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1. SUMMARY OF THE METHODOLOGY USED TO FORMULATE THE
STRATEGIC PLAN

The strategic planning process was initiated at the 3rd UbuntuNet Alliance Board Meeting in
Kigali in August 2006 where it was noted that the Alliance needed to have well defined
vision, mission, objectives and plan of action to streamline its activities. An agreement was
reached that a planning retreat would be organised to develop the plan.

A three-day planning retreat was convened at Zomba Plateau in October 2006 by the Board in
collaboration with Professor Bjorn Pehrson of KTH and Mike Jensen, an ICT Consultant.
The main aim of the planning retreat was to develop the Alliance’s mission, vision and a
three- to five-year Strategic Plan. It was then agreed that the plan should be called the Zomba
Strategic Plan because it was developed at Zomba Plateau in Malawi.

After initial development at the planning retreat, the draft Strategic Plan went through a series
of revisions. The final version of the Zomba Strategic Plan 2007-2010 was released at the end
of January 2007, which included an implementation plan. Broad participation, significant
collaborative work, and extensive input are the hallmarks of the whole planning process.
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2. EXECUTIVE SUMMARY

The UbuntuNet Alliance Zomba Strategic Plan provides a road map for the development of an
African regional network for the research and education community. It emphasises building
the UbuntuNet backbone using a staged approach which connects clusters of National
Research and Education Networks (NRENs) by building out from existing cross continental
links using the opportunities provided by existing and planned fibre infrastructure projects.

Research and Education institutions in the developed world are interconnected and connected
to the general Internet, using high speed networks and as such are able to participate. With
this Strategic Plan, UbuntuNet Alliance would like to ensure that African Research and
Education Institutions participate effectively in the global Research and Education networking
community and Knowledge Society.

The strategic planning process identified four strategic goals. The following are the goals:

 High Speed UbuntuNet Backbone
 Foster/stimulate/Support NREN development
 Collaboration in Capacity Building and research across the NRENs
 Partnership Building -Regional & International

To reach these goals, a number of activities have been outlined centering on the following
strategic objectives:

 Network Infrastructure
 UbuntuNet Alliance annual conferences
 National REN workshops
 Formation of Technical working groups and Structures
 Joint procurements of Services and material
 Collaborative R&D Activities (The Ubuntunet Internetworking Programme)
 Partnership Building -Regional & International
 UbuntuNet Alliance awareness among stakeholders/partners
 Low cost / high speed bandwidth advocacy for the research and academic

community

This Strategic Plan will be implemented within a period of three years.
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3. STRATEGIC FOUNDATIONS

3.1. VISION

To ensure that African Research and Education Institutions participate effectively in the
global Research and Education networking community and Knowledge Society

3.2. MISSION

To ensure that African NRENs have efficient and affordable bandwidth for their member
research and education institutions and to participate in the global research and education
networking worldwide.

3.3. CORE VALUES

UbuntuNet Alliance shall uphold the following as core values at all times in its operation.

 Responsiveness
 Efficiency
 Collaboration
 Accountability
 Pro-activeness
 Ubuntu
 Services and results-oriented

3.4. GEOGRAPHIC SCOPE/FOCUS

To cover the entire research and education community in Africa

3.5. GOVERNANCE

3.5.1. UBUNTUNET ALLIANCE GOVERNANCE STRUCTURE

A three tier structure consisting of a Council of Members, a Management Board and a
Secretariat.

3.5.2. COUNCIL MEMBERSHIP

The Alliance has:

1. Representative Members; and

2. Observer Members

Only the Representative Members are members as recognized by the Alliance’s constitution.
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A Representative Member can only be (i) an individual (ii) who has been duly nominated by a
REN Participant to represent it and (iii) is accepted as Representative Member by the
Management Board. A REN Participant can nominate no more that one individual for
admission as a Representative Member.

An Observer Member can only be (i) an individual (ii) from country in the Membership
Region (iii) who represents the interests of one or more universities and research institutions
in that country (not being REN Participants) and (iv) is invited by the Management Board.

3.5.3. WHAT IS AN NREN?

Normally, the UbuntuNet Alliance will recognize as a bona-fide NREN an entity that meets
the following criteria:

 A key purpose of the entity is to act as the vehicle through which the universities and
research institutions of a specified country or region (“the entity’s service region”)
collectively secure broadband connectivity between their campuses, with other
NRENs in Africa and the rest of the World, and with the commodity Internet world-
wide.

 The entity is recognized as a non-profit entity in terms of the country’s legislation.
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 The entity serves only bona-fide research and educational institutions, and possibly
related support institutions such as research libraries, which are recognized as non-
profit entities in terms of the country’s legislation.

 The entity is inclusive within its service region in that it is willing to provide its
services to bona fide research and educational institutions, and possibly related
support institutions such as research libraries, which are recognized as non-profit
entities in terms of the country’s legislation.

 The entity exists in law and has well defined governance structures that ensure that it
can and will honour its contractual obligations to the Alliance.

 The NREN must have an Acceptable Use Policy that complies with the Alliance’s
own Acceptable Use Policy

3.5.4. WHAT IS AN NREN-IN-CONSTRUCTION?

An NREN-in-construction is a project that intends to create an NREN, and has well-defined
ownership, sponsorship, contact and resource structures.

3.6. MANAGEMENT BOARD

The Management Board shall comprise up to nine (9) Directors, including the
Chairperson and the CEO. The Chairperson and the CEO shall be Directors ex officio.
The CEO shall perform the functions of secretary and treasurer for the Management
Board.

Directors may be appointed from among the Representative Members but may also
be other individuals.

Non ex officio Directors are appointed by the Council of Members. The CEO is
appointed by the Management Board. The Chairperson and the Deputy Chairperson
are appointed as set forth in Article 8. Any vacancies shall be filled as soon as
possible.
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3.7. THE SECRETARIAT/OPERATIONS STAFF

This will comprise of the CEO and an Administrative assistant, a Chief Technical Office will be
responsible for all technical issues where as a Programmes Officer will oversea the different
programs of the alliance. This structure is presented in the chart below.

4. STRATEGIC OBJECTIVES

4.1. STRATEGIC GOAL 1: HIGH SPEED UBUNTUNET BACKBONE

Establish a high speed terrestrial UbuntuNet backbone linking NRENs and connecting to the
global research and education community

4.1.1. STRATEGIC OBJECTIVE 1 - NETWORK INFRASTRUCTURE

Objective
 To build the UbuntuNet backbone using a staged approach which connects

clusters of NRENs by building out from existing cross continental links
using the opportunities provided by existing and planned fibre
infrastructure projects

Deliverables
 A reliable and affordable (ideally dark fibre) gigabit backbone which links

all NRENs in Africa

Activities
 Produce a high level architecture diagram
 Decide on sequence of links to build
 Identify and monitor existing and planned fibre projects
 Identify regulatory issues
 Produce a matrix of infrastructure projects and regions with associated

activities
 Identify operational centre for each network
 Study other NREN models such as; Alice, Internet2, Geant2, Canari

Chief Executive Officer

Administrative Assistant

Chief Technical Officer Programmes Officer
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 Cost out the links, equipment and premises
 Formulate operational strategy and identify leadership for each cluster

4.1.2. THE UBUNTUNET SUB-REGIONS CLUSTERS

To realize a staged implementation of the UbuntuNet Backbone, the Alliance will
proposes to group the different regions in distinct clusters. These are as follows:

The “UbuntuNet East sub-region”; is defined as comprising those countries whose
NRENs can be connected to a landing point of the proposed EASSy cable or its
equivalent within the East African Coast.

The “UbuntuNet South sub-region”; is defined as comprising those countries whose
NRENs can be connected to either of the submarine cable landing points in South
Africa (Melkbosstrand, near Cape Town, and Mtunzini, near Durban).

The “UbuntuNet West sub-region”; is defined as comprising those countries whose
NRENs can be connected to a landing point of the SAT-3 West Africa Submarine
Cable (WASC) other than the South African landing point.

In all these definitions, the phrase “X can be connected to Y” means “X and Y can be
inter-connected, for data traffic flows in both directions at useable bandwidths, via a
series of terrestrial communications links within sub-Saharan Africa, including links
that cross international borders”. Affordability is not taken into account. The
definitions of the UbuntuNet sub-regions depend entirely upon connectivity
considerations – not upon political or governance considerations. They are useful in
discussing network engineering aspects, contracts with connectivity providers and
service contracts with NRENs. No suggestion is intended or implied that the
UbuntuNet Alliance’s membership or governance structures need to reflect the
above sub-regions in any way.

Some countries, including Botswana, Mozambique and South Africa, already fall into
more than one sub-region. Further terrestrial links are being deployed at an
increasing rate. Each new link potentially adds to the connectivity options enjoyed
by NRENs and adds to the countries that fall into each of the various sub-regions. In
a few years time the distinctions between the sub-regions may cease to be useful.

The UbuntuNet East sub-region: This region is the birthland of the UbuntuNet
Alliance. It comprises what has been called the EASSy hinterland, and includes land-
locked countries such as Botswana, Malawi, Rwanda, Uganda and Zambia that will
connect to EASSy landing points via transit circuits through Kenya, Mozambique
and Tanzania. A key strategy of the UbuntuNet Alliance has been and remains to
secure substantial bandwidth on the EASSy cable and its landing points or any other
equivalent system which is realized in this region.

The UbuntuNet West sub-region: This region comprises Angola and the countries
of West Africa to the north of Angola, together with neighbouring land-locked
countries that have terrestrial connections with such coastal countries. In January
2006, at a Workshop in Dakar arranged jointly by the American, Chinese and
Senegalese Academies of Science, interest was expressed in National and regional
research and education networking. It is important for the UbuntuNet Alliance to
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stimulate this interest and to draw the NREN-initiatives of this sub-region into the
UbuntuNet fold.

The UbuntuNet South sub-region: There is an opportunity to realize affordable
cross-border links between a UbuntuNet South core network in South Africa and
NRENs in neighbouring countries, and so, under the banner of the UbuntuNet
Alliance, to provide all these NRENs with connectivity to RENs world-wide and to
the Internet generally via the SAT-3 WASC cable.
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4.2. STRATEGIC GOAL 2: FOSTER/STIMULATE/SUPPORT NREN
DEVELOPMENT

Fostering, stimulating and supporting the development of NRENs in Africa to promote
research and education networking and collaboration

The UbuntuNet Alliance’s impact on research and educational activities is made
through the NRENs, who, in turn, deal directly with the research and education
institutions. It is therefore very much in the Alliance’s interest to invest in the
formation, development and strengthening of individual NRENs.

The organisational form of the NREN in a particular country depends inter alia on
the country’s higher educational dispensation, telecommunications dispensation and
regulatory environment. Of particular importance is the extent to which the public
universities are governmental organizations, and likewise, the extent to which
private non-profit universities operate in the country. Consequently no particular
governance or business model can be adopted as universally preferred. The Alliance
takes a flexible approach, in which the founders of a new NREN are invited to
engage with the Alliance in a workshop environment, to explain the principles and
considerations that are guiding their thinking, and to request advice and other forms
of assistance.

Financial assistance to NRENs-in-construction is limited to grants that contribute to
the legal and project costs of NREN’s formal founding as an organisation, as well as
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to start-up overhead costs including initial staffing, accommodation and
consumables costs. At this stage, Grants will not be made towards the equipment or
capacity costs of establishing a network.

4.2.1. STRATEGIC OBJECTIVE 2 – UBUNTUNET ALLIANCE ANNUAL
CONFERENCES

Objective
 To develop and brand UbuntuNet Alliance annual conferences for all

stakeholders with sessions focusing on NRENs activities, technologies,
research and applications among others.

 Bring together all stakeholders to share relevant experience

Deliverables

 An Annual Conference

 Conference proceedings and publication for general public use and as a forum
for quality peer reviewed publishing avenue

Activities
 A Call for Contributions for the Annual Ubuntunet Conference
 Call for papers relevant to research and education networking

4.2.2. STRATEGIC OBJECTIVE 3 - NATIONAL REN WORKSHOPS

Objectives
 Kick- start the formation of NRENs by conducting focused workshops in the

different member (or member to be) countries
 Foster growth of NREN in the membership region
 Inform NRENs on UbuntuNet acceptable use policy

Deliverables
 A template for a national NREN formation workshop
 National NREN formation workshops in the membership region

Activities
 Identify contacts persons in countries to start conversations on NREN

development in countries where there are no NRENs
 Conduct a series of workshops in countries to kick-start NREN formation
 Continuous follow up with NRENs

4.2.3. STRATEGIC OBJECTIVE 4 – FORMATION OF TECHNICAL WORKING

GROUPS AND STRUCTURES

Objectives
 Form cross-NREN expert groups on applications (such as tele-teaching,

library, etc), services (such as SIP-based video conferencing, VoIP, etc) and
networking issues (routing, infrastructure) that require exchange of
information on, trouble shooting and planning on an expert level

Deliverables
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 Working group structure
 Technical cross-NREN expert groups
 Expert groups discussion lists
 Papers published on specific topics in research and education networking

Activities
 Identify interest areas and form expert groups on applications, services and

networking technologies
 Create mailing lists for continued discussions among expert groups
 Publish papers on specific topics in research and education networking

4.2.4. STRATEGIC OBJECTIVE 5 - JOINT PROCUREMENTS OF SERVICES AND

MATERIAL

Objectives
 Closing better deals through joint procurements

Deliverables
 Procurement procedures including a mechanism for identification of

pending procurements that could benefit from being coordinated.

Activities
 Tender supplies of equipment and other resources for UbuntuNet and

NRENs
 Procure resources jointly as a consortium

4.3. STRATEGIC GOAL 3: COLLABORATION IN CAPACITY BUILDING
AND RESEARCH ACROSS THE NRENS

4.3.1. STRATEGIC OBJECTIVE 6 - COLLABORATIVE R&D ACTIVITIES (THE
UBUNTUNET INTERNETWORKING PROGRAMME)

Objectives
 Provide training for network administrators from member NRENs
 Enhancement of functionality and performance of African academic

networks and capacity building of human resources, in Internetworking and
other relevant areas, across the region.

Deliverables
 Trained NREN network administrators
 The Ubuntunet Internetworking Programme, a framework for problem-

oriented, project-driven development and learning, in Internetworking and
other relevant areas, that can be associated with relevant academic
programmes (CS, EE, IE, etc) at suitable universities connected to the
member NRENs, and supported by a scholarship programme.

Activities
 Monitor the performance of academic networks and conduct research to

improve functionality
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 Conducting research activities with potential specialized research
institutions

 Survey training need of NREN network administrators
 Train NREN network administrators in network management and relevant

issues

4.4. STRATEGIC GOAL 4: PARTNERSHIP BUILDING -REGIONAL &
INTERNATIONAL

Building partnerships with international, regional and national bodies to ensure effective
delivery of advanced networking technologies, and resources mobilization

4.4.1. STRATEGIC OBJECTIVE 7 - UBUNTUNET ALLIANCE AWARENESS

AMONG STAKEHOLDERS/PARTNERS

Objectives
 To raise awareness of UbuntuNet among stakeholders worldwide so as to

market the vision and objectives of UbuntuNet Alliance
 To build partnerships with relevant stakeholders worldwide
 To mobilize resources/funding in support of UbuntuNet Alliance activities

Deliverables
 Annual Ubuntunet Alliance Conference plus workshop
 6 Presentations per year
 10 meetings
 Publicity materials such as video clips, interviews, press release, and web

presence
 Proposals submitted to donors for funding
 Joint venture/consultancy services/capacity building/research activities

Activities
 Hosting workshops and Conferences on Ubuntunet Alliance
 Presenting papers at appropriate fora
 Establishing contacts and presenting Ubuntunet Alliance to all identified

stakeholders / partners
 Using a variety of media to market Ubuntunet Alliance vision and objectives

to the general public as well as decision makers
 Identifying research partners and conducting collaborative research on

relevant bandwidth, content and usage issues
 Identify donors and potential partners for proposal submission
 Writing proposals to submit to potential partners in support of Ubuntunet

Alliance activities (administration, infrastructure, research and capacity
building)

 Collaborating with partners who have similar interests and objectives
 Setting up joint venture/consultancy services/capacity building/research

activities

4.4.2. STRATEGIC OBJECTIVE 8 - LOW COST/HIGH SPEED BANDWIDTH
ADVOCACY FOR THE RESEARCH AND ACADEMIC COMMUNITY

Objectives
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 To advocate for low cost and high speed bandwidth for the research and
academic community

Deliverables
 Advocacy and awareness materials on low cost/high speed bandwidth
 Discussion forums on bandwidth impacts for research and education

purposes
 Mass media campaigns
 Quality affordable bandwidth across the board

Activities
 Organizing special events that bring together policy makers, academics, and

donor community to discuss policy , regulatory issues
 Applying the research findings to support advocacy activities
 Organize discussion forums together with NRENs or other specialized

organizations to discuss or showcase bandwidth impacts for education and
research purposes

 Organize at least two research workshops around the continent to present
findings that support the need of high bandwidth at affordable cost for
education and research

 Identifying key players
 Cultivating contacts and face to face meetings
 Conduct mass media campaigns
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5. IMPLEMENTATION PLAN

Strategic Objective 1: To build the UbuntuNet backbone using a staged approach; to interconnect NRENs across Africa

Outcome Outputs (or
deliverables)

Projects/Activities Performance
Indicators

Baseline Targets Responsibility Timing Assumptions

A high capacity
connection of
African RENs to
Global RENs
networks

A reliable and
affordable gigabit
backbone linking
NRENs in Africa

Develop Overall
network
architecture

Fully scoped
network with
detailed plans and
costing

0% 100% All
(outsourcing
required)

Develop
comprehensive
plans for the
clusters
interconnection
including cross
border
requirements.

Full scoped cluster
plans and
interconnection
requirements
(details of
regulatory & other
requirement issues)

0% 100% ED
(outsourcing
required)

Acquire
interconnection
capacities to
interconnect
NRENs where
applicable (based
on plans as above)

Extent of NRENs
interconnected

0% 50% ED
(outsourcing
required)
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Strategic Objective2: UbuntuNet Alliance Annual conferences

Outcome Outputs (or
deliverables)

Projects/Activities Performance
Indicators

Baseline Targets Responsibility Timing Assumptions

Sustainable &
highly informative
annual conference
forum

Consistent
annual
conferences
covering NREN
related themes

Formalized call for
conference
proceedings calls

Level and quality of
proceedings and
referred papers
presented

0% 100% ED
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Strategic Objective3: National REN Workshops to foster REN Setups and sustenance

Outcome Outputs (or
deliverables)

Projects/Activities Performance
Indicators

Baseline Targets Responsibility Timing Assumptions

Vibrant RENs and
strong UbuntuNet
Membership

NREN formation
sample templates
(covering structures,
governance, functions,
etc)

Identification of
contact persons in
the membership
regions

Membership across
the regions

10% 100% ED

Series of focused
workshops

0% 80%

Continuous follow
up and contact with
NRENs

Consistent
activities at NRENs
level

0% 75%
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Strategic Objective4: Formation of Technical Working Groups i.e. expert groups in the areas of application and technical issues

Outcome Outputs (or
deliverables)

Projects/Activities Performance
Indicators

Baseline Targets Responsibility Timing Assumptions

Strong and vibrant
working groups
tackling topical
issues

Working group
structures

Identification of
areas of interest to
the users

Research and
products reports
and application
developed

0 4 ED

Expert groups
discussion lists
and meetings

Development and
actualization of
collaboration
platforms

Extent of cross
NRENs and
partners
collaboration

10% 80%

Published
papers in the
different areas

Number of papers
published

0 4
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Strategic Objective5: Joint Procurement of Services and Equipment

Outcome Outputs (or
deliverables)

Projects/Activities Performance
Indicators

Baseline Targets Responsibility Timing Assumptions

Closing better deals
through joint
procurement

Establish procurement
procedures including a
mechanism for
identification of
common services and
equipment
requirements

10% 100% ED
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Strategic Objective6: Collaborative R&D and Capacity Development Activities

Outcome Outputs (or
deliverables)

Projects/Activities Performance
Indicators

Baseline Targets Responsibility Timing Assumptions

Capacity building
activities among the
member NRENs

Targeted capacity
programmes for
NRENs development
and operations

Survey of training
needs of NRENs
network
administrators

Up to date training
requirements

10% 100% ED

An UbuntuNet
Internetworking
Program

A framework for
problem-oriented,
project-driven
development and
learning in
internetworking and
other related areas
(CS, EE, IE, etc)

Develop training
material and tools
(jointly done with
affiliates and
partners)

Applicable training
material sets and
number of
graduates trained
at all levels

x 8

Monitor the
performance of
academic networks
and conduct
research to
improve
functionality

0% 40%

Source for
scholarships

x 8
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Strategic Objective7: UbuntuNet Alliance Awareness Among Stakeholders/Partners Globally –for collaboration and resources mobilization

Outcome Outputs (or
deliverables)

Projects/Activities Performance
Indicators

Baseline Targets Responsibility Timing Assumptions

Awareness of
UbuntuNet as an
NRENs backbone
network

Presentations in
conferences

Attendance and
presentation on
UbuntuNet at various
For a

4 6 ED

Participation in NREN
and related workshops

Establishing contacts
and presenting
UbuntuNet Alliance to
all identified
stakeholders/partners

3 8

Publicity materials
such as video clips,
interviews, press
release and web
presence

Marketing UbuntuNet
Alliance vision and
objectives widely

Identifying research
partners and
collaborating in the
areas of bandwidth,
content and usage
issues

4

Writing proposals to
submit to potential
partners in support of
UbuntuNet Alliance

2 5
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Strategic Objective8: Advocacy for Low Cost/High Speed Bandwidth for Research and Academic Community

Outcome Outputs (or
deliverables)

Projects/Activities Performance
Indicators

Baseline Targets Responsibility Timing Assumptions

Awareness and
acceptance for low
cost/high speed
bandwidth for RENs

Advocacy and
awareness materials

Organizing events for
policy makers,
academia, and donor
community

0 2 ED

Media campaigns 10% 80%

Quality affordable
bandwidth across the
board
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Phone 265 1 757 457 fax 265 1 756 090 e-mail ubuntunetalliance@kcn.unima.mw www.ubuntunet.net

mailto:ubuntunetalliance@kcn.unima.mw

