve future flexibility.  These capacity increases and 
architecture adjustments will be assessed on a service by service basis. 

There is however a growing need for strengthening the backbone of the network by providing an 
interconnection between Regina and Saskatoon.  This need for a higher level of connectivity will be driven 
by data abundance (see Figure 3), collaboration (see Section 7.0) within research and education, and 
member organizations for shared services such as disaster recovery and commodity IT functions.   

The conceptual business case makes a compelling argument for further investigation and there are a few 
connection options between Regina and Saskatoon.  The first and most desirable is to utilize dark fibre 
(unused fibre optic cables).  SaskPower has installed dark fibre capacity.  However SaskPower advises 
that while other electricity companies in Canada do resell dark fibre (e.g. Manitoba Hydro) the Crown 
Investments Corporation (CIC) currently restricts SaskPower from reselling.  At the time of writing, no other 
existing dark fibre alternatives have been identified.  Sample costs for a 15-20 year Indefeasible Right of 
Use (IRU) agreement would cost approximately $1.5M - $2.5.  Alternatively, there are options to leasing 
Ethernet Private Line (EPL) services.  A 10G service would cost approximately $7000 - $8000 per month 
plus the capital cost of end use equipment.  It should be noted that a 10G service likely would not meet 
long term needs for SRNET should significant shared services be undertaken and especially when data 
abundance is considered (Section 5.4). 

6.2 Potential new members 

In discussions with members there was interest to connect new research and advanced education members 
to SRNET within the communities that are currently served and into market communities that have research 
or advanced educational institutions.  There are needs in the province that SRNET could satisfy beyond 
the large centers.   
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Within the health sector, there are a number of institutions such as the Saskatchewan Centre for Disease 
Control, Saskatchewan Cancer Agency, GMS Cardiac Rhythm Device Clinic, located at Regina’s General 
Hospital and others that could be connected.  These institutions have abundant health related data that 
would greatly aid research.  However, this research would require high capacity networks and infrastructure 
– as provided by SRNET.   

In addition, there is interest from educators within the two Universities and Saskatchewan Polytechnic who 
would like to use SRNET’s advanced network capabilities to provide distance programs to community 
colleges around the province (see Appendix 2 for locations).  Many perceive the value of advanced 
technology and commercialization of research as economic development for rural communities.   

Preliminary analysis indicates that a community would need to have at least two institutions to make a high 
speed network connection viable.  There are five major market communities in Saskatchewan where there 
are two or more research or advanced education institutions identified: 

1. Swift Current 
a. The Semiarid Prairie Agricultural Research Centre (SPARC) - Agriculture and Agri-Food 

Canada's (AAFC)  
b. Great Plains College 

2. North Battleford 
a. North West Regional College 
b. Canadian Feed Research Centre 
c. Western Applied Research Centre 

3. Humboldt 
a. PAMI 
b. Carlton Trail Regional College 
c. St Peter’s College (LOS- PTP wireless) 

4. Melfort 
a. Cumberland Regional College 
b. Canada Research Farm 

5. Yorkton 
a. Parkland Regional College 
b. Monsanto Research Farm  

A capital fund model to ensure that high capital costs incurred to connect new members does alter the 
financial sustainability of SRNET.  The model requires the member to contribute capital funds beyond the 
cost recovery that can be supported in monthly rates (see Section 8).  For some locations or for some 
institutions the potential benefits may not justify the additional capital cost.  However, expanding SRNET to 
new members and new communities may not be the only or best means to meet the research and 
educational needs.   

A strategy to collaborate with publicly funded network organizations is outlined in Section 7.0.  The R &E 
sector needs may be effectively and efficiently addressed through the eHealth network or CommunityNet 
(Ministry of Education) SRNET is interested in advancing research and education access and in providing 
leadership and expertise. But the needs may be better accomplished through interconnecting with eHealth 
and CommunityNet than providing the service directly through SRNET.  Each institution and each 
community should be discussed with these organizations to determine the best, most viable solution.   

Similarly, interest has been expressed to provide northern Saskatchewan and First Nation communities, 
with greater access to the R & E sector.  There is potential for SRNET to collaborate with CommunityNet 
and eHealth and leverage the NREN who have northern services from Vancouver (see Figure 3 page 9). 

Some institutions are within the footprint of the Universities or the Innovation Parks.  Rather than creating 
additional overhead, it may be more economical and practical to provide the capability and value of SRNET 
through the existing member POPs. 
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6.3 Strategies for an expanded network 

In summary there are two strategies to expand the network in Saskatchewan: 

Two key strategies to expand the network in Saskatchewan: 

1. Connect Regina and Saskatoon with high speed network capacity. 
2. Investigate the viability of expanding the network to new members and new 

communities. 

7 Enhancing Collaboration 

The vision for SRNET is to be the hub of collaboration and to assist its members to realize the full “business” 
value of ICT.  There are a number of factors which prompted developing a collaboration strategy and a new 
role for SRNET. 

First of all, the members are seeking to raise SRNET’s profile with the provincial government.  Secondly, 
there is a desire to improve awareness of the potential requirement of technology, of science, of the 
emerging skills and competencies for the future.  Many stakeholders are interested to advance applied 
research and commercialization. 

There is no organization in the province that currently provides an independent voice for leveraging 
technology.  Awareness and excitement for the potential of the virtual tsunami of new technologies that are 
coming in the immediate future are limited.   

SRNET is a network of technology but the network of people that creates economic growth, innovation, and 
social wealth is insufficient.     

To address these concerns and interests, the strategy is to position SRNET as the hub of collaboration for 
members and independent voice for technology in Saskatchewan. 

7.1 Independent voice 

Many sectors and industries use associations to pool resources for common initiatives and act as 
community representatives when issues and opportunities are broader than the individual organization.  
With a similar intent, the goal is to position SRNET as a hub - the independent voice related to technology 
in the R&E sector in Saskatchewan.   

Collectively, SRNET members have a depth of knowledge, expertise and understanding related to the 
potential of technology, the future needs of the province, as well as of factors influencing public policy.  
Then when combined with the resources of CANARIE, the RAN’s and global NRENs, SRNET’s 
independent voice would be very strong. 

Communications is critical and a more detailed longer term communications strategy should be designed 
(see also Section 4.4).  For the short term, a brochure should be developed that promotes and positions 
SRNET.  In addition, SRNET should accept Cybera’s offer to contribute and participate in Cyber Summit 
2015 in the fall.  

7.2 A network of people 

As an independent voice, a not for profit, non-government organization, SRNET is well positioned to 
collaborate with members, with public networks, with the research and education network and with the 
community.  Overlaying the network of technologies, SRNET should establish a network of people though 
a collaboration model. 

Members - Collaboration within the membership for the shared services works best with an independent 
moderator, or an unbiased third party.  BCNET models member collaboration extremely well as outlined on 
their web site – “We facilitate a unique, collaborative culture that promotes inter-institutional partnerships 
to explore, evaluate and develop shared IT service solutions for mutual technology challenges.  As a service 
integrator and aggregator, we leverage the collective buying power and resources of the public, post-
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secondary sector to provide services, drive down member costs, and improve service quality and 
efficiencies to better serve students, faculty and staff.  We are highly accountable, and actively and 
transparently measure and report the progress, usage, results and savings of our services to our members 
and provincial government.”   

Public networks – The Ministry of Education administers the Learning Virtual Private Network (VPN) 
component of CommunityNet, a Provincial Government initiative to link education, health and executive 
government facilities.  The Learning VPN of CommunityNet has an existing 100Mb connection to SRNET.  
However like many of SRNET’s current services there has not been discussion on how to best utilize this 
connection, enhance services or eliminate duplication of services.  Nor has this interconnection been 
formally recognized and supported through a membership commitment. 

Similarly eHealth uses and administers the Health VPN of CommunityNet for over 300 health service 
facilities throughout Saskatchewan.  eHealth has expressed interesting in better understanding SRNET and 
how the offerings may enhance the health professional training programs.  There is also interest in exploring 
health research not only within the province but utilizing SRNET and the NREN to connect with national 
and international research programs and the major health data centres – the labs.   

RANs – CANARIE, BCNET, Cybera and MRnet have demonstrated a willingness to collaborate on many 
aspects of this strategy.  There is interest in jointly addressing the challenges and opportunities of the 
impending tsunami of technologies.   

Community organizations - The Saskatchewan Chamber of Commerce is only one example of 
community, business and industry based organizations and associations that realize the value of 
collaborating with SRNET members for mutual advancement.  There are a number of organizations and 
associations within the First Nation community that have programs and initiatives could potentially benefit 
from exposure to advanced technology resources.    

Collaboration done well does require effort to develop and nourish relationships.  As the relationships are 
leveraged, the value accrued through collaboration will far outweigh the cost.  The desired results include 
higher profile for members, more awareness to members and improved efficiency and effectiveness of 
providing advanced networks and related technologies in the province.   

7.3 Strategies for enhancing collaboration 

The following is a summary of recommended strategies of enhancing collaboration: 

Two key strategies to enhance collaboration: 

1. Communicate SRNET value: 

• Develop a paper and electronic brochure to promote and position SRNET. 

• Participate and contribute to Cyber Summit 2015 in the fall. 

• Develop a communication strategy. 
2. Establish a People Network: 

• Members 

• Pubic Networks – CommunityNet, eHealth 

• RANs 

• Community organizations 

8 Strengthening the Organization 

This section speaks to the core administrative function of SRNET.   

As outlined in the prior sections there is the potential for the research and education sectors and for the 
Province of Saskatchewan to realize considerable value through SRNET.  However, currently the 
organization is not set up for effectiveness or efficiency.  

Currently, the expenses exceed revenues.  CANARIE’s operational funding ceased in 2014 and their 
mandate is uncertain.  There are no dedicated resources (contract or employment) and governance is ad 
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hoc.  Processes are lacking rigour and best practice approach.  Communication across the membership 
within the SRNET structure is lacking to non-existent.  Many member organizations and users have left not 
for lack of value but for lack of service, and the ones remaining have accepted the current status/situation 

Before the value and potential of SRNET can be fully realized, the organization will need to be strengthened 
internally.   

8.1 Business Model Options 

What should the business model of the organization be?  There are a number of options: 

1. Transfer POPs to Universities 

The existing not for profit could possibly be completely disbanded.  The two CANARIE POPs could 
be transferred to the Universities and the existing members transitioned into commercial service 
providers.  CANARIE’s interconnect policies state the requirement for a regional operation.  The 
POPs are administered in a couple Maritime Provinces by the Universities with a small regional 
operation.  However aside from the legal issues this option conjures, there is an ethical commitment 
to CANARIE, the investing stakeholders and other members to grow the R&E sector within the 
province of Saskatchewan.  This option would not achieve the desired outcomes. 

2. Maintain the historical path 

As expenses exceed revenue SRNET would gradually cease to exist once the financial reserve 
has been exhausted.  Fees could be increased but with an ad hoc management approach the 
desired outcomes would not be achieved.  SRNET would not appreciably add more value than it is 
currently.   

3. Fold SRNET into one of the neighbouring RAN’s 

This option is a little presumptuous.  In fact, merging with MRNET is not an option for SRNET.  
MRNET is receptive to a stronger working relationship but not a full merger.  Cybera is certainly 
receptive to providing Saskatchewan members with services, however increased collaboration with 
Cybera and the other RANs (Section 7.2) would achieve a better outcome.  There is a need for a 
local presence to maintain focus on Saskatchewan’s R&E sector.  Undoubtedly this option would 
not be well received by the Government of Saskatchewan if a local option is viable. 

4. Modify the existing business model for SRNET 

Members indicated that there is a high value even from current SRNET services and there is a 
perception that more value could be realized – with a different approach, a different business model.   

The following sections outline a modified business model for SRNET.  Based on conversations with 
and research on the RANs, the business model proposed is a hybrid between MRnet and BCNET.  
The components consist of a new sustainable financial model, streamlined accountable 
governance, a flexible networked organization with a nucleus of a small leadership team and 
formalized processes.    

This business model best satisfies the desired outcomes however there is urgency.  BCNET 
indicated that SRNET is at the stage of evolution where BCNET was 15 years ago.  The potential 
value outlined in this report diminishes if not realized with urgency. 

8.2 Organizational structure 

It is recommended that SRNET move to a networked organization.  At the nucleus, a small virtual leadership 
team would provide the hub for managing the relationships between the members, CANARIE, the NREN, 
and the stakeholders.  This hub would also provide strategic foresight, operational management, 
administration, project management and marketing/communications.  Ideally, these core resources are 
retained through contracts as the workload will fluctuate.  

SRNET should leverage member resources to provide operating and technical resources (whenever 
possible) through formal agreements, internal contracts, or secondments.  These resources should be 
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provided on at “cost plus” basis (no margin for profit but recovery of non-salary costs).  The objective is to 
grow the capacity, capability and competency of the members. 

SRNET should engage and collaborate with the private sector but should remain neutral and independent 
and certainly not compete beyond the scope of the R&E sector.  SRNET should also enable entrepreneurs 
and start-up businesses through its members and promote ICT and the adoption of relevant emerging 
technologies through outreach to the broader community 

The organization should include member based Advisory Committees to formulate new services, 
collaborate with stakeholders and recommend improvements.   

8.3 Governance  

The current governance model and processes have not evolved with the organization and require refreshing 
to reflect the current operation and proposed business model. 

Membership  

There are currently 11 members of SRNET (see Appendix 1).  Any organization that is connected to the 
network and pays network service fees is a member.  However, the benefits and the costs of SRNET are 
not apportioned equally across the members.  Like other RANs, the membership should be tiered to reflect 
the participation.  Tier 1 members would include Saskatchewan Polytechnic, University of Regina (U of R), 
University of Saskatchewan (U of S) and the Saskatchewan Opportunities Corporation (SOCO).   

All other users of SRNET services, within the scope of research and advanced education, are members.  
However these members would be Tier 2. 

Governance structure 

There are two levels of governance: 

1. The Executive Council 

The Executive Council will provide operating oversight, planning and direction.   

The Council will consist of one representative of each of the Tier 1 members.  The Council will 
meet quarterly (minimum). 

2. The Board of Directors 

The Board will approve changes in the fundamental changes to SRNET and strategy and will act 
as a forum to communicate with the membership. 

All member organizations will be represented on the Board of Directors.  Tier 1 members will have 
two seats on the Board.  Tier 2 members will have one seat on the Board.  The Board will meet 
annually (AGM)  

The President and CEO of SRNET will sit as a non-voting member of both the Executive Council and the 
Board of Directors. 

8.4 Financial model 

The current financial model is unsustainable for two reasons.  Firstly, expenses exceed revenue.  This is 
due in part to CANARIE operating funding being cut in 2015 and expenses increasing without appropriate 
oversight or rate alignment.   

Secondly, membership fees are based on subscription to network services.  This creates unnecessary 
pressure to retain and grow new members for financial sustainability and not as a basis for value to the 
member.  It also becomes difficult to price new, expanded services or to allow members to opt out of some 
services.   

A new financial model is required.  It is recommended that for 2016, SRNET adopt a financial model similar 
to utilities.  Under this model, there are three components.  The first is the overhead or non-service related 
costs – office space, non-technical resource costs, etc.  This is a minimum fee to sustain the organization 
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regardless of the services.  The second are the cost of the individual services themselves (e.g. network 
connection) including support, operating and maintenance.  The last category is capital.    

1. Minimum Fees 

As the Tier 1 members receive the vast majority of the non-tangible, non-service related benefits, 
it is proposed that the overhead costs be divided equally among the Tier 1 members.  The rationale 
is that with minimum costs covered, SRNET is sustainable regardless of the services or Tier 2 
membership.    

2. Service Fees 

The service fees should be assessed on an equitable cost recovery basis using a simple proxy 
calculation.  It is recommended to maintain the existing rate structure for network services which 
has one rate for all members with similar service regardless of location.  The utilities refer to this 
as a postage stamp rate principle and has been developed to promote expansion of services 
regardless of location and to avoid complex and costly chargeback billing processes.  The service 
fees should also include a component for capital maintenance, upgrading or replacement to ensure 
long term sustainability.  Not all members are required to utilize all services but should be 
contracted for services received.  The term of the contract is based on SRNET’s investment risk.  
All services should be sustainable on their own without cross subsidization.  

3. Capital 

Fortunately, SRNET has a contingency fund to cover the operating shortfall.  There is however no 
provision for capital expenditure for growth, new services or capital maintenance of the existing 
equipment.  Service fees should include a tariff to be allocated to a capital reserve fund.  In addition, 
members may be required to make a capital contribution for a new service or for upgrades where 
CANARIE funding is less than the total cost and where the service rate structure does not support 
it.  When combined with the member’s local loop costs and any one time initial connection service 
provider fees, some services may be uneconomical.  The objective is to establish a consistent 
financial rationale and economic viability to capital spending.   

It is also proposed that SRNET work with, engage and advise all four levels of government but will not rely 
on governments for operational funding outside of the membership structure.  Governments may fund 
projects, events, special circumstances to make initiatives viable, however SRNET current operational 
independence from direct public funding should be maintained. 

The foregoing model, if properly structured, should provide incentives for collaboration/value added 
services to meet the needs of the members and for provision of services to new members where 
economically feasible.   

8.5 Strategies to strengthen the organization 

The following is a summary of recommended strategies to strengthen the organization: 

Six key strategies to strengthen the organization: 

1. Establish core leadership. 

2. Utilize technical resources of the members but formalized through contract. 

3. Contract supplemental resources for the short term but transition to member 
resources as quickly as possible. 

4. Tier membership. 

5. Restructure governance. 

6. Establish utility financial model. 

a. Service fees based on cost recovery, equitable costing model. 

b. Maintain a capital fund for expansion, growth, maintenance. 
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9 Timing 

There a number of factors creating urgency for SRNET to move forward. 

1. Obviously expenses exceeding revenues cannot be maintained for long – at least not without a default 
consequence, 

2. There is significant opportunity cost to the members if strategies to collectively expand and enhance 
the value of SRNET are not implemented quickly 

3. The international trend for lower government funding of member institutions and research as well as 
pressures to increase services is prevalent in Saskatchewan.  .   

4. The rate of technological change is becoming an exponential tsunami.  With readiness, SRNET could 
be a surf board of opportunity 

5. The proposed future state promotes that SRNET operates on the principles of abundance, 
collaboration, high value and customized services to the R&E sector.  In this future state, commercial 
service providers do not see SRNET as a threat to their market position.  Currently, they would 
desperately like to see SRNET disappear.  As experienced by the other RANs, the service providers 
will be very aggressive in preserving their position in the market.  The best defence is good offense.  
SRNET needs to communicate and demonstrate the R & E value and differentiate the service against 
the commercial service providers. 

It is proposed that this strategy be executed over three (3) years.   

Short term results - ,  

By the end of 2015, key leadership resources will be secured, a communication plan will be developed and 
a brochure produced, the network will be rationalized and rate analysis completed for financial stability and 
implementation in 2016.  A new governance structure and corresponding bylaws will be developed for 
approval at the June 2015.  Strategies will be developed to align with CANARIE’s mandate after the federal 
government budget in April.  Collaborative discussions with CommunityNet and eHealth will be initiated and 
Internet Transit, as a new service, will be implemented.   

Medium term results 

By the end of 2016, new rates and fees will be implemented, a capital fund established, expansion to new 
communities will be assessed (in conjunction with CommunityNet and eHealth) and developed if 
economically feasible.  An attitude to simplify and standardize services across the membership will be 
expanding and new service offerings will be developed by membership Working Committees.  By the end 
of 2016, SRNET will have created a network of people for collaborative development and be recognized as 
the independent voice of ICT in the province.  SRNET will also have a modified strategy based on these 
collaborations. 

Long term results 

By the end of 2017, SRNET will have helped foster accelerated innovation and commercialization, 
increased network capacity between Regina and Saskatoon and embarked upon new directions and 
services arising from CANARIE’s 2016+ mandate.    
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10 Summary 

The proposed strategy has been aligned to achieve the desired outcomes.  Increased value to members is 
achieved through expanding the services provided to reduce cost (e.g. Internet Transit and other shared 
services) and to improve the level of service (e.g. expanded network capacity between Regina and 
Saskatoon).  Expanded collaboration will serve as a catalyst for technological innovation in the province, 
and foster additional cooperative research between industry, post-secondary institutions and government.  
A strengthened, sustainable SRNET will, in addition to providing leadership and service to members, will 
improve the value proposition of SRNET to other stakeholders in the province.   

 

The efficiencies gained in ICT within the R &E sector could be orders of magnitude beyond the current.  
However the financial operational savings are the means, not the end.  In rapidly changing times, this 
strategy will help the R & E sector in Saskatchewan be relevant and competitive – both to attract expertise, 
funding, and socio-economic benefit.  Perhaps most importantly, SRNET’s philosophy of abundance and 
collaboration will foster innovation in areas we have not considered or even dreamed of.  
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Appendix 1 – Current Membership of SRNET 

• Currently there are 11 members with 16 separate connections consisting of: 

o Agriculture and Agri Food Canada – Saskatoon Research Centre (100Mb) 

o Canadian Space Agency – Saskatoon (100Mb) 

o (SOCO) Innovation Place – 3 locations 

� Saskatoon (1G) 

� Regina (1G) 

� Prince Albert Forestry Centre (100Mb) 

o National Research Council Canada – Plant Biotechnology Institute – Saskatoon (100Mb) 

o Natural Resources Canada – Prince Albert Satellite Station – Prince Albert (1G) 

o Northern Teacher Education Program (Nortep) – La Ronge (100Mb) 

o Northlands College – La Ronge (100Mb) 

o Saskatchewan Polytechnic – 4 campuses 

� Kelsey Campus – Saskatoon (100Mb) 

� Palliser Campus – Moose Jaw (100Mb) 

� Wascana Campus – Regina (100Mb) 

� Woodlands Campus – Prince Albert (100Mb) 

o Saskatchewan Research Council – 51st Lab – Saskatoon (100Mb) 

o University of Regina – Regina (1G) 

o University of Saskatchewan – Saskatoon (10G) 

• There is a 100Mb connection with CommunityNet for the Learning Sector (K-12 schools, First 
Nation schools, public libraries, Regional Colleges) and the Health Sector (300+ facilities across 
the province including training facilities). 
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Appendix 2 – Map of Regional Colleges 
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Appendix 3 – Existing Network Diagram 

 

 

 

 


