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Project: Internet Connectivity Optimization – Trinity Metals Sites


1. Background & Objective
Trinity Metals intends to enhance network reliability, performance, and cost efficiency across all mine sites (Nyakabingo, Rutongo, Musha) by:
· Introducing Starlink (Hyperlink Networks) as the Primary Internet Link
· Retaining MTN Rwanda as Backup Connectivity
· Optimizing bandwidth consumption and cost
This change aligns with the company’s digital transformation and uptime requirements.

2. Current Situation (As-Is)
Based on existing MTN agreements:
· MTN provides:
· Broadband Internet
· VPN Connectivity across sites
· SLA of ≥98% uptime 
Current Bandwidth:
· Nyakabingo → 50 Mbps
· Rutongo → 50 Mbps
· Musha → 30 Mbps




3. Proposed Solution (To-Be)
3.1 Primary Connectivity – Starlink (Hyperlink Networks)
Based on the proforma:
	Site
	Package
	Expected Performance

	Nyakabingo
	Business Ultra
	100–400 Mbps

	Rutongo
	Business Ultra
	100–400 Mbps

	Musha
	Business Plus
	70–400 Mbps


Additional details:
· Contract duration: 24 months
· Latency: 25–60 ms
· Installation fee applicable
· Equipment remains provider property 

3.2 Backup Connectivity – MTN Rwanda
Bandwidth downgrade:
	Site
	Current
	Proposed

	Nyakabingo
	50 Mbps
	30 Mbps

	Rutongo
	50 Mbps
	30 Mbps

	Musha
	30 Mbps
	20 Mbps


MTN will continue to provide:
· VPN inter-site connectivity
· Failover support
· SLA-backed service
4. Scope of Work
4.1 Procurement Scope (Supply Chain)
· Procure Starlink services from Hyperlink Networks:
· 2 × Business Ultra packages
· 1 × Business Plus package
· Process installation fees
· Review and validate:
· Contract duration (24 months)
· SLA terms
· Support model
· Initiate amendment with MTN:
· Bandwidth downgrade per site
· Contract adjustment / addendum

4.2 Technical Implementation (ICT)
A. Starlink Deployment
· Site survey & optimal dish positioning
· Installation of Starlink terminals
· Power and grounding setup
· Integration into existing network racks
B. Network Configuration
· Configure dual-WAN setup:
· Primary: Starlink
· Secondary: MTN
· Implement:
· Automatic failover (WAN failover)
· Load balancing (optional future phase)
· Traffic prioritization (QoS)
C. VPN & Routing
· Maintain MTN VPN as:
· Backup inter-site communication
· Evaluate:
· Future migration of VPN to Starlink (optional phase)

4.3 Testing & Commissioning
· Validate:
· Failover switching (Starlink → MTN)
· MTN → Starlink restoration
· Performance testing:
· Latency
· Throughput
· Stability
· User acceptance testing (UAT)

4.4 Documentation & Handover
· Updated network diagrams
· WAN configuration documentation
· Failover procedures
· Support escalation matrix

5. Deliverables
· Fully installed Starlink connectivity at all sites
· Configured failover between Starlink and MTN
· Optimized bandwidth usage
· Updated contracts (MTN & Hyperlink)
· Final implementation report

6. Risks & Mitigation
	Risk
	Mitigation

	Starlink instability (weather)
	MTN backup ensures continuity

	MTN downgrade affecting VPN
	Monitor and adjust QoS

	Installation delays
	Early coordination with vendor

	Power issues
	Ensure UPS support



7. Timeline (Indicative)
	Phase
	Duration

	Procurement & Approval
	1–2 weeks

	Installation
	1 week

	Configuration
	3–5 days

	Testing & Go-Live
	2–3 days





8. Cost Consideration
From proforma:
· Business Ultra: 1,429,300 RWF / month (each)
· Business Plus: 663,900 RWF / month
· Installation: 69,000 RWF (one-time)
➡️ Total cost to be consolidated by Supply Chain

9. Success Criteria
· ≥99% internet availability (combined links)
· Seamless failover (no major downtime)
· Improved user experience (Sage, 4Flow, Office 365)
· Reduced dependency on single ISP
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