
 

 

 

DRAFT KM Community Business Plan   1 

Keewaytinook Mobile 
 

Community Cellular Service Business PlanCommunity Cellular Service Business PlanCommunity Cellular Service Business PlanCommunity Cellular Service Business Plan    
First Nation Community Template  
 

 
Executive Summary 
 
The Community Cellular Service Business Plan is a template that describes the 
Keewaytinook Mobile (KM) Cellular Service model operating in a medium sized 
First Nation community in Northern Ontario. The Plan outlines a community-
directed and owned business process, describes the technical and human 
resource requirements and includes a sample worksheet that describes the 
financial requirements for the first ten years of operation. Communities can use 
the template as a tool to develop their unique Community Cellular Service Plan 
and evaluate the community’s readiness to provide cellular service. 
 
The Community Cellular Service template suggests that the First Nation operate 
the service similar to the broadband service model, with technical and 
administration responsibilities. Administration resells products (Pre-paid cards, 
phones and accessories) and the technician provisions and supports user 
services on the local equipment. K-Net and provider/supplier partnership roles 
are also described. The community can realize reinvestment returns in year 2, 
given cost estimates and penetration projections provided in the budget forecast 
statement. Immediate benefits include employment and training, increased 
telecommunication access and more options for local residents. The cellular 
network will support the ongoing operation and growth of the broadband network 
and the delivery of essential applications.   
 
The Community Cellular Service template makes three assumptions regarding 
existing network readiness. 
 
� The existence of an established community network with adequate 

broadband;  
� administrative support, and 
� technical capacity to maintain the network to adequate service levels. 

 

 

www.mobile.knet.ca 
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Community Network Model 
 

The Community Network Model is evolving as community needs and 
environments change, however it is still based on community-owned ICT 
delivery, providing access to essential services for all. Since inception in 1994, 
with the creation of the K-Net bulletin board, the Kuhkenah Network has grown 
due to the vision and direction of community leadership and partner support. 
Today, the network supports many applications and services including over 
30,000 MyKnet homepages and 80,000 email accounts, over 100 video 
conference nodes and IP telephone accounts and over 120 First Nation 
broadband Points of Presence. The network is sustained by a number of 
applications that are built on the infrastructure and supported by the capacity in 
each partner First Nation to maintain and grow their local network.   
 

Other applications include over ten internet high school classrooms for youth to 
obtain accredited courses in their communities, over 25 telemedicine sites with 
clinical and education service, video conferencing, residential internet service, 
broadband to offices and small business, accredited online training courses and 
now IP GSM cellular service.   
 
The Community Network Model is maintained by local capacity and driven by 
community needs to deliver applications that provide access to services and 
improve quality of life. Various features of the model can be applied to the 
definition of the community cellular service. 
 
The Northern Ontario Heritage Fund Corp. (NOHFC) Cellular Pilot Project 
includes Keewaywin and Weagamow First Nations, which have unique 
community networks. Keewaywin is serviced via microwave 3MB service with a 
robust cable system delivering QOS for video conferencing, telemedicine, KiHS, 
business and residential Internet service and other applications. Weagamow is 
satellite served (784KB) and uses DSL to deliver QOS for video conferencing, 
telemedicine, KiHS, business Internet and dial-up service for residences. NOHFC 
and other partners have contributed to the creation and growth of these and other 
networks, which provide economic benefits and improve access to services. 
 

While the network model includes costs for broadband, technician wages, 
equipment and administration; the various applications and programs that use 
the service generate revenues. Programs, businesses and applications in the 
areas of education, health, justice and now cellular service use the network and 
contribute to its sustainability1. Ideally, application revenue supports the 
sustainability and growth of the network while providing employment, training and 
access to essential services. 
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 Appendix A: Community Network Model Diagram 
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Capacity Building 
 

The local community support team is vital to the success of the network. The 
community technician works with the band administration to support and manage 
the network. The cellular/network technician will be responsible for maintaining 
the cellular equipment, managing cellular services and marketing the 
applications2. The community technician is the first point of contact for local 
technical issues.  
   
Support and training are available to support the local technician. Training 
programs are available online in the form of tutorials and certified training 
courses. Six community technicians were trained on the cellular equipment 
during the last week of April 2008 with K-Net, Dryden Municipal Telephone 
System (DMTS –telephony partner) and Lemko Corp. (equipment/software 
supplier) representatives3. Support is available from the local technical team and 
varies in each community based on available resources. Funded technical 
support roles may include Community Access Program (CAP) workers, 
Community Telehealth Coordinator (CTC), Youth ICT workers and other workers 
who have an interest in maintaining the community network. Peer support from 
technical teams in other communities is also available through video conference 
updates and online forums. An interactive meeting place is maintained for cellular 
technician input and support4. The K-Net help desk provides secondary support 
when trouble shooting the POP is required. The Cellular Community Liaison5 
works with the community partners and K-Net in order to gather support and 
funding for cellular service growth. 
 
Market Analysis 
 
The target population (aged 14+) will be those who have an interest or need in 
using a cellular telephone inside and outside of their home community. Local 
users will be interested in safety and/or communication when outdoors cutting 
firewood, hunting, fishing or traveling on the winter roads within the range of 
service. Community members can continue to share and learn from each other 
when on the land, strengthening their language and culture. Community leaders 
and organizers can better communicate with each other when executing 
community events.  When travelling outside the community for professional or for 
medial reasons, users can stay connected in the extended calling area. 
Professionals such as teachers, councillors, health workers, police, technicians, 
etc. will be better connected in their jobs as a result.  
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 Appendix B: Cellular Technician Job Description  

3
 View the Cellular Training and Development video summary at www.media.knet.ca 

  Appendix C: Cellular Training Schedule 
4
 View the technical peer support meeting place at www.meeting.knet.ca  

5
 Appendix D: Cellular Community Liaison Job Description 
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Market penetration rate is a term used to describe the percentage of the 
population that use the wireless service. Canadian penetration rates are 
estimated at 58% (September 2007)6 The KM business model projects market 
penetration in order to develop a financial forecast. The model uses penetration 
rates beginning at 25% in the first year, increasing 5% annually until year five and 
2.5% annually to 55% in year ten. The rates used are conservative given the 
annual year over year growth in the industry.  The model is based on a medium 
sized community with a reserve population of 350 people.  
 

Figure 1: Estimated Penetration Rate Years 1-10 

 
 
Customers of other Canadian and American GSM carriers may be able to access 
service on the KM network. This will depend on the KM Inter-carrier roaming 
partner agreements and the type of service package the individual has.  Rates for 
roaming usage, airtime and long distance are determined by the home carrier.  
Contractors, legal workers, agency workers, health, education & political 
representatives who have service with other GSM carriers and have roaming 
capabilities may be able to access service. In particular, the airport terminal 
would be a high usage area as few communities have a working payphone at the 
airport and the airline and MTO telephones are not available for public use.     
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 http://en.wikipedia.org & www.cwta.ca Canadian Wireless Telecommunications Association 

22% of subscribers are pre-paid accounts. 
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Opportunities and Risks 

There is no mobile service available in the First Nation communities of 
Keewaywin or Weagamow or the NAN region north of the trans-Canada and 
major extension highways. Tbaytel7, DMTS, KMTS and NorthernTel make up the 
bulk of cellular service providers in the urban area described8.  

Communication and telephony service options available in the community include 
residential and business landline service with long distance, satellite and IP 
telephony. Landline telephony is costly due to the high rate of long distance 
usage. First Nation communities have been underserved by Telcos and have 
found other ways to remain connected. Federal funding partners worked with K-
Net to build the IP Telephony Network, providing business and residential 
telephone access on the IP network, providing more telephony choices, access 
to basic telephony and reducing long distance fees and is seen as an alternative 
to land line service.  

Other alternative technologies providing mobile services include wifi and satellite 
phones. Wifi telephones (802.11b) are available and are limited to short range. A 
multi WiFi cell deployment in each community would be necessary and is 
impractical.  Satellite telephones are still used in the far north but have a high 
cost and can only be used during certain times of the day when satellites are 
within range. 

The risks of the cellular network are similar to the challenges faced by the 
Community Network Model including difficulty of collecting on unpaid accounts, 
limited allocation of funds to support the technical team and access to equipment, 
all of which are addressed in the cellular service plan. 

The Kativik Regional Government9 (KRG) examined the feasibility of deploying a 
mobile telephony service in Nunavik in 2006. Cellular coverage was found to be 
possible only localized in communities depending on range and terrain. Roaming 
would have been possible with compatible technologies.   
 
Extended range was possible only with expensive equipment. Therefore cellular 
was not a valid replacement for satellite phones commonly used in Nunavik by 
hunters, fishers, public security personnel, environment and renewable resources 
officials. 
 
The major challenge of developing the business case was the refusal of the local 
Telco to negotiate pricing and interconnection. High penetration rates were 
forecasted and cost based on population in the territory and was found to be 
adequate to service the population in Nunavik. KM is confident in the relationship 

                                                 
7
 Thunder Bay Telephone 

8
 Appendix E: Regional Cellular Coverage Map 

9
 http://www.krg.ca/  
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that is being built with partner service providers and has negotiated the 
necessary interconnections, services rates and community ownership required to 
deliver the service effectively.  
 
Inuvik has a successful commercial GSM service from Ice Wireless Inc servicing 
a population of 3,000. Ice Wireless Inc.10 (est. 1999) offers a basic GSM mobile 
service in the North West Territories with roaming through Rogers Wireless. Its 
community service areas include Inuvik (head office), Hay River, Yellowknife, and 
Behchoko. Ice Wireless offers a variety of features at competitive rates as there 
is a CDMA provider in the area. There are no service contracts, no activation or 
termination fees and free evenings and weekends. The packages (monthly 
billing) are designed to be transparent with competitive rates, however, the 
features and add-ons are costly. The company is incorporated and not 
community owned. Ice Wireless has seen relative success based on its simple 
packages and use of emerging GSM technology. 
 
Although, there are no service providers currently in the NAN area described 
north of major highways, community members often purchase cellular service 
when travelling outside the community. KM is partnering with DMTS to provide 
this mobility in extended calling areas at competitive rates. 
 
 
Review of Prepaid Packages in Northern Ontario 

Telco URL Rate/ 
Minute 

Unlimited 
Eve/weekend 

Features Min 30 
day card 

Top-up & 
roll over 

Bell http://www.bell.ca/shopping/PrsShp
Wls_RtpPreLanding.page 

$0.20 √ Extra $25 √ 

Rogers http://www.completecommunication.
com/rateplans.asp?RID=8&CID=26 

$0.30 √ Incl. $20 √ 

Telus http://www.telusmobility.com/on/pla
ns/payandtalk/index.shtml 

$0.25 X Extra $10 √ 

Tbaytel http://www.tbaytel.net/business/mo
bility/cellular_phones/pre_paid/plans
.shtml  

$0.25 √ Extra $10 √ 
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Community Ownership 
 
As with the Community Network Model, the First Nation community partner owns 
and operates their local cellular service. The community leadership, responding 
to community demand, oversees the administration and operation of the network. 
The First Nation owns the capital and equipment and has control over the resale 
of mobile services and is therefore is responsible for effective use and 
sustainability of applications.    
 
The community will identify a technician and administration roles to manage the 
service, governed by the chief and council. A Cellular Committee will be 
developed to engage partner communities in discussion and provide input into 
the direction of the wide area cellular service.   
 
K-Net helps to facilitate cellular service growth by negotiating interconnections 
and partnerships with funders, providers and suppliers. K-Net supports 
equipment and broadband service by maintaining spare equipment and providing 
technical support and training. K-Net works with communities to find funding for 
capital projects and is able to advise on project process, contractors, equipment, 
etc. as required. 
 
Dryden Municipal Telephone System (DMTS) is partnered to provide telephone 
circuit connections and extended calling area service. Rogers Communications 
Inc. is engaged with K-Net in a contract for usage of area spectrum for roaming. 
Northern Ontario Heritage Fund Corp. (NOHFC) is the main funding partner for 
the cellular pilot project. 
 
Operations 
 

Keewaytinook Mobile offers GSM cellular service on a pre-paid system in 
partner communities. The community cellular service administration will 
follow the community network process. The band administration can 
manage sales (cellular telephones and prepaid cards) or have them 
resold at the community store or other outlets wherein a resale 
agreement is in place.  
 

The First Nation will resell prepaid cards at the established airtime rates 
based on aggregate network costs and partner negotiations. Pre-paid 
cards can be ordered in bulk from K-Net, which will stock quantities of 
cards, and can place orders upon request. 
 

Keewaytinook Mobile employs the Lemko Prepaid dMARC System11 that 
allows the local technician to manage user accounts and services. It is an 
interactive system wherein the technician can provision SIM Cards, 
activate cards and packages, adjust features and troubleshoot customer 

Budget Notes 
 

 
 
2.2 Admin 
 
 
 
 
1.2 Sales –  
Pre-paid cards 
 
 
 
 
2.3 Pre-paid 
software 
 
 

                                                 
11

 Lemko Prepay Service. Lemco Corportation. Jan 2008 
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services. Customers can also check and contribute to their account 
online.  Prepaid service will terminate when an account balance reaches 
$0.00 and an account will expire after 3 months if there is no usage. 
 

A variety of GSM cellular telephones will be available for 
order in bulk from K-Net, upon request. Businesses or 
individuals can also order un-locked, compatible GSM 
phones from any distributor and have them provisioned on 
the dMARC. SIM Cards will be issued by DMTS as they 
are the licensed distributor. It is estimated that %75 of 
customers will purchase their phones from the community. 
 
The community will provide broadband transport and local gateway 
circuits to facilitate intercommunity and community-to-community traffic. 
A broadband rebate may be issued from K-Net, based on activity. 
 
The cellular technician will be the first point of contact for customer 
service, troubleshooting equipment, provisioning phones and cards and 
managing customer features and accounts. The technician will have 
suitable office space and sparing equipment. The community will also be 
responsible for tower and building site utilities, maintenance and security. 

 
 
 
 
 
 
 
2.4 Phones 
 
 
 
 
 
 
 
2.5 Broadband  
2.6 Circuits 
1.3 Broadband 
Rebate 
 
2.7 Technician 
wages 
2.8 Equipment & 
amortization 
2.1 Site Utilities 

 
Figure 2: Community Cellular Service Budget 

 

 
Community Revenue  

 
Community Costs 

 
 
1.1 Sales - Cellular Telephones  
1.2 Sales - Prepaid Cards   
1.3 Broadband Rebate 
 

 
2.1 Site Utilities 
2.2 Administration 
2.3 Prepaid Cards   
2.4 Cellular Telephones 
2.5 Broadband Usage  
2.6 Gateway Circuits  
2.7 Technician Wages  
2.8 Office & Equipment  

 

See the attached Community Cellular Service Budget Forecast for more details. 
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No contract, no credit check & no monthly bills 
 
Step 1 - Purchase phone  
 
Step 2 - Choose Package  
 
Step 3 - Purchase phone card  
              Activate & top-up your account 

Figure 3: Account Set-up 

 
 
  
 
 
 
 
 
 
 
Please see the appendices for packages, rates, features and frequently asked 
questions. 
 
 

Technical Requirements 
 
 
K-Net is able to make recommendations regarding telecom and network 
interconnections, suppliers, contractors and other technical requirements. 
200’ guyed towers are recommended in the community to provide 
moderate, line of sight coverage to support the outdoor lifestyle and 
short-distance travel. Winter roads will ideally be used to transport tower, 
building and other telecom materials to the site in order to reduce 
shipping costs. LAN equipment will be connected to the K-Net Services 
POP. All hardware will be located in the network modular shelter at the 
cellular tower site. The shelter is a secure, self-contained, standalone 
telecom building with 24-hour backup power. The dMARC and dMAG 
terminal are contained within the shelter, allowing the local technician to 
manage user accounts remotely. Tower collocation with NAV Canada 
and/or bell Canada is possible but costly and approval is timely, Bell will 
not grant unescorted access to the CO Building. Ideally the First Nation 
will own the tower, site and equipment. Photos and specifications of 
recommended equipment are attached in the appendices. 
 

Budget Notes 
 
 
3.1 Project 
Management 
 
3.2 Tower  
 
3.4 Shipping 
 
 
3.5 Shelter 
 
3.3 Equipment 
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Economic and Social Impact 
 
The community will realize a number of economic and social benefits when 
becoming a partner in the cellular network including:  
 
� Develop and sustain essential telecommunications services 
� Improve local connectivity solutions and broadband applications 
� Increase telecommunications access to community users and provide 

service to customers visiting the community 
� Support the sustainability of the broadband network 
� Establish a sustainable business case for present and future social and 

economic development 
� Support employment and training for the local technical team 
� Provide another revenue stream for the community. 
� Sustain the community’s native language. 

 
New opportunities can be realized in the near future to build on the cellular 
service. In addition to providing improved access to communication and safety 
when traveling, and when on the land; new health, education, employment and 
language applications can be realized. This change management process can 
positively affect the way in which our people learn and share and strengthen our 
culture and way of life. 
 
When I’m in the bush and I get a moose, I have to rush back to the community to 
get help to bring the animal back. With the community cellular service, I will be 
able to call for help.  -  Cellular Technician May, 2008. 
 
This cellular service is going to be valuable especially for our youth, and our 
communities will own it! This is a very exciting project. – Cellular Technician May, 
2008 
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Appendix A: Broadband Community Network Model 
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Appendix D: Cellular Community Liaison Job Description 
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Appendix E: Regional Cellular Coverage Map 
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Appendix I: Frequently Asked Questions  

 

Keewaytinook Mobile 
 
How does it work? 
No contract, no credit check & no monthly bills 
 
Step 1 - Purchase phone  
 
Step 2 - Purchase phone card  
 
Step 3 – Activate & top-up your account 
 
If I disconnect my cell phone, is there a charge for me to connect again? 
No, we don’t charge you to connect or disconnect your cell phone service. You 
can come and go at any time for free. 
 
Does KM have contracts? 
No, we do not use long-term service contracts.  
 
Where will my phone work? 
The KM prepaid mobile wireless service will work on the KM Community Network 
and in the DMTS extended calling area. The airtime and LD per minute usage 
rates will be higher when a customer is on the DMTS network.  If you require 
service in other area of Northern Ontario, Canada or North America you will have 
to purchase a full service package from an existing GSM carrier.  Rogers 
Wireless and Dryden Mobility both offer GSM service in Canada and have 
roaming with other North American carriers. 
 
Do I pay when someone calls me? 
You pay for the amount of time that your phone is in use. You can receive calls 
from long distance numbers without paying long distance. 
 
Can I call Long Distance? 
Yes, the KM prepaid service allows you to make local and LD calls at the 
designated rates.  You also have the option to use conventional LD calling cards 
to make a long distance calls.  
 
How do I pick my number? Can I keep my existing number? 
Unfortunately, you cannot keep your existing number. When you sign up, your 
community cellular network office will provide you with a phone list, and you may 
choose your new cell phone number from that list. 
 
Why does caller ID sometimes not work?  
For KM customers calling other KM customers, Caller ID will display as normal. 
However, when interconnecting with other networks, gateway numbers will 
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appear on Caller ID. If you call the gateway number back, you will not reach the 
caller. 
 
Where can I buy minutes, phones and cards? 
Phone cards and phones are available from your community KM office. You can 
top-up your account buy purchasing minutes online with a credit card. 
 
Who do I call for help with my phone? 
There is a cellular technician in your community. 
 
Will SMS text messages show up on Caller ID? 
Yes, SMS text messages will show the message sender in all cases, even if it is 
a message from another network. 
 
How do I switch to KM from my existing network? 
If you have signed a long-term service contract with another carrier, you may 
have to buy your way out of the contract. If you are currently with Telus or one of 
the Mobility companies your existing digital cell phone is CDMA rather than GSM 
and will not work on the KM network.  You will need to buy a new cell phone.  
 
Will my existing cellular phone and service plan work on the KM network? 
The KM network will support roaming for customers of all of the Canadian and 
most US carriers that use the GSM standard. 
 
What is the difference between GSM and CDMA? 
Digital cellular systems use two main competing network technologies: Global 
System for Mobile Communications (GSM) and Code Division Multiple Access 
(CDMA).  GSM, being an international standard, is better suited for national and 
international roaming, provided you own a quad-band cell phone 
(850/900/1800/1900 MHz). On a GSM phone your account information along with 
your contact list and other personal data are stored on a SIM card (Subscriber 
Identity Module) which is a small chip you can freely remove from your phone. 
When you get a new mobile device, you can simply insert your SIM card into it 
and it will work with your current account information and contact list. If you travel 
to another country, it is also possible to purchase a prepaid SIM card which you 
can use to avoid roaming fees. To upgrade your phone, you simply swap the SIM 
card in the back. The chief GSM carriers in the United States are Cingular 
Wireless, recently merged with AT&T Wireless, and T-Mobile USA. CDMA on the 
other hand is a mostly North American technology that was established earlier 
than GSM. It is currently making progress in other parts of the world, but the 
coverage is still limited compared to the GSM technology. Support for CDMA is 
virtually non-existent in Europe because the European Union mandates the sole 
use of GSM. On a CDMA phone, your account information is programmed into 
your cellular phone. If you want to change your phone, you have to contact your 
carrier and have them reprogram your new phone. You will also need to re-enter 
your contact list and calendar information into your new phone. Essentially to 
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upgrade a CDMA phone, the carrier must deactivate the old phone then activate 
the new one. The old phone becomes useless. CDMA phones are not usable 
internationally. CDMA networks support over 270 million subscribers worldwide. 
Major CDMA carriers are Sprint PCS, Verizon and Bell mobility Telus. Multimedia 
messages, video, high-speed Internet access, digital camera and PDA functions 
can found on both technologies. 
 
What is a SIM card? 
A Subscriber Identity Module (SIM) card is a tiny removable chip that fits into the 
back of your phone that allows phones to be instantly activated, interchanged, 
swapped out and upgraded, all without carrier intervention. The SIM itself is tied 
to the network, rather than the actual phone. Phones that are card-enabled can 
be used with any GSM carrier. CDMA carriers do not use SIM cards. They 
require proprietary handsets that are linked to one carrier only.  
By purchasing a SIM card with minutes and a local number in the country you are 
visiting, you can make calls against the card to save yourself international 
roaming charges from your carrier back home.  
 
Will my Blackberry (PDA) work on the KM network? 
The KM network will support Blackberry if you are currently with a GSM carrier.  
 
 
Do you have internet or data capability? 
The KM network supports the GSM EDGE data standard for both SMS text 
messaging and Internet browser applications.   



 

 

 

DRAFT KM Community Business Plan   22 

Appendix J: Equipment & Technical Specifications 
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Notes
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Financial Forecasts Available upon request. 


