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INTRODUCTION

INTRODUCTION
Terra Nova is an innovative, social and sustainable company located in Beira, Mozambique,
that changes solid organic waste into something useful - compost. Natural compost is an essential fertilizer which boosts the growth of crops, and strengthens crops survival through extreme seasons. Terra nova is working with people from the outskirts of society, whom are given
the chance to create social security.
Terra Nova is a company that acts upon the triple bottom line, sustainability rule:

PEOPLE
Terra Nova works with the
poorest people from Beira. They lack many things
we take for granted in the
Netherlands. These people are provided with decent
meals, housing, basic health
care, and social contact.

PLANET
Terra Nova diverts waste in
particular organic parts to
change it into valuable compost for small farmers. The
farmers use it to increase the
quality of their soil, to fight
against soil erosion and to
eliminate the dependence on
chemical inputs.

PROFIT
The owner, Flore, targets
at sustaining the business
without aid, while paying a
fair salary to her employees.

CHALLENGE

CHALLENGE
We, team RISE, have been given the chance to work with Terra Nova to establish a more sustainable future. We’ve worked hard to create an effective solution that makes it possible for Terra
Nova to upscale their activities. Before we explain this solution, let zoom in on the problem
statement and the demarcation.

PROBLEM STATEMENT
Terra Nova is struggling to increase their market. Currently they
are mostly selling to municipality gardens, Beira’s residents and
a few small farmers. The last couple of years Terra Nova has invested a lot into creating awareness amongst their customers.
This awareness was established by organizing demonstrations
and handing out trial bags to 1200 farmers. Next to that, Terra
Nova’s tests have shown that yields of crops increases with 1575% after using their natural compost. Although the reaction of
the farmers to this was amazing, increase in sales did not follow.
So, how can this be? There are two reasons that make it hard
for Terra Nova to upscale.
First of all the price of their natural compost is too high for the
farmers. Currently, Beira’s farmers are using the cheapest fertilizers available; chemicals and cow manure. Natural compost
contains more nutrients, has better water holding properties
and creates the soils’ natural balance. Although the farmers
know natural compost is better, they still use the less efficient
alternatives.
Not only the price is too high, also Terra Nova’s production
place is not reachable for most of the potential customers.
These farmers live in a 30 km range from Terra Nova, which is
too much for walking. Unfortunately the farmers do not have
distribution facility to come and get the compost.
To make a growth in sales possible, an improvement on the
production plant of Terra Nova is required. Currently, there
is no good storage place for the equipment and packaging. If
we want to realize an upscale of Terra Nova, this new storage
place forms the fundament.

CHALLENGE
DEMARKATION
Before going into the solution, we first want to set out the framework we have been working
with. First a list of general assumptions is shown, followed by solution related assumptions.
These are divided in Ambassadors and Discount systems.
GENERAL ASSUMPTIONS
•

The unsorted waste is delivered free by the municipality

•

Terra Nova wants to have social responsibility, therefore increasing efficiency in the production process by buying (e.g.) a sorting machine is currently not in line with Terra Nova’s social entrepreneurial strategy

•

All the production takes place on Terra Nova’s production plant

•

Terra Nova gets the unsorted waste in containers

•

All the production takes place on Terra Nova’s production plant

•

All the production takes place on Terra Nova’s production plant

•

Terra Nova gets the unsorted waste in containers

•

Sorting is done by hand

•

Compost is sold in bags of 25 kg.

•

Using the natural compost leads to 15%-75% extra yield of most common crops
•

15-20% of lettuce and cabbage

•

50-75% of tomato and onion

•

The price of transport is incorporated in the sales price

•

Use of compost by farmers is 2,5 kg compost per m² land.

Current Sales
•

Municipality: 30 tons per year

•

Beira’s Residents: 20 tons per year

•

Small Farmers: 4 tons per year

•

Storage place is going to be built of the funding (€ 1250,-)

•

Due to parallel activities initiated by Terra Nova some of the assumptions can change
within (a short) time

CHALLENGE
SOLUTION - RELATED ASSUMPTIONS
•

The potential customer segment consists of a group of 1200 small, local farmers

•

For the first year we aim to reach 45 of them

•

These farmers are living in a range of 30km from Terra Nova’s Production Plant

•

The specific areas are stated in the financial forecast

•

Farmers are convinced of natural compost’s benefits

Ambassadors
•

Ambassadors have already been informed about the new plans by Terra Nova.

•

10 ambassadors are chosen in deliberation with Terra Nova based on:
•

Their level of trustworthiness and ability to be a pro-active ambassador

•

Their tactical location

•

Their quantity of compost purchase.

•

The sub areas of Beira, Povoa, will be supplied first, followed by Inhamizoa Mercado

•

Ambassador will keep 5 Mt per bag sold.

Discount System
•

The lowest possible selling price is 30 Mt/bag.

•

The normal price is 95 Mt/bag. This is 90 Mt per bag for normal sales plus 5 Mt/bag commission for the Ambassador.

•

The price increases each 2 months of the distribution system until the nominal price per
bag is reached.

•

During each two months the farmers have an increase in their sales. First results of using
natural compost take only two weeks.

•

A Maximum amount of compost per m² has to be set, to prevent from reselling for lower
price to other farmers.

SOLUTION

SOLUTION
TWO - FOLD SOLUTION
We have created a two-folded solution to make the compost affordable and reachable for the
potential farmers. First we will briefly discuss them, followed by a financial forecast including
specific steps that has to be taken.
Discount system
The first part of our solution is a multi-period discount system for farmers. In this system new
customers will get a discount to make natural compost affordable. This compost will further
increase the farmer’s revenue and make the eligible to buy the compost for a higher price.
Ambassadors of Terra Nova
Now that the farmers can afford our compost, we only need to make sure that they can reach
it. To make this possible we will select 10 small farmers that will act as ‘ambassadors of Terra
Nova’. These farmers will distribute and promote on Terra Nova’s behalf. The ambassadors
are selected, based on three criteria in good cooperation with project owner Flore. The three
criteria are the trustworthiness, the location of the farmer and the amount of bags the farmer
purchases.

The first Ambassador that we will start working with on the first of June is in the region Pavoa.
In this region there is a potential group of 45 farmers that are likely to buy our product. The
appendix shows an overview of the 10 areas with their potential amount of farmers.

SOLUTION
FINANCIAL FORECAST
In our Financial Forecast we will explain how the raised money will be invested and will lead
to upscale Terra Nova. In our calculations we assume our final raised amount of money is €
6500,- (including a bonus of almost €1000,- of 1% Club for being a top-3 popular project). The
money will be divided in four different parts; storage place, setting up the ambassador system
and the initial campaign, the discount system. All the financial models we made can be found
in the Appendices.
Storage place
To make a sustainable upscaling possible, we first have to make sure that Terra Nova can handle the extra bags sold. Out of the conversations with Flore it turns out that a new storage place
has to be build. This storage place will be used for saving the working equipment, non-sold
bags of compost, and packaging. In total the building will cost € 1250,-.
Setting up Ambassador System
While preparing the storage place, the selected Ambassadors have to be contacted to make
them officially ambassador. We will hand them flyers which they can hand out to small farmers. In total we calculated € 100,- for this. The flyer contains information about the benefits of
natural compost and how much is needed for the amount of land. See one of the flyers below:

SOLUTION
Initial Campaign
It is important that the farmers we are aiming to reach are aware of the possibility to buy natural compost at a farmer that works as an Ambassador. We calculated € 100,- for gas to drive
into the fields and make announcements by megaphone. From past experiences, Flore says
this is the most effective way to reach the farmers.
The Discount System
Now that the fundaments for a successful future of Terra Nova are covered, we can invest in a
discount to increase the amount of customers. We have made a financial model in which the
initial sales price will start at 30 MT/bag and will gradually return to the original sales price of
95 Mt/bag.
This will be spread out over a period of 12 months with steps of 11 MT per two months. This
means that every farmer will start with the same discount, but his prices will gradually increase
when using the compost for a longer period of time.
In the first two months, June and July 2015, we will be able to reach 20 farmers. They will start
with the full discount of 65 Mt/bag. In the next 10 months they will gradually (every two months
20% more) till they reached normal price. After the first period of two moths, we will be able to
reach 25 extra farmers. Just like the first twenty farmers, these customers will be more step by
step in a period of 10 months. This means we can help 45 farmers to use natural compost in a
period of one year.
So what does this mean for the growth in sales, hence upscaling? The 45 new farmers will use
approximately use 67,500 kg of compost. Current sales consist of 30,000 kg for municipality,
20,000 kg for Beira’s residents and 4,000 kg for small farmers. As can be seen in the graph below, this means a growth of sales of 125%!

CROWDFUNDING
CAMPAIGN

CROWDFUNDING CAMPAIGN
During our crowdfunding campaign, we divided the crowd in three different segments to be focused on: Our friends and family, the mass of the people, and the companies within our network.
Media
We have used different media to reach out to the crowd, to gain their attention, and to stimulate them to support project Terra Nova.
Facebook
To connect with all three crowd segments, we’ve created a Team RISE Facebook page. We’ve
used this page to communicate general information about the project and the team, and to
create a link to our crowdfunding page on the 1%club website. Besides that, we’ve made a
reeks of three short films, in which we’ve communicated the possible interest of compost for
the farmers in Mozambique in a funny way. With these films, we’ve tried to capture the attention of- and the connection with the mass, our friends and family, and the entrepreneurs within
our big Facebook network. We have over 425 likes on our page and one of our popular posts
has been seen more than 2100 times!

Youtube/Soundcloud/Bandcamp:
These are the platforms on
which our homemade song
‘Mozambeat - Mount Mabu’
can be downloaded. The electro song, existing of self-recorded nature sounds, is downloadable for a small amount
of money and is promoted on
the TU/e. Smith, Stephen

Cursor
Cursor, the media channel
of the TU/e: An article about
the project and the team has
been written and published
on their website, their newspaper, and their huge monitors on the campus.

Eindhovens Dagblad
An article about the project
and the team has been written and published on their
website and their newspaper.

CROWDFUNDING CAMPAIGN
Tiels Dagblad
An article about the project, the cookie action at the bakery and the team has been written and
published on their website and their newspaper.
Masterclass International Sustainability
During this class we were allowed to give a presentation on Terra Nova. This was both for gaining donations, and for checking how well our ideas will be implementable. Being experts in
the fields of sustainable enterprises in developing countries, the master students gave us some
useful feedback as well as some donations.
ACTIONS FOR THE MASS, FAMILY AND FRIENDS
On Kingsday we’ve organized two actions. In Tilburg, there is an annual market on one of the
busiest streets of Tilburg. After some consultation with the organization, we’ve been given a
sponsored stand for charity. We’ve facilitated the stand with plasticized information and flyers,
so the passengers could read about the project. Besides that, we’ve armed ourselves with a
coffee machine, cookies, and high tables with barstools. People could take a rest while enjoying
some nice refreshments. While the people, whether or not enjoying a cup of coffee, were standing next to the stand, we’ve been telling them enthusiastic about Terra Nova and the action
we had in store for them: A self-designed, green label, that the people could buy for € 2,50, that
they could write their names on, and that they could deposit in the huge watering can. € 2,50
is about the price of a bag of compost. We want to stick the labels with the names on the bags
of compost in Mozambique, and take pictures of them. At the end of our campaign we will post
these photos on our Facebook wall to thank the people who bought the labels.

The second action was in a
park in Maastricht. We’ve set
a little stand in the middle of a
busy park, where homemade,
biological cookies were sold.
There was quite some amino and the cookies were sold
within a few hours.

We’ve been talking with a hotel entrepreneur within our network. His hotel has the highest
sustainability certificate and he appeared to be willing to help us with our crowdfunding campaign. After our presentation of the project, he gave us overnights in 20 Deluxe Chambers and
5 Deluxe Suites, including breakfast and use of the pool, the fitness, and the sauna, for the cost
price. We could sell them and all the profit is for Terra Nova. We’ve contacted all the people in
our network and explained them how big the influence is they can have on the fertility of the
ground in Beira, just by relaxing. So we’ve given all our family and friends the possibility to help
out, while sleeping.

CROWDFUNDING CAMPAIGN
ACTIONS FOR COMPANIES
There is an important, unexpected factor that influenced the choices we’ve made concerning
the policy of our crowdfunding campaign: The earthquakes in Nepal. In the knowledge that
Nepal had collapsed twice within a very short period of time, we realized that this has effects
on a project like ours. The mass of the people that usually supports projects in development
countries, donated the money they had budgeted for such projects to aid agencies in Nepal.
The biggest consequence of this for us was that a challenge rose in seeking alternative income
from the crowd: We decided to orient more on income from businesses.
Bakkerij Van Ooijen – Food for Food: Next to this we’ve approached Bakkerij van Ooijen, and
started action ‘Food For Food’. Food is what it is all about: compost is used to grow food. The
entrepreneur behind Bakkerij van Ooijen was prepared to produce and sell bags of ‘Terra Nova
Cookies’. We’ve designed a bag with a little story, and the bakers told the clients the story behind these cookies and sold them
Valk in Kunst - Consultancy: There is a business that’s called Valk In Kunst. It organizes art fairs
in hotels. The entrepreneur brings artists and a couple of thousand visitors together in a relax,
approachable atmosphere while enjoying drinks, food, and performances. The entrepreneur is
reorganizing her business; she wants to upscale and automate processes. We are going to help
her. Stephen is going to make professional video promotion material. Maarten and Jasper are
going to design and build an information system to perfectly manage the data. Martijn and Bart
are going to do a cost-price analysis on the basis of data they’ve got from the hotels, in order to
perfectly express the value of the fairs to the hotels. Next to that, Jasper, Martijn and Bart are
going to design standard texts that will be communicated to visitors, artists and hotel owners
for the different marketing purposes. We’re going to make an analysis on the current state of
the situation, are going to do research on possibilities for the wanted situation, are going to
supply the products and advice, and are going to help her with implementing the new system.
Contractor Frans - Labor for labor: Now we had organized an action for which we could use
our personal interests and skills, we started looking out for a totally different action. Gaining
money through physical effort, for the people who always toil on the lands, is what we wanted
to do. We liked the symbolism behind the sweat with which we will work hard for these hard
working farmers. We found a contractor who was willing to put us to work for a day for a donation.
A painting job – Work to create Work: A part of the team had a lot of experience with painting, and a part of the team has barely ever seen brush. Nonetheless faith and trust is given to
us, and we’ll do everything within our power to make it an incredible success.
Tuinkunst - In The Garden For Compost: Another company that we’ve addressed, is Tuinkunst. It is a company in garden maintenance and is therefore very familiar with working outside. It is the same thought as the one with the contractor: The business will give money to Terra
Nova, we’ll help them for a symbolic day in the garden.

OUR STEPS IN
MOZAMBIQUE

OUR STEPS IN MOZAMBIQUE
Now that we have set out our solution for the problems that Terra Nova is facing, it is interesting to explain what value we as a team could add by going to Beira. We, team RISE, have been
intensively in contact with Flore for the last two months. We have created a well understanding
of her aims, her business and her obstacles. In strong corporation we created a good solution
to make it possible for Terra Nova to upscale.
If we go to Mozambique, we can make sure our solution is implemented well. We can make
several big steps in implementing our ideas. First of all we can organize a promotion day. Flore
told us about the promotion days she organizes to promote her compost. On these days she
drives into the farm land and tells farmers about the benefits of her product. For us to organize such a promotion day would be a fantastic idea! Throughout the whole campaign we have
been talking about these benefits, so we know how to present this.
Secondly we can go in teams of two to ambassadors to tell them the importance of participating in our program. Together with the ambassadors can arrange a showcase day for the small
farmers around them.
If that day is set, we can personally visit the small farmers and invite them to the showcase day.
After the successful showcase day we can actually help Terra Nova in the field, helping them to
distribute the compost to the ambassadors
Lastly, it would be great to meet Flore, Gildo and the rest of the team. During our campaign,
Gildo turned into a real star here in Holland (see pictures of crowdfunding). He was the face
of our campaign, and we want to thank him for that. Flore told us that she and her team were
getting more motivated after hearing and seeing of what we did. In return, this motivated the
team (including our fantastic coach Jogchum) to work harder and harder!

LOOKING
FORWARD

LOOKING FORWARD
The combination of the effective crowdfunding campaign and the effective solution creates
the opportunity to upscale Terra Nova. We have set up a two-folded solution for a two-folded
problem. The discount system enables the potential farmers to buy natural compost. Next to
that, the use of ‘Ambassadors Of Terra Nova’ will support the distribution- and the promotion
of the compost. These two solutions strengthen- and depend on one another.
Summarized, this is what will happen in the next year in order to upscale Terra Nova. On the
first of June 2015 we will start working with a farmer in Povoa, being the first Ambassador Of
Terra Nova. If we are given the chance to go to Mozambique we will set up a promotion day to
make sure the first aimed 20 farmers will use our product. After two months of promotion by
the Ambassador and the better results of the farmers who already use natural compost, the
other farmers in Povoa are expected to use the natural compost. This leads to a total group of
45 new users of natural compost, resulting in an increase of sales of Terra Nova of 125% and a
successfully upscaling of Terra Nova.

APPENDIX

APPENDIX 1

APPENDIX @

Within this graph, the green columns represent the number of farmers that are inside the multi
period discount system at a specific moment in time. The green columns correspond to the left
vertical axis. The red line represent the cumulative cost of funding associated with the farmers
at a specific point in time and corresponds to the right vertical axis. The red line includes future
funding, meaning the funding necessary for a farmer until it pays the normal price.

If we would only look at the funding which is necessary until a specific month it would look like
the graph above, as it is important to fund farmers until they are able to pay the normal price
also the ‘future funding’ should be taken into account.

