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AAU  Association of African Universities 
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CERN  Conseil Européen pour la Recherche Nucléaire 
COP  Community of Practice 
COMESA Common Market for Eastern and Southern Africa 
CORENA Consolidating Research and Education Networking in Africa 
COREVIP Conference of Rectors, Vice Chancellors, and Presidents (AAU) 
EAC  East African Community 
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iRENALA Research and Education Network for Academic and Learning Activities (NREN of  
  Madagascar) 
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IST Africa A strategic collaboration between IIMC (Ireland) and Ministries and National Councils 

responsible for Information Society, ICT and Science, Technology & Innovation adoption, 
policy and research in 18 African Countries. Supported by the European Commission (EC) 
and African Union Commission (AUC) 

KENET  Kenya Education Network Trust 
KRA  Key Results Area 
KTH  Kungliga Tekniska högskolan or Royal Institute of Technology, Sweden 
MAREN Malawi Research and Education Network 
MoRENet Mozambique Research and Education Network 
NRENs  National Research and Education Networks 
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PEST  Political, Economic, Social, and Technological 
NREN  National Research and Education Network 
REN  Research and Education Network 
RRENs  Regional Research and Education Network 
RSP  Rolling Strategic Plan 
RwEdNet Rwanda Education Network 
SADC  Southern Africa Development Community 
SARUA  South African Regional Universities Association 
SEACOM A company owning optical fibre along the eastern coast of Africa 
SomaliREN Somali Research and Education Network 
SudREN Sudan Research and Education Network 
SWOT  Strengths, Weaknesses, Opportunities and Threats 
TENET  Tertiary Education and Research Network of South Africa 
TERNET Tanzania Education and Research Network 
UA  UbuntuNet Alliance 
VSAT  Very Small Aperture Terminal 
WACREN West and Central African Research and Education Network 
WACS  West Africa Cable System 
WIOCC  West Indian Ocean Cable Company 
Xnet  Namibia NREN 
ZAMREN Zambia Research and Education Network 
 



43rd Meeting of the board  PAPER 43.13 

Nairobi Strategic Plan 2014-2016 (Revised)   5 

Glossary of Terms 

Stakeholder Individuals, groups (non-governmental organisations), agencies and the private 
sector who play a role or have an interest in the outcomes of a particular situation 
or initiative. 

Strategy map Shows the location of and the cause and effect relationships between each 
strategic objective within the four perspectives of the balanced scorecard 
framework. 

Strategic Theme  “Pillars of excellence” that define the major strategic thrusts of the organization’s 
growth and direction. 
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Chapter 1  Introduction 

1.1 Background 

The UbuntuNet Alliance for Research and Education Networking was established in 2006 as a response to 
the need to foster the development of African NRENs and ensure that they have sufficient and affordable 
bandwidth for their member research and education institutions. The ultimate objective was and remains 
enabling them to participate in the global research and education networking community, and to have an 
equitable share in global intellectual property output. The area of geographical focus is countries within the 
Eastern and Southern belts of Africa.  

Historically, for various reasons, bandwidth to African Universities used to cost many times what Universities 
elsewhere paid. However over the last four years a combination of factors has caused prices to drop from a 
typical $4,000 per half-duplex Mbps per month delivered via VSAT to as low as $200 per full-duplex Mbps 
per month delivered via optical fibre in some of the member countries. The factors include: the work of the 
UbuntuNet Alliance to stimulate NREN activity, to increase awareness of the benefits and visibility of 
research and education networking, and to seek global  connectivity;  the support  of various  development  
partners  who have enabled  the work of the Alliance and NRENs; the opening up of the telecommunications 
sector in various countries through revised policy and regulation; the roll out of national optical fibre 
backbones and access to these by NRENs; the bringing of optical fibre owned by utilities on to the market; 
and the direct support to NRENs by governments  that now appreciate  the research development dividend. 

Unfortunately, some of the NRENs, particularly those that are landlocked, have not yet benefited from the 
price drop because of limited backhaul capacity and/or restrictive regulatory environments in their countries.  
The Alliance will not be satisfied until the prices paid are at par with the rest of the global research and 
education networking community. The UbuntuNet Alliance is driven by a vision of securing high bandwidth 
connections - gigabits instead of the historical kilobits per second – at affordable prices, that connect African 
National Research and Education Networks (NRENs) to each other, to other NRENs worldwide, and to the 
Internet generally. The Alliance seeks equality, not just equity, for researchers and educators in Africa. These 
are essentially the tenets of its new strategy – the Nairobi Strategic Plan: 2014 – 2018.  

The UbuntuNet Alliance was initially incorporated in the Netherlands, on the basis of ease and convenience, 
as a not-for-profit association of African NRENs. It has more recently been registered as a Trust in Malawi 
with its head office Lilongwe.  The new entity will have full ownership of the older one; the latter’s registration 
being maintained because it has some benefits when it comes to working with EU-supported projects.  All 
bona-fide NRENs of countries in eastern and southern Africa are eligible for membership of the Alliance.  In 
addition, the Alliance is keen to support any project team that is working to establish a bona fide NREN. 

At the time of formulating this new SP, Sixteen (16) NRENs in the region are Member NRENs. These are: 
Eb@le (Democratic Republic of Congo); EthERNet (Ethiopia); iRENALA (Madagascar); KENET (Kenya); 
MAREN (Malawi); MoRENet (Mozambique); RENU (Uganda); RwEdNet (Rwanda); SomaliREN (Somalia); 
SudREN (Sudan); TENET (South Africa); TERNET (Tanzania); Xnet (Namibia); ZAMREN (Zambia), 
BERNET (Burundi) and ZARNET (Zimbabwe).  

The Annual General Meeting of Members is the top decision-making body that must sustain the participating 
NRENs’ collective will to collaborate regionally. At Annual General Meetings, seven of the nine Directors are 
elected, each for a two-year term. An independent process overseen by the Association of African 
Universities nominates the Chairperson for a three-year term. The Chairperson is an ex officio Director, as is 
the CEO.  The Board appoints the Deputy Chairperson from among the non-ex-officio Directors. Directors do 
not represent particular stakeholders and are expected to think and act solely in the interests of the 
UbuntuNet Alliance as a whole. This structure reflects the ownership  of  the  Alliance  as  being  imbedded  
deeply  in  the  research  and education networks, universities and research institutions of the region. 

The Nairobi Strategic Plan: 2014 – 2018 is the third one in the life of the UbuntuNet Alliance, designed to 
define its strategic future direction, based on the need to consolidate and build on the enormous 
achievements realised so far and to respond to the dynamic and complex changes taking place on the 
context of the institution.  

The first Strategic Plan, the Zomba Strategic Plan, 2007-2010, was developed on Zomba Plateau in Malawi. 
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This Plan introduced the “Cluster” concept that, in the early days, was the basis for the network architecture.  
The concept of opportunism – that is, seizing any opportunity that emerged in the dynamic environment – 
was also adopted.  

The second Strategic Plan– the Dar es Salaam Strategic Plan: 2009-2013 launched the undertaking code-
named “Consolidating Research and Education Networking in Africa (CORENA).” CORENA had the critical 
objective of ensuring that researchers and educators within the membership region of UbuntuNet Alliance 
have equity of access, in terms of quantity and cost, to the global information infrastructure and the 
international research and education community.  

The Nairobi Strategic Plan: 2014 – 2018 was subsequently reviewed in July 2016 to account changes that 
had occurred in the interim two-years and is now referred to as the Nairobi Strategic Plan 2014 – 2018 
(Reviewed).   

1.2 Vision 

Vibrant African research and education institutions, networking effectively in the global knowledge society.  

1.3 Mission 

To secure affordable broadband connectivity and efficient ICT access and usage for African NRENs and their 
associated communities of practice. 

1.4 Our Core Values 

n Collaboration 

n Accountability  

n Pro-activeness 

n Community consciousness   

n Results oriented  

n Responsiveness to changing situations  

n Equity and fairness 
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Chapter 2:  Strategic Framework 

 
2.1 Situational Analysis of the External Environment 

The PESTLE (Politics, Economic, Socio-Cultural, Technological, Legal and Environmental) analysis formed 
the framework for the review of the external environment within which the Alliance operates.  

  

2.1.1 Political  

The status of providing services in member countries is not very clear.  The UA, by choice, is not registered 
in all the member countries.  This is a grey area especially as registered as a local NGO in Malawi.  Often, a 
local NREN in a member country must step in to fulfil UA's role, from example locating equipment. 

In addition, the political situation in a member country can affect operations there.  Where unrest begins, 
often development partner support stops, yet the partners are often playing a key role in supporting the 
NRENs. Some countries, for example Sudan and South Sudan are under international embargoes creating 
challenges that may be overcome by working with other regional bodies. Member governments, however, 
are generally supportive of NRENs. Finally, there are strong relationships with the EU and other international 
bodies, but no formal relationships with regional bodies for example AU, COMESA, SADC and EAC. 

 

2.1.2 Economic  

Currency fluctuations on the global stage often negatively affect UAs operations, compounded when local 
providers are charged in local currency.  In addition, there is more competition from commercial providers in 
some countries, making it hard for UA to be competitive where the providers are cheap.  There are some 
challenges in currency movement out of some countries.  Also, the banking sector in Malawi is quite 
restricted with difficulty in getting credit cards and other financial services such as online payment platforms.  

There is, however, availability of connectivity funds from development partners.  Finally, students – NRENs 
primary end-users, are a key target for the commercial companies viewing them as future spenders.  The 
companies have thus been developing products and services to drawn the students, and by extension the 
universities away from the NRENs. 

 

2.1.3 Socio-Cultural  

Students are increasing requiring additional bandwidth and higher connectivity as they spend more time on 
various Internet enabled social and entertainment platforms.  Universities are, however, unable or unwilling 
to purchase additional bandwidth. 

 

2.1.4 Technological 

Rapid changes in technologies are resulting in faster connectivity speeds at lower prices, with connectivity 
almost becoming a commodity. This requires a continuous review of UA's business model.  This is 
compounded by NRENs facing challenges predicting demand from the institutions they serve.  In addition, 
the alliance member countries cover a large physical area requiring the establishment of an expansive 
network.  

There has been a significant increase globally in available cloud services, though there is continued mistrust 
and lack of understanding of cloud services by many member country institutions.  Further the advent of 
'free' services offers institutions options away from potential paid services from NRENs.  The industry is also 
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slowly moving away from fully open source software, to incrementally payment for additional features, a 
business model which may be exploited by UA and NRENs.  Finally, there is a gradual shift of many 
traditional paper information avenues to e-services, for example, e-journals and e-books. 

 

2.1.5 Legal 

There is ambiguity of registration in countries where UA operates.  This should be looked at the Board level. 
UA is currently registered as a local Trust, and there may be need to internationalize the registration. 

2.2 Strengths, Weaknesses, Opportunities and Threats (SWOT) Analysis 

A critical evaluation of the internal and external key factors that influence the Alliance’s ability to achieve its 
goals for the period is central to creating effective strategies that will enable it realise its stated Mission and 
Vision. It involves identifying the Alliance’s Strengths, Weaknesses, Opportunities and Threats (SWOT). The 
process of strategic planning does not only provide for improvement of one’s weaknesses but also involves 
preparing the best way to respond to the circumstances of the organization's environment. 

A SWOT analysis will provide the tools and information necessary to establish the Alliance's goals and 
objectives by taking advantage of the already existing opportunities and strengths in a bid to improve on 
them, and to mitigate on the threats when implementing the strategic plan.  Arising from the internal and 
external scan, a summary of the Alliance's SWOT analysis follows. The identification of the Alliance's 
Strengths, Weakness, Opportunities and Threats was done by carrying out a critical evaluation of internal 
and external key factors that will influence it in achieving its goals during the planned period. The 
opportunities and threats were informed by the review of the PESTLE analysis.     

The internal scan looked at seven key functional areas of UA: Organisation and management; finance and 
accounting; marketing; information systems; production and operations; personnel; and physical 
infrastructure.   
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Table 2.1: Summary of the Alliance's Strengths and Weaknesses 

Functional 
Areas 

Strengths Weaknesses 

Organisation 
and 
Management 

n Commitment from member institutions 
n Trusted credible and visionary leadership 
n Institutional commitment through vision and 

mission and core values 
n Excellent relationship with global REN 

community 
n Credible plan with AfricaConnect 
n Fast and direct access to the global research 

and education networks 
n Credible standing among donor community 
n The Alliance is bilingual 

n Lack of clout to influence national policy and 
plans for network development of NREN 
formation 

n Lack of membership agreements with NRENs 
– Need to be developed 

n Operational M&E framework 
n Organisational functional review 

Finance and 
Accounting 

n Pass all finance audits 
n Able to meet current expenditures 
n Proper accounting system in place 

n Lack of financial resources to response to 
needs of NRENs 

n Over-dependence on a single project 
n Not all NRENs paying their membership 
n Difficulty in collecting monthly service fees 

from NRENs that can run to 120 days 
Marketing n Monthly newsletter to NRENs 

n Listserve for NREN community  
n Annual Conference and AGM 
n Multiple trainings 

n Need to establish core professional skills 
including marketing 

Information 
Systems 

n Computerized accounting system 
n Event management system 
n Software repository 

n Need for platform for information on NRENs, 
COPs etc. 

n Need for computerized invoice and payroll 
system 

Production and 
Operations  

n Small portfolio – digital certificates, services 
either hosted or using scripts to deploy on 
own servers: Video/Web Conference, 
Discussion forum, File storage, Repositories, 
E-resources and  Cloud services 

n Focus on smaller NREN, the ‘Long-Tail’ 

n Inadequate support (financial and human 
resource) to mentor NRENs both by 
UbuntuNet staff and from fellow NRENs 

n Lack of potential portfolio of services  

Personnel n Participatory annual staff appraisal n Lack of adequate technical and support staff 
n Single point of failure on staff, no back up for 

tasks that are performed 
n Over-loaded staff members. 
n Need for review of job descriptions and 

functions 
Physical 
Infrastructure 

n Adequate office space  
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Table 2.2: Summary of the Alliance's Opportunities and Threats 

Functional Areas Opportunities Threats 
Political  n Africa Connect 3 from EU 

n World Bank beginning to support NRENs 
n Africa Development Bank support 

n Lack of in-country will to establish NRENs in 
some countries 

n Lack of conducive political and regulatory 
environments in some countries 

n Different governance systems in the region 
of the member NRENs 

n Some government subsidy for connectivity 
for universities 

Economic  n Increasing need for both governments, 
research and education institutions to 
actively participate in the knowledge 
economy 

n Commercial operators moving to pre-empt 
formation of NRENs 

n Lack of dedicated staff in many NRENs 
n NRENs not differentiated enough – look like 

ISPs 
n Multiple development challenges facing 

different countries compounded by limited 
national resources 

Socio-Cultural n Increased demand for connectivity from 
end-users (students) 

n Projects for high performance computing in 
Uganda and Malawi that will stimulate 
demand for connectivity 

n Lack of willingness to collaborate among 
institutions, especially in countries with no 
NRENs 

Technological  n Availability of commercial networks 
n New research incentives (DMP) driving 

need for collaboration and data networks 
n Growing deployment of cross-border fibre 

in the region 
n Affordability of sub-sea capacity readily 

available 
n Major content providers establishing a 

presence in Africa   

n Over-dependence on GEANT for global REN 
transit. 

Legal n General trend in de-regulation 
n Establish firm legal status 

n Environment in some countries does not 
encourage competition between providers 
maintaining prices artificially high and no 
incentive for investment 

n Need to develop strong relationships with 
service providers 
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2.3 Strategic Themes, Strategic Objectives and Strategies  

Strategic Themes are the “pillars of excellence” that define the major strategic thrusts of the organization’s 
growth and direction.  They focus staff effort and energies into accomplishing the organisation's vision. Each 
strategic theme is operationalised through identification of the strategic objectives, strategies and activities.  

This strategic plan is operationalised through three strategic themes: 

1. Inter-Connectivity among NRENs and to the rest of the world. 

2. Business Health. 

3. Support establishment of sustainable NRENs 

As shown in Figure 2.1, delivery of the strategic objectives within each strategic theme should deliver the 
strategic results, enabling the Alliance to meet its stated Mission and Vision. 

 

2.3.1 Strategic Theme:  Inter-Connectivity among NRENs and to the rest of the world 

The strategic result of this theme is for NRENs to be able to provide inter-connectivity between institutions to 
foster collaboration, and to the world for land locked countries, in addressing research and education in 
Universities. The theme will be realised through the following strategic objectives: 

1. To establish a reliable Alliance operated broadband backbone network reaching every member 
NREN. 

2. To provide Broadband Internet to member NRENs at a competitive price.  

 

2.3.2 Strategic Theme: Business Health 

The strategic result of this theme will be for Sustainable organisation able to meet its financial obligations as 
they fall due. The theme will be realised through the following strategic objectives: 

1. To strengthen institutional relevance to members.  

2. To implement effective communication and advocacy reaching out to NRENs, communities of 
practice and policy makers. 

3. To provide effective support for regional and global communities of practice. 

 

2.3.3 Strategic Theme: Support establishment of sustainable NRENs 

The strategic result of the third theme will be to ensure efficient and effective delivery and distribution of the 
Alliance’s services to its members. The theme will be realised through the following strategic objectives: 

1. To support establishment of operational NRENs in all countries in the membership region. 

2. To build capacity of NRENs in key competence areas. 
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Figure 2.1 Strategic Themes 
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S/N Strategic Objective/  
Key Result Area 

Strategies/Activities   

1 Strategic Theme: Inter-Connectivity among NRENs and to the rest of the world. 
Strategic Result: NRENs to be able to provide inter-connectivity between institutions to foster collaboration, and to 
the world for land locked countries, in addressing research and education in Universities 

1.1 To establish a reliable Alliance 
operated broadband backbone 
network reaching every 
member NREN  
 
Key Result Area – Affordable 
broadband connectivity for 
every member NREN to each 
other. 

1.1.1 To extend to new countries – Somalia, Malawi, Madagascar [1] 
*.1 Procure the required services 
*.2 Operationalise the network 

1.1.2  Build resilience of the network – Uganda, Rwanda, Zambia and Malawi 
*.1 Procure the required services 
*.2 Implementation and commissioning of works and services 

1.1.3 Upgrade the network – all Africa Connect 1 links 
*.1 Procure the required services 
*.2 Implementation and commissioning of works and services 

1.1.4 Fund-raising from development partners and internally  
*.1 Write and submit proposals to identified partners  
*.2 Develop and implement policy on creating and internal fund for 

continuous upgrading of the network  
1.1.5 Establish presence in new peering points 

*.1 Sign peering agreements 
*.2 Procure and implement  links to peering point 

1.1.6 Strengthen inter-connections with GEANT 
*.1 Continue to renew peering agreements 

1.1.7 Establish new inter-connections with RRENs – ASREN and 
WACREN 

*.1 Sign peering agreements 
*.2 Procure and implement  links to peering point 

  

2 Strategic Theme: Business Health 
Strategic Result: Sustainable Alliance able to meet its financial obligations as they fall due 

2.1 To strengthen institutional 
relevance to members.  
 
Key Result Area: NREN 
membership retained and 
subscription for services 
increased. 
 
Establish a portfolio of services  
based on member 
requirements 

2.1.1 Establish a portfolio of services based on member requirements [2]  
*.1 Develop a business model for value-added services 
*.2 Conduct a customer-needs assessment – NRENs  
*.3 Develop marketing plan for value-added services 
*.4      Market value-added services to NRENs 

2.1.2 Establish partnerships with development partners and the private sector 
*.1 Develop and implement agreements for supplier funding for 

acquisition for indivisible rights of use (IRU) of links.  
*.2 Develop partnerships and negotiate agreements with cloud providers 

2.1.3 Revise and implement the Alliance’s Communication Strategy 
*.1 Revise and implement Alliance Communication Strategy 
*.2 Increase circulation and impact of NUANCE on target audience 
*.3      Revitalise the Alliance’s website/portal 
*.4     Compile and disseminate an annual Alliance Compendium 

 
 
 

 

2.2 To provide effective support for 
regional and global 
communities of practice.  
 
Key Result Area - Increased 
demand for services, increased 
membership of COPs 

2.2.1 To bring on board COP affiliate members 
*.1  Develop working relationship between UbuntuNet Alliance and 

NRENs to service COP affiliates 
*.2    Develop database of COPs in the operational area 
*.3 Conduct a customer-needs assessment – COPs  
*.4    Recruit COPs to the Alliance 

W
o
r
k
 
w
i
t
h
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S/N Strategic Objective/  
Key Result Area 

Strategies/Activities   

2.3 To ensure proper management 
of Alliance Services. 
 
Key Result Area: Sustained 
Revenue from internal services 

2.3.1  Establish a customer feed-back mechanism 
*.1  Conduct customer satisfaction surveys – NRENs 
*.2    Develop and implement course evaluations for all trainings 

2.3.2 Human Resource Development 
*.1  Establish and implement a annual staff development  programme 

2.3.3 Develop and implement performance management framework 
*.1   Develop and implement annual plans 
*.2   Implement M&E framework 

2.3.4 Develop and implement financial management framework 
*.1  Develop and implement debt management system 
*.2  Develop partnership with an NREN to enable online payments 

 

  

3 Strategic Theme: Support establishment of sustainable NRENs 
Strategic Result:  Efficient and effective delivery and distribution of the Alliance’s services to its members 

3.1 To support establishment of 
operational NRENs in all 
countries in the membership 
region.  
 
Key Result Area – NRENs 
providing network services to 
members. 

3.1.1 Seek funding support for embryonic NRENs  
*.1 Alert NRENs on potential sources of funding  
*.2 Assistance in proposal preparation to identified sources 

3.1.2 Provide advice on establishment of NREN 
*.1 Through meetings, provide potential road maps for operationalisation 
*.2 Provide examples of registration models and documents for 

establishment 
*.3 Create awareness through national workshops in the host nations 
*.4 Support national visits of embryonic NRENs to established NREN 

3.1.3 Raise awareness of NRENs 
*.1 Host an annual Alliance conference 

3.1.4 Develop and  implement a mentorship programme for NRENs 
*.1 Propose programme to NRENs and seek consensus 
*.2      Implement mentorship programme 
*.3 Mount CEO seminars 
 

  

 

 

Notes: 

[1]  Network Expansions.  Figure 2.2 shows the network development master plan as envisioned in the 
UA policy and master plan document that was approved by the UA board on 19th February 2009. 
Figure 2.3 displays the current status of the UA network and projected status by end of 2016 and 2017. 
It should be noted that the plan under AfricaConnect 2 is to reach more NRENs, build resilience and 
upgrade the existing network. 

[2] Portfolio of Services.  UA currently offers bundled services to NRENs that do not attract an extra fee.  
These include training of trainers, CEO training (leadership and management), applications training, 
assistance to deploy Identity Management and wireless roaming (eduroam), staff exchange and 
facilitating NREN twinning between North-South and South-South. It is proposed to investigate the 
addition of paid services including hosting components of the Identity Federation/Wireless Roaming as 
well as other applications (SaaS); provide NRENs with scripts that allow them to deploy their own 
applications on our hardware (PaaS) or just provide them the bare infrastructure (IaaS). 
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Figure 2.2 UbuntuNet Alliance Connectivity Master Plan 
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Figure 2.3 Current and Projected Status of the UA Network to 2017 
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Chapter 3:  Resource Mobilisation, 
Accountability and Risk 

3.1 Resource Mobilisation 

Mobilisation of adequate resources will be essential for the realisation of the plan.  A summary of identified 
resource mobilisation strategies are presented in Table 3.1.  

 
Table 3.1: Resource Mobilisation Strategies 

Funding Source Mobilisation Strategies 
Services  n Develop and monitor business plan to ensure sustainability in light of lowered prices 

n Upgrade the network to (i) defend position in East Africa, (ii) increase revenue in Zambia, 
Mozambique and Tanzania 

n Support operationalisation of NRENs in Malawi, Rwanda, and Somalia as new sources of income 
Membership Fees n Grow members in new countries and retain existing member NRENs  
Development 
Partners 

n Exploit Funding and Partners Platform to identity and submit proposals to potential funding 
partners on a regular basis 

n Exploit opportunities from NORDUnet and other international NRENs 
n Prepare proposals to World Bank, Internet Society, Africa Capacity Building Foundation (ACBF) 

and Africa Development Bank for connectivity 
n Continue engagement with European Union for African Connect 3 with estimated start date in 

2019. 
Private Sector n Strengthen and establish new partnerships to fund conferences and workshops 

n Strengthen and establish new partnerships for equipment and services donations 
Government/ 
Regional Economic 
Bodies 

n Seek host country support for example, for land to build offices, or free/subsidized office space 
n Engage SADC, EAC, COMESA on potential resource opportunities 
n Formalise relationship with African Union 
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3.2 Risk Management 

Implementation of the Strategic plan is subject to several potential risks that have been identified alongside 
mitigation measures as presented in Table 3.2.  Potential risks areas must be continuously monitored so that 
they can be addressed before they negatively impact the plan implementation.  

 
 
 

Table 3.2: Identified Risks and Mitigation Strategies 
 

SN Risks Level Mitigation 
1 Strategic Risks 

1.1 Legal framework for operation in the region   Strengthen registration in Malawi and recognition in countries 
served.  

2 Financial Risks 
2.1 Over-reliance on a single development partner  Medium Seeking additional sources of funding for upgrade 
2.2 High level of uncollected service fees High Bring fees outstanding to a maximum of 60 days 
2.3 Loss of customers  Low Ensure continued relevance, service excellence and 

competitive pricing. 
3 Operational  Risks 

3.1 Collapse of network suppliers Low Diversify connectivity suppliers  
4 Technological Risks 

4.1 Hardware failure, due to time taken to replace,  
install and commission is long. 

High Procure stand-by equipment in key areas 

4.2 Submarine cable cuts Medium Have budget line for and pre-approval for purchase of 
restoration capacity  

5 Organizational Risks  
5.1 Staff levels low, single point of failure High Recruit in key areas 
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Chapter 4  Implementation, Monitoring and 
Evaluation 

 
4.1 Implementation 

Implementation of the strategic plan will follow the implementation matrices detailed in Annexe 1.  Contained 
within the matrices are the timelines for achievement of the strategic objectives.  A definition of the key 
parameters within the matrices follows: 

n Expected outcomes. This is a specification of the expected outcome from a particular strategy.  They 
should be tangible as to be measurable. 

n Performance indicators. Measurable parameters that are used to assess the extent to which the 
strategic objective has been met with in the context of the particular strategy. They are presented in 
the form of a particular action completed or the extent of the action to be completed. Performance 
indicators will be SMART: simple, measurable, attainable, reachable, and time-bound. 

n Baseline. This is the present state of accomplishment for the various performance indicators.  For 
indicators where a baseline is unavailable, a baseline survey will be done to obtain this vital 
information. 

n Targets. Indicators of the desired extent of fulfilment of the specific strategy.   

n Timeframe. Indicates the time within which the strategy should be completed. 

n Responsibility. The specific office or officer to be responsible for the specific action. 

n Budget. Quantification of the cost of each of the initiatives will aid in planning and ensuring adequate 
resources are available as required.   

 

The implementation matrices will form the basis for annual action plans, both part of the process in ensuring 
the actualisation of the plan. On behalf of the Alliance's Board of Director's, the CEO will oversee the day-to-
day implementation of the strategic plan.  The CEO will be responsible for overseeing the development of 
annual work plans. 

4.2 Monitoring and Evaluation 

Monitoring can be defined as the process of continuously tracking the implementation of planned 
programmes or activities to assess their progress and performance.  While Evaluation is an assessment of to 
what extent the set objectives were successfully met.  Proper monitoring and evaluation (M&E) provides for 
timely and regular information for evidenced-based decision making geared towards attainment of an 
organisation's goals. It provides information on progress being made towards attainment of objectives, 
challenges being encountered and identification of any emerging issues.  Further, M&E allows for the 
information produced to be used to promote a culture of learning and for the application of lessons learned.  

The proposed monitoring and evaluation (M&E) framework will have three components: setting performance 
targets, monitoring performance, and performance evaluation. 

n Setting Performance Targets. At the beginning of each year, targets will be set as part of their annual 
work plans as derived from their strategic plans. 

n Monitoring Performance. The key reasons for monitoring are to establish if performance targets have 
been met; to act as an early warning system to detect potential difficulties and assist in addressing 
them during implementation, and to provide feedback to the next phase of implementation.  The 
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developed monitoring framework will be based on the logical framework approach.  

n Performance Evaluation. Evaluation of the annual plans is important to find out if the intended results 
have been realized.  The outcome of the annual evaluation will form a good basis for the following 
year. 

The M&E framework will be based on the logical framework approach with an emphasis on keeping track of 
Key Performance Indicators (KPI) associated with each of the Key Result Areas (KRAs).  A summary of the 
KRAs and KPIs is presented in Table 4.1.  

 

 
Table 4.1: Summary of the Key Result Areas and Key Performance Indicators 

 
SN Strategic Objective KRA KPI Baseline Target 

(Date) 
1 Strategic Theme:  Inter-Connectivity among NRENs and to the rest of the world 
1.1 To establish a reliable 

Alliance operated broadband 
backbone network reaching 
every member NREN  

Affordable broadband 
connectivity for every 
member NREN to each 
other. 

NRENs on the 
Network  

81  +32 
(December 

2017) 

2 Strategic Theme: Business Health 
2.1 To strengthen institutional 

relevance to members 
NREN membership retained 
and subscription for services 
increased. 
 
Establish a portfolio of 
services of UA based on 
member requirements 

Retention 
Rate 

 
 
 

Number Fee-
based 

Services 

100% 
 
 
 
 
 

0 

100% 
(December 
2016 and 
annual) 

 
3 

(December 
2017) 

2.2 To provide effective support 
for regional and global 
communities of practice.  
 

Increased demand for 
services, increased 
membership of COPs 

Number of 
COP 

members 

0 2 
(December 

2017) 

2.3 To ensure proper 
management of Alliance 
Services. 

Sustained Revenue from 
internal services 

US$ $2,500,00
0 

December 
2018 

3 Strategic Theme: Support establishment of sustainable NRENs 
3.1 To support establishment of 

operational NRENs in all 
countries in the membership 
region.  
 

NRENs providing network 
services to members. 

Number 
NRENs 

103 +34 

                                                
1
    Democratic Republic of Congo, Kenya, Mozambique, Rwanda, South Africa, Tanzania, Uganda, 
Zambia 
2 Malawi, Somalia, Sudan 
3 Democratic Republic of Congo, Ethiopia, Kenya, Madagascar, Mozambique, Rwanda, South Africa, 

Tanzania, Uganda, Zambia 
4 Malawi, Somalia, Sudan 
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ANNEX I: Implementation Matrix of the Strategic Plan (2014-2018) 

 
S/N. Strategies Activities KPI Baseline Target Responsibility Timeframe Budget 

1 Strategic Theme: A viable, commercial and enduring business  
Strategic Result: NRENs to be able to provide inter-connectivity between institutions to foster collaboration and to the world for land locked countries, in addressing research and education in 
Universities. 

1.1 Strategic Objective: To establish a reliable Alliance operated broadband backbone network reaching every member NREN  
Key Result Area: Affordable broadband connectivity for every member NREN to each other 

1.1.1 Extend network to new 
countries 

*.1 Procure the required services % Procurement 
process 

complete 

0% 100% Technical Manager June 2017 3 million 
Euros 

*.2 Operationalise the network % operational 0% 100% Technical Manager December 2018  

1.1.2 Build resilience of the 
network 

*.1 Procure the required services % Procurement 
process 

complete 

0% 100% Technical Manager June 2017 2 million 
Euros 

*.2 Implementation and commissioning of works 
and services 

% operational 0% 100% Technical Manager December 2018  

1.1.3 Upgrade the network *.1 Procure the required services % Procurement 
process 

complete 

0% 100% Technical Manager June 2017 1 million 
Euro 
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S/N. Strategies Activities KPI Baseline Target Responsibility Timeframe Budget 

*.2 Implementation and commissioning of works 
and services 

% operational 0% 100% Technical Manager December 2018  

1.1.4 Fund-raising from 
development partners and 
internally 

*.1 Write and submit proposals to identified 
partners 

No. proposals 
funded 

0% +2 CEO December 2018 $3 Million 

*.2 Develop and implement policy on creating and 
internal fund for continuous upgrading of the 
network  

% implemented 0%  100% Finance Manager June 2017 $500.000 

1.1.5 Establish presence in new 
peering points 

*.1 Sign new peering agreements  No. signed – 2 Technical Manager  December 2017 $200.000 

*.2 Procure and implement links to peering points No. 
implemented  

– 2 Technological Manager December 2018  

1.1.6 Strengthen inter-connections 
with GEANT 

*.1 Continue to renew peering agreements Signed 
agreements 

1 1 CEO/Finance Manager Annual $3.000 

1.1.7 Establish new inter-
connections with RRENs 

*.1 Sign peering agreements  No. signed 
agreements 

-- +2 CEO/Technical Manager December 2017 $300.000 

*.2 Procure and implement links to peering points No. operational 
links 

– +2 Technical Manager December 2018  

2 Strategic Theme: Business Health 
Strategic Result: Sustainable Alliance able to meet its financial obligations as they fall due 

2.1 Strategic Objective: To strengthen institutional relevance to members 
 
Key Result Area: NREN membership retained and subscription for services increased; Establish a portfolio of services based on member requirements 

2.1.1 Establish a portfolio of 
services of UA based on 

*.1 Develop a business model for value added 
services 

% completion – 100% SPC November 2017 $50.000 
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S/N. Strategies Activities KPI Baseline Target Responsibility Timeframe Budget 

member requirements *2 Conduct a customer-needs assessment  
(NRENs) 

Report – Completed 
Report 

Communication Officer December 2016  

*.3 Develop a marketing plan for value-added 
services 

Plan – Completed 
Plan 

Communication Officer January 2017  

*4 Market value-added services to NRENs US$ TBD TBD5 Communication Officer December 2018  

2.1.2 Establish partnerships with 
development partners and 
the private sector 

*.1 Develop and implement agreements for 
supplier funding for acquisition for indivisible rights 
of use (IRU) links 

No. 
implemented 
agreements 

– +2 Technical 
Manager/Finance 

Manager 

December 2018 $5.000 

*.2  Develop partnerships and negotiate 
agreements with cloud providers 

No. 
implemented 
agreements 

– +1 SPC/Finance Manager December 2017  

2.1.3 Revise and implement the 
Alliance’s Communication 
Strategy 

*.1. Revise Alliance Communication Strategy % Completion – 100% Communications Officer November 2016 $5.000 

3. Increase circulation  of NUANCE on target 
audience 

No. reads 1 
month after 
publication 

CO provide 
for last 

available 
figure 

+20% from 
current 

baseline 

Communication Officer December 2018  

4. Revitalise the Alliance’s website/portal % Completion – 100% Communication Officer January 2017  

5. Compile and disseminate an annual Alliance 
Compendium 
 
 
 

No. – 1 Communication Officer January 2017 and 
annual 

 

                                                
5
 To be determined once the business model and customer-needs (NRENs) assessment have been completed. 
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S/N. Strategies Activities KPI Baseline Target Responsibility Timeframe Budget 

2.2 Strategic Objective: To provide effective support for regional and global communities of practice 
 
Key Result Area: Increased demand for services, increased membership of COPs 

2.2.1 To bring on board COP 
affiliate members 

*.1 Develop working framework for NRENs to 
service UbuntuNet COP affiliate members 

 Framework 
agreement 

– Approved 
framework 
agreement 

CEO June 2017 $10.000 

*.2 Develop database of COPs in operational area % completion – 100% Communications Officer December 2016  

*.3 Conduct a customer-needs assessment – 
COPs 

Report – Completed 
Report 

Communications Officer June 2017  

*.4 Recruit COPs to the alliance as affiliate 
members  

No. affiliate 
members 

– +2 CEO December 2018  

2.3 Strategic Objective: To ensure proper management of Alliance Services 

Key Result Area: Sustained Revenue from internal services 

2.3.1 Establish a customer feed-
back mechanism 

*.1 Conduct customer satisfaction surveys – 
NRENs 

Report – Completed 
Report 

Communications Officer February 2017 and 
annual 

Non Cost 

*.1 Develop and implement participant evaluations 
for all trainings 

% evaluations 
done 

– 100% Technical Manager 1 month after each 
training 

 

2.3.2 Human Research 
Development 
 
 

*.1 Establish and implement an annual staff 
development programme 

% implemented – 100% CEO December 2017 
and annual 

 

2.3.3 Develop and implement 
performance management 

*.1 Develop and implement annual plans % implemented – 100% CEO December 2017 
and annual 

$10.000 
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S/N. Strategies Activities KPI Baseline Target Responsibility Timeframe Budget 

framework *.2 Implement M&E framework % implemented – 100% CEO December 2017 
and annual 

 

2.3.4 Develop and implement 
financial management 
framework 

*.1 Develop and implement debt management 
system 

Maximum age 
of Debt 

– 60 days Finance Manager June 2017 and 
continuous 

$10.000 

*.2 Develop partnership with an NREN to enable 
online payments 

Online 
payments 

– Online 
payments 
enabled 

Finance Manager  June 2017  

3 Strategic Theme: Support establishment of sustainable NRENs 
Strategic Result:  Efficient and effective delivery and distribution of the Alliance’s services to its members 

3.1 Strategic Objective: To support establishment of operational NRENs in all countries in the membership region.  
Key Result Area – NRENs providing network services to members. 

3.1.1 Seek funding support for 
embryonic NRENs 

*.1 Alert NRENs on potential sources of funding in 
newsletter 

No. of alerts 
sent 

– Monthly Communications Officers January 2017 and 
monthly 

$30.000 

*.2 Provide assistance to NRENs in proposal 
preparation 

No. assisted – 5 CEO December 2018  

3.1.2 Provide advice on 
establishment of NREN 

*.1 Through meetings, provide potential road 
maps for operationalisation 

No. provided – 3 CEO December 2018  

*.2 Provide examples of registration models and 
documents for establishment  

No. NRENs 
facilitated 

– 3 CEO December 2018  

*.3 Create awareness through national workshops 
in the host nations 

No. workshops – 3 CEO December 2018  

*.4 Support national visits of embryonic NRENs to 
established NREN 

No. visits – 3 CEO December 2018  

3.1.3 Raise awareness of NRENs 1. Host an annual Alliance conference No. 6 +3 CEO October 2016 and 
annual 
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S/N. Strategies Activities KPI Baseline Target Responsibility Timeframe Budget 

3.1.4 Develop and implement a 
mentorship programme for 
NRENs 
 

*.1 Propose programme and seek NREN 
consensus 

Programme 
document 

– Approved 
programme 
document 

CEO June 2017 $50.000 

*.2 Implement mentorship programme  No. NRENs 
mentored 

– 2 CEO December 2018  

*.3 Mount CEO seminars No. Seminars – +2 CEO December 2018  

 
 
 


