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Executive Summary
As a not-for-profit, non-commercial, member-driven shared services organization, SRNET
Members share both the accountability and the results.
Significant progress has been made in the implementation of the 2015 strategy –
“Increasing the Value Proposition”. Refreshing the strategy is intended to continue the
work initiated in 2015 by meeting the needs of the research, advanced education, and
innovation sector and by exploring the possible enhancement of services, new shared
service offerings, collaboration, and advocacy.
The following graphic is a refreshed summary or ‘plan on a page’ for Enhancing the
Value Proposition of SRNET:

Figure 1 – Refreshed ‘Plan on a Page’

There is strong support and an urgent need to rapidly implement the strategies. The needs
to remain competitive, to address declining funding models, to address the tsunami of
technological change, and to satisfy the needs of stakeholders have collectively
developed this sense of urgency.
The timing of the recommended strategies assumes additional resources are applied to
the initiatives and that those initiatives receive the requisite degree of member
collaboration to achieve mutually beneficial results. This strategy also assumes the
engagement of the membership to the extent that the sector speaks with one voice,
one message.
While the planning horizon of this document is three (3) years, there is rapid change
occurring both technologically and in the sector in general. Consequently, it is further
recommended that the strategies outlined here be revisited and updated annually.
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Building on Progress
There was unanimous approval from the SRNET Board of Directors in June 2015 to
proceed with the Increasing the Value Proposition strategy.

Considerable progress has been made and the following milestones reached:


The SRNET network was assessed and rationalized. A capital fund was established,
and capital investments and improvements will be completed throughout 2016.



By-laws were rewritten to strengthen governance and oversight and to reflect a
more flexible business model. Key leadership resources were secured.



Rates were restructured to separate core services from shared services for more
flexibility in member participation.



A business case for Commercial Internet Transit (CIT) was completed. It is
expected this will provide significant savings for Members and increase
dramatically as more Members transition. Implementation began in May with
service available in June.



A fully redundant 10G Regina-Saskatoon circuit was activated in 2Q16, in part for
CIT but also to enable other shared services.



A Communication Strategy was developed and implementation initiated with
rack cards and newsletter. Further execution of the strategy is planned for 2016
and 2017.

Original Refresh June 2016
Updated October 2016

4

Enhancing the Value Proposition - SRNET



National leadership was provided in developing a national strategy for the NREN
encompassing services, organization, and relationships to position Canada’s
research and education network as a global leader.



SRNET increased collaboration across the membership including exploring
exciting new opportunities with CommunityNet.



SRNET co-sponsored the annual Cybera ‘Cyber Summit’ in Banff to make it a
prairie forum along with Cybera (ALTA) and MRnet (MAN).



Based on Member and stakeholder feedback, awareness of SRNET has
measurably improved, and the value of SRNET to Members has increased.

Refreshing the Strategy
The purpose of refreshing the strategy is to further elaborate on the five strategic thrusts,
namely services, network, collaboration, organization and relationship with CANARIE.
Emphasis was placed on further exploring the business
needs of the sector and the potential in three specific
aspects.

Enhanced services - new shared service offerings
Is there member interest in pursuing shared commodity
IT services (similar to BCNET and Cybera)?
Is there member interest in pursuing shared specialized
resource services (e.g. Cybersecurity)?
How does SRNET prioritize and resource these services?
To what urgency? How is urgency assessed, and
against what criteria (other than cost savings) is it weighed?

Network of people for collaborative development (community)
There is need to validate and elaborate the statement in the Increasing the Value
Proposition strategy: “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.”
Collaborative development with and through the NREN, RANs and CANARIE has met
with success. Is there support for a similar model within the membership and within the
stakeholder community of the province?
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Independent voice of ICT in the province (advocacy).
There is no independent organization or association for the business value of ICT in the
province. Is there support for this initiative? What is in it for the SRNET Members?
While this strategy is to be a continuation or refresh of last year’s strategy, we used the
opportunity to listen to Members and stakeholders in order to assess progress and
satisfaction with services as well as to determine if there are new, different needs.
Our approach to developing this strategy was two-fold
1. Explore how SRNET supports the business needs of the three segments of the
sector: research, education and innovation.
2. Explore how SRNET achieves operational excellence (effectiveness, efficiency
and quality) in service delivery to Members.
A brief summary of sector trends and challenges was distributed prior to conversations
with more than thirty individuals within twenty Member and stakeholder organizations.

The needs of the sector
Specific SRNET strategies were not developed for each segment of the sector; however,
it is important, for context, to understand the overarching business needs. Clearly, SRNET
strategies must be aligned with and supportive of these needs. There is no overarching
sector strategy; however, there was a great deal of consistency and uniformity in the
needs articulated by the Members and stakeholders.

Dealing with technological change
According to Policy Horizons Canada, “The pace of technological change has
significant implications on local and global economies, societies and institutions.” i The
Online Journal of Issues in Nursing speaks to “Collaboration: Leadership in a Global
Technological Environment.”ii The article states that “increasingly, the responsibility of
leaders is to guide needed change in both organizational culture and technology, with
attention to individual and collective needs, and an eye on cost-effectiveness.”
There are countless similar articles that
expound on the virtual tsunami of
technological change that is relevant to
collaborative strategies within the SRNET
membership, the sector nationally, and the
community of Saskatchewan.

As a not-for-profit, non-commercial,
member driven shared services
organization, SRNET Members share
both the accountability and the results.

Some changes and trends are very specific to research, education and innovation.
Collaborating to utilize technology to enable researchers, educators, and innovators to
take advantage of, or respond to, these business changes and trends provides high
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value. But it is more than the technology and beyond any one organization. An
engaged membership and community is required to respond.

Research
The following are a few of the trends and challenges in the research segment as well as
the responses from the Members:
CANARIE has identified the following economic, technological and research trends that
guide Canada’s innovation system:iii


Big science getting bigger



Increased investment in Canadian research



The rise of interdisciplinary research

According to European Commission, Directorate-General for Communications Networks,
Content & Technologyiv there are five significant areas (trends) that are impacting
research:
1. Open science
2. Citizen science
3. Digital infrastructures: a science cloud
4. High performance computing: leadership for science
5. Future and emerging technologies
The funding criteria for research appears to be shifting. Funding organizations such as the
Natural Sciences and Engineering Research Council of Canada (NSERC) have indicated
that projects they fund must have collaboration with industry, and ideally be multidisciplinary, multi-institutional with clearly stated results and evidence. Anecdotal
statements from other organizations indicate the research funding decisions are
increasingly based on the tangible economic or social benefit to the community.

Member responses


Collaboration is the ‘elephant in the room’ that needs to be addressed with urgency



More collaboration needed on all aspects of research data



Efforts are underway to access to provincial health data for research. Advocacy
collectively through SRNET may help these efforts.



Open Access policies are needed across the community



The funding needs are changing with expectations including broader
multidisciplinary research, more sharing of data, and linking research to results that
have societal benefit.
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Advanced Education
The following are a few of the trends and challenges in the advanced education
segment as well as the responses from Members:


Developments in technology and resulting potential in terms of better learning,
teaching, collaboration, mobility and other key aspects of online learning are
transforming advanced education.v



The use of multi-modal teaching, virtual classrooms, and other technology tools is
increasing rapidly.vi



Outreach through regional and community colleges is of high priority for most
advanced education institutions.
Note: SRNET’s progress in collaborating with CommunityNet to support network
services to the regional and community colleges was hindered when it was
announced, in March 2016, that SaskTel would take over administration of the
CommunityNet Education Network services from the Ministry of Education.
Community and regional colleges are excluded.



The future of jobs, which is to say the capability and capacity of graduates to meet
and address new and emerging workforce challenges and opportunities is becoming
a defining competitive advantage for institutions.



There appears to be a shift in funding for advanced education. According to OUSA
(2010), Canada spends over $34 billion annually to fund the post-secondary
education system and, as a percentage of gross domestic product, ranks third in the
world in spending on the sector.vii There appears to be increasing pressure
(anecdotal) from governments in other jurisdictions for improved program alignment,
rationalization of programs and greater efficiencies (not just cost cutting) from postsecondary institutions.

65 percent of today’s students will be employed in jobs that don’t exist yet
U/S/ Department of Labor

Member responses


An increased emphasis on distributed education is a priority for core Members



First Nations are an integral part of the advance education community but
understanding unique needs remains a work in progress
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Learning technology is the greatest need. Shared procurement and leveraging
SRNET’s relationship with CANARIE will be a benefit.



There was general agreement on SRNET’s approach with the issues Community Net
and their members are facing.



Solve the core network problem, avoid widening the digital divide by SRNET serving
Community Net members in larger centres directly.

Patience is wearing thin, pressure to connect school boards, regional colleges directly is
increasing.

Innovation
The following are a few of the trends and challenges in the innovation segment as well as
the responses from the Members:
Innovation, commercialization of research, and applied research is seen by many
stakeholders to be a key component of future economic development.
According to the Conference Board of Canada, Saskatchewan rates a “D” for
Innovation. “Canada ranks 9th of 16 peer countries and earns a “C” on innovation.
Performance on a few indicators has improved, but there are signs of emerging and
persistent weakness on a number of others.”viii
As shown in the graphic below, the Conference Board of Canada’s provincial report
card on Innovation ranks Saskatchewan high in entrepreneurial ambition but low on
business enterprise R&D (BERD).

Member responses


Increased attention to commercialization is needed.



Technology is incorrectly perceived as a utility, not as a critical component of
innovation.
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Entrepreneurship is alive and well, but promotion of entrepreneurship and a
supportive environment is lacking.



CANARIE is willing to explore what’s missing for entrepreneurs. A component includes
engaging tenants in the Research Parks.

Enhanced Services
SRNET’s counterparts, the other Research Advanced Network organizations (RANs) within
the NREN have been increasing the number of shared services to their members with
very favourable results.
Essentially SRNET is, or should be, a shared services organization. SRNET’s role is as a
facilitator to enable Members to derive direct benefit by keeping costs low, providing
efficient administrative management and a neutral respected third party.
The sharing of scarce, highly proficient, niche skill resources would provide high value to
all Members. Many Members cannot afford to hire these resources but have a strong
requirement and need for the expertise – at least a portion of a resource. By expanding
the resources applied to the service, larger Members would have more or expanded
resources available

“The miracle is this—the more we share, the more we have”
- Leonard Nimoy
One area of shared services that SRNET Members expressed high interest in is risk
management services. According to the Allianz Risk Barometer, cyber-crime, data
breaches, and IT failures ranks as fifth in the top ten business risks for 2015.ix
Cybersecurity, as an opportunity to collaborate, was referenced as a priority by some
Members particularly in protection of brand. SRNET will facilitate discussions on
collaborative shared security services and practices. There is high potential to share
scarce security resources and to share specialize services such as REN-ISAC (Research
and Education Networking Information Sharing and Analysis Center).
Most RANs are proceeding with, or planning for, shared disaster recovery (DR) 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 IT services. IT failure due to obsolescence is also a risk that
continues to escalate due to fiscal restraint.
Shared purchasing was of interest. Clearly there is opportunity to harness the collective
buying power of the sector when securing shared services such as the commercial
internet. There is also potential for significant benefit for software licenses and third party
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services. The challenge of standardization would, however, limit the benefits for the
procurement of hardware and products. Some shared procurement opportunities may
be able to be acted upon as the needs are identified; however, a broad-based
procurement initiative will be deferred to 2018.
The greatest area of discussion occurred in the area of data. Data is the new gold, and
all aspects of the lifecycle of data are a challenge for most Members – especially within
the research segment. Further clarification is required to determine what aspects of the
data lifecycle might provide the greatest benefit and how Members can effectively
collaborate. Research Data Canada, CANARIE and Compute Canada are all
considering similar issues. While there will be considerable benefit that flows from SRNET’s
affiliation with these organizations for the big picture view, more rapid progress would be
likely with a Saskatchewan researcher or project-focused solution that addresses the
data needs that could then be scaled across the sector.
Over the next three years, SRNET will facilitate working groups to assess the feasibility of
additional shared service offerings.
Key strategy to enhance services:
SRNET will facilitate working groups to assess the feasibility of share services:

o

o

Cybersecurity (2016)

o

Data – many aspects including storage (2016)

o

Disaster recovery (2017)

Procurement services for software (licensing) and third-party services


Addressed when a specific opportunity is identified but broadly in 2018

Enhanced Network
The network continues to be the central and most critical service for SRNET. In spite of
fiscal challenges, significant progress was made to replace and upgrade obsolete
equipment in 2016. Additional replacements are still required, and with the growing
reliance on the network, SRNET must ensure optimal technological currency. The capital
fund, established in 2016, must continue to receive contributions to ensure funds are
available when depreciated equipment requires replacement.
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Network Operating Centre (NOC)
In addition, as the business of the sector becomes increasingly reliant on network
services, a network operations centre (NOC) becomes a strong consideration. NOCs
analyze problems, monitor network performance, provide incident response, and report
problems. While the services provided by the U of S staff are highly proficient and would
continue to provide tier II and tier III functions during business hours, a NOC would
provide after hour services. The feasibility and impact of a NOC will be evaluated in 2017.

Expanding to new Members
After analyzing the potential of expanding the network into communities with research
and/or advanced education facilities, it was determined that it was more pragmatic to
strengthen the relationship and network services to CommunityNet. This approach was
complicated when SaskTel assumed management of CommunityNet for K-12. Should the
planned upgrades for the core network connections not be forthcoming in a timely
manner, SRNET will re-evaluate this strategy. If network services can be provided within
the established network service fees, SRNET will connect to additional education and
research facilities and institutions.
Similarly, developing an interconnection with eHealth (Health Network) should provide
mutual benefit without the need to duplicate network services. There has been strong
interest from Members when it come to the potential for health research with an
interconnection to health facilities such as the Saskatchewan Centre for Disease Control
and others.

Key strategies to enhance network:
SRNET will
1. Contribute to a capital replacement fund (annually).
2. Evaluate implementation of a Network Operations Centre (NOC) in 2017.
3. Continue strengthening the relationship and the capacity of network services for
Community Net (education) and eHealth (research).
4. Continue to identify and engage with alternate network providers as a means to
reduce dependency on managed service providers (such as SaskTel, SHAW, etc.)
for strategic network connections to Tier II centres or within urban centres.
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Enhanced Collaboration
A key role of SRNET is as a collaborative hub. SRNET facilitates collaboration within its
membership, across the broader community of Saskatchewan, and thorough links to the
national research and advanced education network of organizations.
In “Increasing the Value Proposition” (March 2015) we touched on collaboration
strategies including expanding a network of people:


within the membership



within the community of Saskatchewan



within the National Research and Education Network (NREN) including CANARIE
and Research Advanced Networks (RANs) in other jurisdictions

We also touched on another aspect of collaboration – expanding shared services.
Many Members believe collaboration is key across the sector. There is a need to
leverage strengths and share knowledge, especially in a jurisdiction with a small,
dispersed population. In practice, however, collaboration is not top of mind for most
Members.
It is also believed that promoting and facilitating collaboration within the sector is a
critical role for SRNET. There is support for the vision of SRNET as the hub of collaboration,
helping 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. This is critical for SRNET in order to be able to influence direction for the
benefit of SRNET’s Members and the sector. 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 in advancing
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, over time, as
the hub of collaboration for Members and independent voice for technology in
Saskatchewan.
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Independent voice (advocacy)
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.
SRNET’s involvement and collaboration with the NREN and CANARIE at the national level
shows significant promise to benefit all Members and should be continued.
Members also felt strongly that communication should be accelerated. SRNET needs to
communicate more often, articulate value to community, and advocate the sector to
elected officials. Greater political capital will further promote collaboration among
stakeholders across the province.
SRNET should create awareness of the services and value to users within the membership,
in particular entrepreneurs and researchers.
The communication strategy developed in 2015 should continue to be implemented
namely:

Short term (2016 – 2017)
Many of these action items can be executed in parallel; however, securing the resources
is the top priority:


Secure digital and communication support resources



Develop promotional collateral for brand



Develop an annual report /newsletter



Conduct an engagement survey



Develop metrics of success (initiate, ongoing)



Develop schedule of direct contact for CEO

Near term (2017 – 2018)


Website redevelopment and an entire web strategy which encompasses
collaboration and social media



Implement collaboration tools to improve and streamline communication



Implement and integrate social media



Host and promote events (one community based in addition to Cyber Summit)
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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 and with national
organizations and with the community. SRNET built upon the progress in developing
relationship across this spectrum in 2015 and expanded influence to 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.

Key strategies to enhance collaboration:
SRNET will
1. Contribute to pursue the goal to be an independent body on ICT (long term)
2. Accelerate implementation of communication strategy

3. Network of people – build on national success to enhance relationships with
community groups (e.g. Sask Chamber of Commerce, First Nations)

Leveraging CANARIE and the NREN
The recent development of a national strategy for the NREN is a significant and
complementary piece for SRNET, and one that SRNET played a significant role in
establishing. The NREN Strategy’s areas of focus include:


strengthening of the network for capacity, reliability, security and redundancy



the delivery of national services through leveraging existing RAN services or the
development of coordinated, distributed services



establishing an annual operational plan



establishing a brand and communication strategy to increase communications
among provincial and federal stakeholders



strengthening relationships for advocacy and improved collaboration with key
stakeholders
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A key strategy for SRNET will be to maintain strong involvement with the NREN partners to
continue to influence the national direction and priorities for the benefit of SRNET’s
Members and to avoid duplication of initiatives and services.
CANARIE has offered to assess entrepreneurs and the tenants of the research parks
within the province. The objective is to help SRNET find ways to promote innovation in the
province.

Key strategies to further leverage CANARIE and the NREN:
SRNET will
1. Maintain a strong relationship with the NREN and NREN partners (ongoing)
2. Implement complimentary NREN strategies (near and long term)
3. Leverage the CANARIE relationship with other federal government science,
innovation and technology institutions to bring additional reach and capability to
Members.
4. Work with CANARIE to assess entrepreneurship in the province (2017)

Strengthened Organization
In 2015, SRNET established itself as a networked organization. At the nucleus, the CEO
provided the hub for managing the relationships between the Members, CANARIE, the
NREN, and the stakeholders. This hub also provided a degree of strategic foresight,
operational management, administration, project management and
marketing/communications. SRNET is resource constrained. Continued success and
execution of this strategy is dependent upon the development of a complementary
resource strategy. There is also a concern over both the capacity within the core of
SRNET and the succession plan for the President.

Leveraged Member resources
The intent is that SRNET leverage member resources to provide operating and technical
resources (whenever possible) through formal agreements, internal contracts, or
secondments.
These resources should be provided on at “cost recovery” basis (no margin for profit but
recovery of non-salary costs). The objective is to grow the capacity, capability, and
competency of the Members.
There is, however, some question by Members of the benefit to their organization versus
benefit to the sector. There is a concern that the larger Members bear a disproportionate
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burden of resourcing services to provide similar services smaller Members. To address
these concerns SRNET will facilitate a resourcing assessment to ensure the benefits
accrue to all organizations. A corresponding framework will be developed with
appropriate governance, structure, processes, policies, resources, compensation and
cost recovery fees.

Succession
It should also be noted that while the proposed number of initiative exceeds the
capacity of the president alone, the president’s contract expires in one year. It is
proposed that the board establish a committee of the board to recruit a second
resource with the intent that this resource becomes the successor when Neil decides to
retire (again).

Key strategies to strengthen the organization:
1. SRNET will facilitate a resourcing assessment and develop a corresponding
operating framework (2016)

2. Establish a Committee of the Board to determine a successor strategy for the
President.

9a* Supporting the Strategy
The strategy has been developed with a sense of urgency based on the identified needs
of the sector. The needs to remain competitive, to address declining funding models, to
address the tsunami of technological change, and needs of stakeholders have
collectively developed this sense of urgency.
But, what do the members need to do to make the strategy happen? There are four keys
to success:
First, there should be agreement and an acknowledgement by members of the needs of
the sector and of the urgency to address these needs.
Second, there should be a recognition by all members that there is strength in numbers.
Other RANs have indicated that governments and external stakeholders have given
them significantly more consideration and support when the sector speaks with one
voice, one message. SRNET member representatives speak for their organization but the
consistent message must be embraced and echoed by the senior leadership of each
member organization.
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Third, SRNET is not a vendor nor an independent third party. As a focal point, SRNET can
facilitate, lead and moderate the collaboration of the members. But the members must
be fully engaged in the collaboration.
Lastly, to be successful, members should abide by the principles of collaboration.
Collaboration must exist in an environment of openness, of fluid communication, of
respect and with a spirit of equality. Members should be rewarded and reimbursed for
their contribution with an expectation of participation.

Timing
This strategy is planned to be executed over three (3) years with the following results:
Short term results
By the end of 2016, SRNET will have initiated collaboration on shared services in
cybersecurity and data. The relationship and the capacity of network services for
CommunityNet and eHealth will be further strengthened. Resources will be secured for
digital and communication support and promotional collateral, and an annual report will
be developed. Metrics for Success will be developed for tracking by the Members as the
beginning of an ongoing initiative. The network of people will be expanded to include
the Chamber of Commerce and First Nations. Complementary short-term NREN
strategies will be implemented. SRNET will facilitate a resourcing assessment and develop
a corresponding operating framework. A Committee of the Board will define a successor
strategy for the presidency.
Near term results
By the end of 2017, SRNET will continue to expand the cybersecurity and data related
shared services and will have expanded into disaster recovery services. If feasible, a
Network Operating Centre (NOC) will be implemented and recognition of SRNET as an
independent voice on ICT and the sector will have begun. Working with CANARIE, an
assessment of entrepreneurship in the province will have been completed. The
resourcing strategy will be implemented.
Long term results
By the end of 2018, SRNET will have helped foster accelerated innovation and
commercialization and implemented medium-term NREN strategies will be implemented.
Greater political capital through advocacy will support collaboration across all
stakeholders in the province.

Summary
The refreshed strategy has been aligned to achieve the desired outcomes, respond to
the needs of Members and stakeholders, and provide high business value to the sector.
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Increased value to Members is achieved through expanding the shared services
provided to reduce cost (e.g. procurement), improve the level of service (e.g.
cybersecurity), and provide services not otherwise feasible individually (e.g. data
services). Expanded collaboration will serve as a catalyst for technological innovation in
the province and foster additional cooperative research between industry, postsecondary institutions, and government. An appropriately resourced SRNET will provide
high value on the investment.
A graphical summary of the refreshed strategies is a follows:
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