
[image: image9.png]Amsterdam Centor for Entrepreneurship

ACe



[image: image1.jpg]



[image: image10.png]X
%

X
UNIVERSITEIT VAN AMSTERDAM





Inhoud

41. Executive Summary


41.1 The Problem


41.2 Our solution


41.3 Value Proposition or Business


61.4 Keys to Success


72. Line of products or Services


72.1 Features


72.1.1 The vial


82.1.2 The substance


82.1.3 The label.


82.2 Price points


93. Market and industry analysis


93.1 Target market


103.2 Industry analysis


113.3 Concluding statement


134. Our strategy


134.1 Product or service design considerations


144.2 Partner / supplier / vendor agreements


144.2.1 The production process


144.2.2 The sales process


154.3 Marketing and sales strategy


164.4 Distribution strategy


174.5 Source of competitive edge


185. Organizational summary


185.1 Organizational structure


195.2 Compensation scheme


195.3 Coordination and Decision-making Rules & Policies


205.4 Statement regarding Company ownership


206. Financial plan


206.1 Start-up funding


216.2 Break-even analysis


236.3 Projected cash flow


236.4 Extended Profit and Loss Forecast


257. Contingency plan


257.1 Sensitivity analysis


257.2 Possible future changes in the external environment


268. Expansion plan


279. Bibliography


28Appendix 1: Label CleanComfort


28Appendix 2: Questionnaire


31Appendix 3: SPSS results from questionnaire




1. Executive Summary

In these next few page(s) our business plan is summarized. The consumer problem (1.1) is addressed and our solution for it (1.2) is presented. By means of our business model (1.3) and our keys to success (1.4), the ways in which our venture will be profitable is explained.

1.1 The Problem

Picture this. It’s a nice mid-summer day. The sun is out, the temperature is nice and you’re with some of your closest friends having a great time outside. Suddenly nature calls and you have to go to the public bathroom. You go to the restroom area, wait till it’s your turn, open the bathroom stall and you are not too happy with what you see there. You have to respond to your call of nature, but it is happening in an unpleasant, uncomfortable and unhygienic environment. If only you had a small toilet seat cleaner, something that could turn the situation around or to help relieve your feels of environmental discomfort.

1.2 Our solution

CleanComfort is a toilet seat disinfectant in a small spray bottle. You spray it on a piece of toilet paper or on the surface you want to disinfect and you quickly wipe the seat. By doing this you disinfect the surface and you can sit in comfort without worrying about hygienic problems. It is simple: just spray, wipe and sit! CleanComfort is easy to use and applicable in any situation: on camping sites, at large events, restrooms in restaurants or cafeteria, at the movies or at the gas station. Whenever there is a public restroom visit, CleanComfort helps to make it a hygienic and comfortable stay. People are always on the move but they do not always have the opportunity to carry out their needs in a hygienic, comfortable environment. With CleanComfort those days are over!

1.3 Value Proposition or Business 

Our first goal is to make CleanComfort available in stores at campsites. Although the owners of camping sites clean their public (‘community’) restrooms regularly, as a visitor you are never sure of how clean the restrooms really are. People use them all day long and they do not get cleaned after every patron’s visit. By giving the camping visitor the ability to control their hygiene during a restroom visit, they are always assured of a hygienic restroom stop. Camping stores represent an ideal point-of-sale for CleanComfort. 

Most of the times the camping store is the first store available for camping visitors in the area. People go there for their basic needs and their toilet supplies. In these stores they can purchase CleanComfort at the counter or from the shelf. The camping (store) owner not only can make a profit by selling CleanComfort for a higher price, but also supports an extra hygienic service for their customers. Another advantage for camping owners is that by empowering and encouraging their visitors to use CleanComfort, they also disinfect their restrooms. By letting their customers use CleanComfort, a positive side effect is that their toilets get an extra disinfectant cleaning, reducing the chances of unhealthy bacteria, viruses, spores and fungus growth.  So CleanComfort is not only a disinfectant spray, which assures cleanliness for the user, but also reduces the chances of growth for health-infecting bacteria, viruses, spores and fungus. 


Our second goal is to get CleanComfort sold at stores adjacent to public restrooms like 2theloo
. These public restrooms offer their customers a clean toilet visit, but also have a small shop where toilet supplies like tissues, feminine products and soaps are available for purchase. CleanComfort fits perfectly on the shelf next to these toilet related products.

Our third goal is to sell CleanComfort at gas stations. People visiting gas stations are on the move and are more likely to use a public toilet. That’s why gas stations are perfect for reaching our target market. CleanComfort will be sold in display boxes that contain 15ml vials. These boxes can then be placed next to the cashier’s counter, which makes them accessible to consumers. The storeowner makes a profit by selling CleanComfort for a higher price than the purchasing price. 

Our fourth goal is to sell CleanComfort in shops who target travelers, backpackers and tourist. Travelers, backpackers and tourist are people who are on the move, people who do not have a permit residence and therefore have to use public restrooms more often than people who are not constantly on the move. Shops that target these people are tourist gift shops, traveler’s shops (like the ANWB), camping supply shops and shops for backpackers (like JoHo). Just as with the gas stations, CleanComfort will be sold in display boxes which than can be placed next to the cashier’s counter, which makes them accessible to consumers.

The final way of selling our product is via our website. Businesses or promoters can contact us, and buy large quantities that they can re-sell or give away to their customers. Individuals can buy CleanComfort for their personal use. On our website there is an option, which makes it possible for customers to order the amount of vials they want.

Besides these business goals we also agreed to sell a minimum of 25 vials each to our inner circles. This will provide us with additional feedback and will help us recover a part of the first investment.  

1.4 Keys to Success

Our keys to success lay in identifying important product attributes and in production and marketing. 

· Product attributes: CleanComfort is easy to use and creates great comfort for the consumer.
· Production: The product itself consists of a vial, a disinfectant fluid and a label. For each of those separate elements, we have found suppliers who can deliver us the separate elements for the lowest price possible. Our disinfectant fluid is purchased from Nedalco which is a Cargill company. The disinfectant fluid purchased from them is called Des-O. The layout for labels is created by us and printed by 123sticker.nl. For an example of the sticker see Appendix 1. Finally, the vials are purchased from Oosterbeek Verpakkingen BV. We have chosen these companies on basis of price, availability, quality and delivery speed.
· Marketing: We must promote CleanComfort in such a way that the end consumer will not see it as a crude toilet seat disinfectant, but as a sophisticated luxurious product that will enrich people’s comfort. Also we have to get in touch with our corporate clients who can help us with our marketing. We must convince them of our Unique Selling Points (i.e. what’s in it for them). By doing business with us, they enhance their customer-friendly and hygienic conscious image, and earn extra profit. By partnering with us to add their own brand or logo on vials, corporate clients can use CleanComfort products for promotional purposes. In chronological order (figure 1.1), these are the most important decisions which have to be made: 
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Figure 1.1: Steps we have to take
2. Line of products or Services
This chapter is specifically dedicated to our product: CleanComfort. The chapter starts off by giving a detailed description of the product (2.1). Attention will be paid to the novelty of the product as well as its features and size(s). To close this chapter we will include approximations of the various prices of the product (2.2). 

2.1 Features

The objective of CleanComfort is to offer customers a compact and portable solution that ensures them of a comfortable toilet experience. The product also offers them greater certainty of a clean, disinfected toilet whenever they question its hygiene. In this chapter the features of the vial (2.1.1) and the substance (2.1.2) will be explained. Additional features of the product shall be mentioned in the last section (2.1.3).

2.1.1 The vial
Tentatively, the standard size of CleanComfort is 15ml. (figure 2.1). However, in the future bigger or smaller sizes might become available, depending on the success of the product. The amount of use you can get from a 15ml CleanComfort is an estimated 60 uses. The size of a vial is 7.6 centimeters (height) by 2.6 centimeters (diameter). The idea behind the sizes is that they will fit along with your other cosmetics: just about the same way people carry their portable hand sanitizers with them today.
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Figure 2.1 Image of the 15ml vial
For the vial our company has chosen to work with the packaging company Oosterbeek Verpakkingen BV
.  The composition of the CleanComfort is very simple. The vial consists of a plastic, transparent container with a one-time clip-on spray-top where the substance sprays out. We have chosen for a one-time clip-on spray top, because such a top prevents consumers from refilling the bottles themselves. This compels consumers to purchase a new vial each time one is finished. All in all, CleanComfort is designed to be very easy to use. Just Spray, Wipe and Sit.

2.1.2 The substance
The main ingredient of the substance is ethanol. Often used in other sanitizing products, ethanol is an alcohol that kills bacteria through a very scientific process. For the substance our company has chosen to work with the well-known and thus far reliable company Nedalco
, who is the leading European company in producing ethanol. 

Pure ethanol very easily irritates the skin and eyes, so CleanComfort shall not contain pure ethanol.  The concentration of ethanol in CleanComfort will be about 80%, safe for external use while effectively killing 99% of bacteria. At the start, the disinfectant fluid shall be the only ingredient of CleanComfort. However, in the long run other ingredients might be added to the CleanComfort composition, such as fragrances. This way the product will contain refreshing scents. So each time the consumer uses CleanComfort, the product will not only kill bacteria, but also releases a lovely aroma to soothe the user. In this way CleanComfort aims to offer consumers comfort and ease. 

2.1.3 The label.

The label of the vial will be a sticker that illustrates the product’s name and logo, a brief description of the product, directions for use, international hazard symbols and all that the European standards require to be placed on such a chemical cosmetic product (Appendix 1). The producer for our labels is 123sticker.nl
. 

2.2 Price points

To establish the price of our product we did market research by means of a survey (Appendix 2). Based on our market research, potential customers are willing to spend between estimated prices of €0,- to €10,- on a portable toilet seat sanitizer. This range was estimated based on the responses of our potential customers, which are Dutch respondents who claim that they would sit on the toilet seat if they could clean it beforehand. The results of the survey showed that €4,50 is the median for willingness to pay (Appendix 3). 

However, we have chosen to sell our 15ml product direct to consumers for an estimated retail price of €2,50, GVA tax included or €2.10 (excluding GVA tax). This amount is based on our market research, the estimated cost per product as well as an analysis of our expected customers. We think €2,50 is a more reasonable price and this price makes it able to reach more potential buyers.  Corporate clients can purchase CleanComfort for €2,- including GVA tax per bottle or €1.68 excluding GVA tax.  At this price, CleanComfort still generates a profit and the cheaper price will hopefully encourage businesses to buy in bulk.  
We have considered that currently we are apparently the only Dutch company or venture that offers this kind of portable or ‘personal’ disinfectant spray. This affects our pricing strategy (chapter 4.3). We do realize that our product is a luxury product and that the people who will buy our product will not invest too much money on something they are not familiar with. These are the reasons why we have chosen conservative retail prices for CleanComfort.
3. Market and industry analysis

This chapter will discuss the market and industry analysis for our product. We will begin by describing our target market (3.1). Secondly we will address the industry analysis (3.2).  In this part we will discuss our competitors. The chapter shall be closed off with a concluding statement (3.3).

3.1 Target market
Though CleanComfort is a product that can be used by everyone and anyone who uses public toilets or who has the desire to sanitize a surface, our company realizes that as a starting company we will need to focus on specific segments. The segments we have chosen are based on the likeliness that these groups will purchase our product as well as their need for our product. Our team thought it wise to focus on two primary target groups at the beginning of our venture. Our first target group will be campsite visitors. Though campsite public toilets are cleaned regularly, these toilets are not private toilets and many still find the toilets not clean enough
. Therefore campsite visitors will appreciate a portable toilet seat-sanitizing product for the communal toilets. We believe that this group will have a significant need for our product and we believe that they will have interest in buying CleanComfort. 
Our second target group for the beginning of our venture is people-on-the-go. People who travel a lot and are on the go most days spend a lot of time using public restrooms. Therefore, we want to make our product available to these people by placing our products at venues where people-on-the-go regularly ends up. Our team has thus chosen to sell CleanComfort at gas stations where working people or vacationers need to make a pit stop. Our goal is to also sell CleanComfort at stores adjacent to restrooms (such as 2theloo) and at stores where vacationers and tourist will go to buy products to carry with them on their journey. These two types of people are both considered potential consumers of our product. Additionally, we will offer our product through a website to reach people-on-the-go with interest in our product, but who are unfamiliar with or far from the venues where our product will be available. 

3.2 Industry analysis

Currently our company is the only company in the Netherlands who will be creating and distributing a portable, toilet seat sanitizer like CleanComfort. However, a competitor can easily duplicate the product. At the moment the industry does have substitute products, namely toilet seat wipes, paper toilet seat covers, and toilet seat sanitizing dispensers. These products all compete with CleanComfort, however, CleanComfort brings a unique selling point to the industry. CleanComfort is smaller and more portable for the individual user. CleanComfort also will be designed specifically with a nice fragrance. Besides these two product attributes, it will also be cheaper than similar products. 

Outside of the Netherlands there are competitors who already create these products. Most of these competitors are not within the European Union. There are mostly located in the Asian region. This gives our product an advantage, because our product will be more available to the European clients (particularly the Dutch clients) than the Asian products. The general time span and costs for an Asian product to be shipped and delivered to a European country such as the Netherlands is more than it would take for our product to be delivered to a consumer in the Netherlands. However, currently our biggest competitor Sitsef operates from Belgium. This company only sells their product online and the costs to get the product to your Dutch address are quite expensive (the cheapest cost thus far is €6,52 including GVA). Our product will be available directly to our Netherlands target group, which gives us an advantage above this competitor. Currently, our product is also much cheaper than our competitors and we focus on both the business-to-consumer and the third-party retail business selling potential of the product. However, since these products already exist it would be quite easy for these competitors to enter our market and compete with us directly.


During launch, our Business model consists of us constructing the product ourselves. We will have separate suppliers for vials, the fluid, and the label. Though we try to reduce replications that can compete with our product by applying several factors (lead-time, low prices, etc.) our company believes that with the success of CleanComfort others within the sanitizing industry may want to follow. Being that CleanComfort will be the only product on the Dutch market to supply our potential customers at the moment, many will be interested in being part of this young market if it sees much success. Handbag-sized toilet seat sanitizers are relatively new in the Netherlands and companies may want to test these new waters. 

3.3 Concluding statement

Though it is hard to approximate the true revenue of our venture, we will still try to estimate the monthly revenue for our product. Creating an exact estimation is not possible, because this would require us to make statements about a future occurrence when the future is still unknown to us all. The target groups for our product are campsite visitors and people-on-the-go within the Netherlands. To estimate a number for the category “people-on-the-go” is quite impossible, because this group can be an umbrella term for many other groups. The potential members of this group can appear in multi groups and the Centraal Bureau voor Statistiek
 (CBS) information cannot support any assumptions that members of one group are not the same as the members in another group. Therefore an estimation of the precise number of people-on-the-go who will use our product is unrealistic. However, the CBS statistics does have information to support estimations on our target group campsite visitors
. Therefore we will use some estimations based on the statistics from the CBS in 2010.

In the last four years the amount of foreigners to overnight at campsite in the Netherlands are between 3 and 4 million, with an average of 3.5 million. The average of Hollanders who overnight at campsites, whether abroad or in the Netherlands, are 19.9 million. Of these 19.9 million visitors, about 34% remain in the Netherlands (6.8 million). In total the average of campsite visitor in the Netherlands are about 10.3 million people. 

An American study published in the Annals of Improbable Research
 (AIR) states that about 5% of people (particularly the participants of that study) actually use hand sanitizers. Due to there being a lack of statistic support on the amount of people who use toilet sanitizers, we will use the percentage of people who use hand sanitizers as our stepping stone, because we consider these people to be also willing to purchase (portable) toilet sanitizers. Based on this research the potential users of our sanitizer are about 340.000 people.

According to the World Toilet Association
 (WTA) in 2004, the average person with an average bowel movement visits the toilet about 2.500 times a year, about 6 to 8 times a day. Our product has an average of 60 uses. Based on the WTA statistics, the average person will need a new CleanComfort at least every 10 days, if they use the sanitizing product with every toilet use. People will most likely only use the product on public toilets, so the average 6-8 toilet visits a day, can be dropped down to about an average of 3 times. Based on this amount the average person who uses the product regularly will need to purchase a new CleanComfort every 20 days.  

For this analysis we will assume that an average month is 30 days. The price of one 15ml unit is €2,50 (€2,10 excluding GVA) every 20 days. In a month the average person will spend an average of about €3,75 on our product (30 days/20 days= 1,5 ( 1,5* €2,50= €3,75). If we correct for GVA, €3,15 (1,5* €2,10= €3,15) is the average amount our company will pull in a month from an average person who buys CleanComfort regularly.  
As a minimum we will take 2,5% of the total potential campsite users (340.000) as beginning clients for this start-up. This 2,5% is based on the diffusion of innovation theory, which claims that the innovators (the first to purchase or adapt to something new) are the first of a group to adapt to a new idea
. Though, the idea of a portable sanitizer is not entirely new, a portable toilet seat sanitizer will be a relatively new product on the Dutch market. 

This equates to an average of 8.500 people (2,5% of 340.000 people) who we consider potential customers that will purchase our product and we will assume that for our start-up this amount of people will purchase CleanComfort ever ±20 days. This calculation estimates €26.775,- in revenue a month for our company from our primary target group, camp site visitors, at the start of our venture and excluding GVA tax (€3,15* 8,500= €26.775,-).   
4. Our strategy

This chapter starts with the product and service design considerations we made (4.1). This section then continuous with the partner, vendor, supplier agreements (4.2). The main part of this chapter will cover what marketing strategy and distribution strategy we will take (4.3 & 4.4). 
4.1 Product or service design considerations

We had to make a few decisions about the product. In the first place the size. Due to the availability of vial sizes in the Netherlands we have chosen for the size of 15ml. Our first goal was to go smaller, but because of the difficulties with the delivery of small size vials we have chosen the 15ml size. 
The second decision we had to make was which type of material to use for the vials. We had two options, glass or plastic, and we chose plastic. This is because it’s cheaper to purchase, it’s stronger and lighter in weight. We’ve also chosen for a spray-top. This was an easy choice for us because it is easy and fast to use. When we had chosen for another type of closure, the product would be less useable. 

The third decision we made was the choice of substance. We have chosen for an alcohol base substance called Des-O produced by Nedalco. This substance consists of 80% alcohol. It’s effective against viruses, bacteria, spores and funguses. Des-O is biodegradable and contains no allergic substances like gluten. It is also safe to use and non aggressive to the skin.
The final thing we had to think about was our brand name. We all agreed that the product should have a luxury image. We had to choose a name that connected with this luxury image. The name should cover what the product is, but it also has to be sophisticated and delicate. After a few weeks, the name was born: CleanComfort. We also came up with a subtitle: Spray, Wipe, Sit. The title and subtitle covers what the product is, without being too straight to the point. 

After choosing the brand name we developed the following brand logo (figure 4.1):
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Figure 4.1: Logo CleanComfort 
We chose this logo because it displays what we want CleanComfort to be: a sophisticated luxurious product that will enrich people’s comfort. We do not want it to look like a toilet seat disinfectant; that could scare people of. Therefore we decided that the font should display this sophistication and luxury via a classic and elegant handwriting with not too much extras around it. That is why we choose to only add a lotus flower and nothing more. The symbolic of the lotus flower stands for purity in the Hindu religion and its leaves have purifying function, known as the lotus effect. This is something we want CleanComfort to carry out to its consumers. 
4.2 Partner / supplier / vendor agreements

When we look at outside parties, we can make a separation between our production process (4.2.1) and our selling process (4.2.2).

4.2.1 The production process
We have agreed with the following companies for our production process:

· The supplier of the label / sticker. The name of this party is 123sticker. It’s a website, where you can design your own sticker and order it. We agreed on a price and the number of stickers we are going to order. 
· The supplier of the vials. In the first place, we were having contact with a supplier in China. He wanted to offer the vials for €0,19, but the condition was that we had to order 10.000 pieces. For now, that’s not an option for us. When we searched further, we finally found Oosterbeek Verpakkingen BV. They deliver on time, have great quality vials, they use reasonable prices and the business contacts have always been good. 
· The supplier of the substance. Our company has chosen to create a business relationship with the well-known and thus far reliable company Nedalco, who is the leading European company in producing ethanol. This company has become our standard suppliers. From our first contact the business relation was good. They offer low prices, quality fluids and swift deliveries. 
4.2.2 The sales process

We have to approach (a few of) these parties in the near future:

· Camping sites: Our main goal is to get CleanComfort sold in camping stores. Therefore we will be contacting lots of them to do business. Our first focus is on the sites adjacent to our homes.
· Companies: We can also try to require agreements with companies. They can use it as a promotional item to enhance their hygienic conscious image or to sell it for a profit.
· 2TheLoo: This is a store in the Kalverstraat, which sells all kind of toilet products. We have already contacted them and got an appointment for the 2nd of June to talk about business.
· Stores: Our focus is on stores who target travelers (like the ANWB or the VVV), tourists (tourist shops or small boutiques) and backpackers or campers (like JoHo or Bever Zwerfsport).
· Consumers: Via our website consumers can buy our product.
· Fairs. Fairs like the huishoudbeurs (that’s a fair where all kind of housekeeping product are being sold) also might be a venue for us.
4.3 Marketing and sales strategy

The marketing strategy defines the measures we will employ to reach the objectives set out in the marketing plan – which will result in sales. These measures can be grouped under the 4Ps of marketing:
· Product: What characteristics must our product have to meet the relevant customer needs?
When we take a look at our target market, we think that women in particular are our target group. To make sure these women will buy our product, we have to create an image that is user friendly and distinctive and not create an image which yells toilet seat disinfectant. Therefore our product name has to show some luxury and sophistication, as well as the vial, the sticker and the website. It is important to keep it subtle. The design of the sticker shouldn’t be too full / busy. In this way, we hope to meet the needs of the customer. 


Our second target group is people who are on the move, like travelers, tourists and 
backpackers. This group is constantly moving around; therefore they come in situations 
where they have to use the public restroom more often. This could be cheap hotels or 
hostels, train stations, airports, museums or other public areas. Also this group of people is 
more likely to visit countries with low standards of restroom hygiene.
· Price: What price can we ask for our product, and what goal are we pursuing with our pricing strategy? We think, as mentioned before in chapter 2.2, that €2,10 (excluding GVA) is a reasonable price for the 15ml vial. This price is partly determined by the costs, and partly by the questionnaires. Sitsef charges €6,- for 15ml (with shipping costs). We want to set a lower price because that will put us at an advantage against these competitors. It is possible for us to lower the price like to €1,- but margins will then be too small to make real profit in this minor. €2,10 is still a very reasonable price and we might be able to penetrate the market quickly with this low price. On the other hand, we want to get the highest possible return right from the start with this price (skimming strategy). €2,10 is also a safe price: when it really doesn’t sell for this price, we can lower it till €1,90,- or €1,50. We’re the first company that provides this product, so we might generate as much profit from our product as quickly as possible, before we encounter direct competitors (not substitutes) on the market.
· Place: How are we going to reach customers with our product? 
Information about our
distribution strategy is found in Section 4.4. 
· Promotion: What means of communication will we use to convince our customers of the benefit of our product? 
To get noticed, we must advertise, provide information and create confidence. There are several ways of getting our customer’s attention:
· We can try to get an article published in a magazine or newspaper. We currently have an option for the magazine Kampioen which is read by more than 3 million people in the Netherlands.
· We can contact fairs and ask if we can advertise at these fairs, or even get a stand where we can sell our product.
· Direct marketing: via e-mail we can send our target group an e-mail about our
product. In this e-mail we can tell about our product and refer to our website.
Ways of attaining these e-mail addresses is by going to the websites of our potential clients like those from camping sites, stores and other companies and use the e-mail addresses provided there. 
· Word-of-mouth advertisement: when people are content with our product, they’ll tell others about CleanComfort.

When we approach companies, stores, campsites or other parties, we need to focus on the fact that we are a starting, young, company from the University of Amsterdam. That makes us different from other starting companies who try to sell their product.
To help determine the best marketing strategy, we have chosen to kick off sales by selling first to our own personal social circles for two reasons. Firstly, to create a test field from which we can gather information and feedback from to continually improve our product. Also, we can use our inner circles for publicity, because they can participate in mouth-to-mouth advertising and they will help us create brand awareness. 
4.4 Distribution strategy

One of our main focuses is the distribution of 15ml spray bottles in camping stores on campsites and to shops who target travelers and tourists. Toilet hygiene is especially a big problem at places with many public toilets. Because of the amount of people visiting these public places it’s very hard to keep the toilets clean. Campsites are a perfect example for this problem but also hostels and airports. Because of our low product price our goal is to sell directly to the storeowners so we can sell large quantities at a time. 


After establishing a stable market position and a well known brand name we would expand to other distribution channels. Campsites, restaurants, nightclubs and big companies are all places with many public restrooms. And even though a cleaning company cleans the toilets there is still a big hygiene and comfort problem. The cleaning of public toilets happens mostly once a day. This means that at the end of the day the toilets are dirty and non hygienic. In this case people would prefer not to sit on the toilet seat. And there’s also a big share of people that will only sit on the toilet seat unless they clean it themselves. By buying our product, the companies can offer more hygiene and comfort and give their clients and/or employees a much more pleasant experience.

The product will be sold and spread through the stores themselves. They sell CleanComfort out of display boxes which are placed next to the cashier’s counter, which makes them easy accessible for their clients. For now it is not possible to sell CleanComfort out of product dispensers like the condom machine which is currently available in a lot of restrooms. This is because we do not have the machines ourselves and it is unclear if it will fit in the machines currently used. There are a lot of different dispensers and we have to figure out if it is possible to fit CleanComfort in those dispensers used by the restroom owner for direct sale to the customer. This is something that is very interesting to find out after the minor. Due to time and financial restrictions it was not possible to figure this out during the minor. A solution for not having a dispenser to our use is placing CleanComfort at the “toilet lady” who manages to the restrooms. This can be done in the same display boxes used at gas stations and stores.


Our online distribution will happen through our web shop. Our product would be sold directly to the end customer, or to ‘third’ party retail businesses’ like convenience stores (e.g. Etos), campsites, and corporate facilities planners.
4.5 Source of competitive edge
In the long run, it is our goal to lower costs and make more profit. Vial and sticker unit costs drop when these items are purchased in larger orders (e.g. 10.000 vials). Then we have to decide if we want to lower the price, or just keep margins high. Also, we’re going to try to serve many different target groups in the long run. We will begin with the 15ml vials, but later on we will experiment with other sizes. This can also generate a competitive advantage, because we will be developing competencies in marketing (i.e. understanding which product lines fit which markets).
5. Organizational summary

This organizational summary will tell what our team looks like. First the organizational structure is explained (5.1). Furthermore this chapter contains the compensation scheme (5.2), Coordination and Decision-making Rules & Policies (5.3) and the Statement regarding Company ownership (5.4).
5.1 Organizational structure 
The company under which we will sell our product CleanComfort is called PurCare. The idea behind the name is to clearly convey to the public what the company does and what we stand for. ‘Pur’ derived from the word ‘pure’ is a synonym to the words ‘clean’, ‘sanitize’ and ‘germ-free.’ However ‘pure’ is also associated with the words ‘genuine,’ ‘true’ and ‘authentic.’ We wanted our consumers to associate us with these words as well. The idea behind adding the word “care” to our name comes from two ideas. Firstly, we are a company who produces cosmetic and hygiene products. Secondly, we wanted a simple and easy way to show consumers what we do for them. Just as our motto conveys, at PurCare “We care, because you care”.

Our team is split up in four roles (see figure 5.1). We have one Chief Executive Officer (CEO) who oversees and coordinates all activities and who deals with the overall communication. The CEO makes sure team members stick to the planning, coordinates the project, supports the other officers, communicates with the coaches on behalf of the group and is the primary contact-point for the group.  

Underneath the CEO are the Chief Marketing Officer (CMO), Chief Financial Officer (CFO) and Chief Production Officer (CPO), see figure 3. The CMO’s main task is making sure that the marketing and promotion process reaches its goals and targets. The CFO oversees the budget, the costs and makes calculations for future steps/risks. The CPO manages the design, production and distribution of our product.
All roles have their own specific tasks and responsibilities aside from their general group tasks and responsibilities, which are participating, supporting and hold up to the agreements and appointments made for the company.
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Figure 5.1: Roles within PurCare
5.2 Compensation scheme
During the first year of business there will probably be no payments made in the form of salary, commission of profit or rewards. All first year revenues are expected to serve as an investment for the company. This will help the company to grow and become a stable business in the long term. After the first year of business, payments will be made in the form of commission of profit. The percentage of commission will be split up equally under its CEO, CMO, CFO and CPO. Additional help will still not be sought at this point, unless the success of the organization proves otherwise. Every executive officer will get 12,5% of the profit. The other 50% will serve as retained earnings. The percentage of commission will change in case of more employees. After accomplishing constant revenue, payments will be made through fixed salaries. Salaries are determined by the amount of revenues, working hours and the function within the company. 
5.3 Coordination and Decision-making Rules & Policies
Coordination and Decision-making will happen during the weekly business meetings on Tuesdays and Thursdays. During these business meetings we will discuss the progress of the company goals, dedicate hours to fully operate the company and discuss the plans for the upcoming weeks. Every employee is entitled to add new ideas to the existing ones. Decision-making will happen in consultation with the CEO, CMO, CFO and CPO. Decisions will be made through a voting system. Every executive officer has an equivalent say in the decision-making. After obtaining a majority in votes the decision will be adopted. In case of a minority of votes the decision will be rejected, unless a plausible, efficient and effective compromise can be formed. Solving this problem of decision-making will be done through a brainstorming session followed by a new voting round. However, when there seems to be no agreement in sight, the CEO will have the ultimate decision. 

5.4 Statement regarding Company ownership
Every founder will invest the same amount of money in to the company (25% of the start-up costs). Therefore every founder will have an equal share in the company (25%). In case one of the founders wants to leave the company he/she is free to sell his/her share. The worth of this share will be determined by the value of the percentage at that time. The other founders have the first opportunity to make a bid on the share. Whenever the share is sold to one of the other founders of the company there are no restrictions to the way of selling. In case the share is sold to people outside the company the share can only be sold in various packages worth no more than 5% of the company’s shares. This is to prevent a big influence from outside the company in the decision-making process.

6. Financial plan

In this chapter our financial plan is explained. The chapter starts with explaining the start-up funding (6.1). Then we will explain our break-even analysis (6.2) and our projected cash flow (6.3). Finally the section ends with its profit and loss forecast (6.4). 
6.1 Start-up funding

The start-up costs for our venture will mainly consist of the separate elements for creating CleanComfort. Labor and production itself will be done by ourselves, for which we do not charge salaries. Other start-up costs which will be made are for setting-up the website and travelling expenses (these consists of travelling expenses made to visit promoters, but also phone charges and postal charges). Our start-up funding consists solely of our own personal savings. Our sales target for this minor is 500vials. So for now, we ordered 500 vials and stickers and enough fluid to fill those 500 vials. We’re going to sell these 500 vials first, and re-invest the money for the next 500 vials. We want to sell these next 500 vials after the minor. Because our target sales are 500 vials, the start-up funding is projected for the 500 vials (table 6.1): 
	Costs of materials excluding GVA
	€

	
	500 vials (€0,33 each)
	165

	
	500 labels (€0,20 each)

	100

	
	Disinfectant fluid (€0,04 each)
	  20

	Purchasing costs for 500 vials
	285

	
	

	Fixed costs
	€

	            Costs of website
	50

	            Travel expenses
	50

	Total fixed costs
	100

	 
	

	Total costs
	385


Table 6.1: Start-up funding
So, our total start-up funding is €385,- (€96,25 each).
6.2 Break-even analysis

When looking at the calculation in table 6.1, for creating 500 vials and our website we need to invest €385,00. This means that each vial will cost: €385,00 / 500 = €0,77. Our goal is to sell each vial for €2,10 excluding GVA (to consumers). This means our net profit per vial will be: €2,10 - €0,77 = €1,33. To break-even with our production costs of €285,00 and our fixed costs of €100, we need to sell at least: €385,00 / €1,33 = 289,47 ~ 290 vials to cover our initial investment costs. In table 6.2 our break-even analysis is shown.
	Sales excluding GVA                                                                              
	€

	Sales price per unit                                                                          
	2,10

	Sales volume                                                                                      
	500

	Total sales                                                                                           €1050,00
	

	
	

	Costs of materials excluding GVA
	

	Price per vial                                                                                   
	0,33

	Price per label                                                                                
	0,20

	Price of disinfectant fluid per vial                                                 
	0,04

	Production volume                                                                            
	500

	Production costs per unit                                                                        €0,57
	

	Total production costs                                                                                 €285,00
	

	
	

	Fixed costs
	

	Website                                                                                              
	50

	Travel expenses                                                                                  
	50

	Fixed costs per unit                                                                                 €0,20
	

	Total fixed costs                                                                                             €100,00
	

	
	

	Sales price per unit: 
Total costs per unit: 
Net profit per unit: 

Total costs: €385,00

Breakeven Sales Volume (units): 290
	€2,10

€0,77

€1,33


Table 6.2: Break-even analysis

6.3 Projected cash flow

In table 6.3 our projected cash flow is summarized. It contains our income from sales, our costs and our net profit.

	Income from sales excluding GVA

	500 vials sold
	€1050
	

	
	€1050

	Costs excluding GVA

	Production
	€285,00
	

	Website
	€50
	

	Travel expenses
	€50
	

	Total Costs
	  €385,00

	

	Net Profit
	€665,00


Table 6.3: Projected cash flow

6.4 Extended Profit and Loss Forecast

In table 6.4 our extended profit and loss forecast is summarized. The forecast has been predicted for the income and expenses, which will be made during the minor period based on our sales goal of 500 vials sold.
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Table 6.4: Extended profit and loss forecast

7. Contingency plan

This section includes two sub-sections. First we start off with the sensitivity analysis (7.1), in which three different hypothetical scenarios will be discussed. Second we will discuss possible future changes in the external environment (7.2) that could have a negative impact on our venture.
7.1 Sensitivity analysis

The best-case scenario is that the number of vials we produce will be sold. Worst case scenario is that none of them will be sold and base case scenario is that around half, or more will be sold. Our ultimate goal is selling 500 vials. This means we will assemble 500 vials and need the components for creating 500 vials. As shown in the financial plan (section 6), the production of 500 vials cost €385,00. In worst case this means we lose €385,00 solely based on production and fixed costs. If we sell everything (best case scenario) we will make an estimated profit of €665,00. Our base case scenario means selling 500 vials. For a break-even our sales will have to be 290 vials (€385,00 / €1,33 = 290) vials, in this case we have no losses and no profit.
7.2 Possible future changes in the external environment

In the future additional competitors may enter the market. In dealing with new competitors, we would compete on costs and price. Our current costs are based on the production of 500 vials. When we are able to sell more than 500 vials, our production costs will drop due to bigger orders we have to place at our suppliers. We already know that the supply of our components will be cheaper when we order larger amounts. 
         Of course, there is a possibility that competitors charge lower prices than what it takes for PurCare to be profitable. In the future, we’ll try to have a competitive advantage by differentiation and new products. Also, we’ll try to create a trustworthy image. Because we’re the first producers on the Dutch market, people might just stick with CleanComfort, and won’t choose a new product from a new producer.
          What also can change in the future is our production process. For now, we produce CleanComfort ourselves. We fill the vials and stick the label by hand. But in the future we might get large orders. This way of producing isn’t very effective then. So in the future, we want to outsource the production. And when things go really well, we might buy our own machines which enable us to produce CleanComfort ourselves in a very fast way.  
          Another possible future change in the external environment is that our suppliers close down production quite, or decide to increase their prices. In that case, we’ll have to find other suppliers. For the disinfectant fluid, this won’t be hard. There are a lot of suppliers in the Netherlands of this fluid. Also our label supplier will be easy to replace. There are a lot of different label suppliers in the Netherlands. The hardest supplier to replace is the one of the vials. We searched really hard en found Oosterbeek Verpakkingen B.V. In countries like China, there are suppliers of vials. But a company that is located in the Netherlands works a lot easier for us. When Oosterbeek Verpakkingen B.V. quits or gets very expensive, this might be necessary. 
8. Expansion plan

Our first and most important expansion should be the expansion to other target markets. Right now we are focusing on campsites and locations where people-on-the-go will most likely visit (stores for backpackers and tourist, gas stations, etc.).  If everything goes well we can expand to drugstores and festivals. We can also make our products available at other venues for people-on-the-go, by adding CleanComfort to the product vending machines found in airports and other popular locations. 
Another possible expansion plan for our business model is to expand to other target groups with the need for our product. For example mothers with children and event attendees are possible extensions to our business model. To extend our market we can also place the focus on children specifically, and create child-friendly versions in our CleanComfort line. We can create a marketing plan comparable to the Switsal products or the child-friendly shampoos and toothpastes that are already very popular in the Netherlands. 
Our CleanComfort product line can also be extended by not only focusing on portable toilet seat sanitizers, but by offering bigger versions of our product that households can use as a regular cleaning product. As indicated in the CBS statistics, households with kids spend the most on hygiene products. We can easily alter our business model by choosing these as a target group and by making bigger products. If we decide to create a larger product we can also expand our business-to-business (B2B) plans by supplying them with a scented toilet seat sanitizer for their departments. By adding fragrances we will be differentiating our product from most of the already existing toilet seat sanitizing dispensers, because these dispensers usually don’t come with a nice alluring fragrance. Also, if we decide to create larger products meant for cleaning we can also focus on all households as a whole. 
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10. Appendices
Appendix 1: Label CleanComfort 
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Appendix 2: Questionnaire
	(Link to Dutch version): http://ace.qualtrics.com/SE/?SID=SV_6uumhkJqu05j1n6)

This questionnaire will address the following topics: 

· Your experience during visits to the toilet

· The level of comfort you experience during these visits

· The amount of hygiene that you feel goes with it. 

Answering this questionnaire will take no more than 15 minutes and your participation in this questionnaire remain anonymous. Please fill in all open questions and highlight the correct multiple choice answer with a green color.

The purpose of the questionnaire is to find out how people think about the hygiene of public toilets, and possible solutions therefore. Thank you in advance for your participation. Good luck!

1. What is your sex?



Male

Female

2. What is your age?




.......................

3. How important is comfort for you when using a toilet?

Not important       Little importance       Important       Very important       Most important

4. Do u consider sitting on the toilet seat a comfort during toilet uses? 

Yes          

No

5. How often do you use toilets not located in your residence?



Never  
  Very rarely 
  Occasionally
 Once a week
  Everyday

6. Do you sit on toilet seats not located in you residence?


Never
    Rarely       Sometimes 
     Often 
Always



7. Would you sit on a toilet seat if you could clean the seat before you use it?

Yes, I would

No, I still would not  

8. Do you clean or wipe (public) toilet seats before you use them?


Yes

No 

9. Do you use products to make your trips to the toilet more hygienic?


Yes

No

10. Do you use techniques or products so that you would be able to sit on the toilet seat (i.e. place toilet paper over the seat, wipe the seat off with toilet paper, etc.)?

Yes

No 

11. Name some of the techniques and the products that you use?

………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………

12. Would you use a product to clean the toilet seat before you use it?


Yes

No

13. Would using a product to clean the toilet seat make you more likely to sit on a toilet seat not located in your residence?


Yes

No

14. Would you prefer if you could use your own small, portable product to clean the toilet seat before you sit on it?     

Yes

No


15. Would you prefer to buy this product near the toilet, or carry it around in your bag?
A: Buy it near the toilet

B: Carry it in my bag


C: Different, namely……………………………………………………………………………………... ……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………....

16. How often would you like to use this product and how much money would you pay for a product like this?

…………………………………………………………………

17. Would you use this product inside your house?


Yes

No

Thank you very much for your participation. We appreciate your cooperation.

Have a nice day!




Appendix 3: SPSS results from questionnaire 

Table I, II and III are about the prices of our product.

	Statistics

	How often use and how much money

	N
	Valid
	30

	
	Missing
	12

	Mean
	3,6667

	Mode
	5,00

	Std. Deviation
	2,91646

	Minimum
	,00

	Maximum
	10,00


Table I: how often would you like to use this product, and how much money would you spent?

	How often use and how much money

	
	
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Valid
	,00
	6
	14,3
	20,0
	20,0

	
	1,00
	4
	9,5
	13,3
	33,3

	
	2,00
	1
	2,4
	3,3
	36,7

	
	3,00
	3
	7,1
	10,0
	46,7

	
	4,00
	1
	2,4
	3,3
	50,0

	
	5,00
	10
	23,8
	33,3
	83,3

	
	6,00
	1
	2,4
	3,3
	86,7

	
	7,00
	1
	2,4
	3,3
	90,0

	
	8,00
	1
	2,4
	3,3
	93,3

	
	10,00
	2
	4,8
	6,7
	100,0

	
	Total
	30
	71,4
	100,0
	

	Missing
	System
	12
	28,6
	
	

	Total
	42
	100,0
	
	


Table II: how often would you like to use this product, and how much money would you spent?
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Table III: how often would you like to use this product, and how much money would you spent?
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This Business Plan presents you our company PurCare and its product CleanComfort. PurCare is an up-and-coming sanitary company, which was formed on the idea of making its customers restroom experiences more enjoyable and comfortable. Today, sanitizing products are ubiquitous and popular. However, in the Dutch market there is no portable toilet seat sanitizer that people can carry around with them on their day-to-day activities. PurCare’s new product CleanComfort is a compact, easy to use product that is convenient for your everyday needs and fills in this void.
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� � HYPERLINK "http://www.2theloo.com/nl" ��www.2theloo.com/nl�


� � HYPERLINK "http://www.oosterbeekverpakkingen.nl/" �http://www.oosterbeekverpakkingen.nl/�


� � HYPERLINK "http://www.nedalco.nl/" �http://www.nedalco.nl/�


� � HYPERLINK "http://www.123sticker.nl/indexnl.html" �http://www.123sticker.nl/indexnl.html�


� http://www.nu.nl/algemeen/379360/nederlanders-op-camping-niet-ontspannen-naar-toilet.html


� The CBS is the Dutch Bureau of Statistics who is responsible for collecting and processing data in order to publish statistics to be used in practice, by policymakers and for scientific research (www.cbs.nl)


� http://www.cbs.nl/NR/rdonlyres/E7AA2ABB-9FC3-404E-AC36-83F5F227E1BD/0/2010g82pub.pdf


� � HYPERLINK "http://improbable.com/airchives/paperair/volume15/v15i6/trinkaus-15-6-sanitizer-preprint.pdf" \t "_blank" �http://improbable.com/airchives/paperair/volume15/v15i6/trinkaus-15-6-sanitizer-preprint.pdf�


�  � HYPERLINK "http://www.helium.com/items/2004821-what-is-world-toilet-day" \t "_blank" �http://www.helium.com/items/2004821-what-is-world-toilet-day�


� http://www.ou.edu/deptcomm/dodjcc/groups/99A2/theories.htm


� Explanation:�-Vials sold: We made an estimation of the number of vials we think we’re going to sell. The number grows over the years, because we think we can sell more vials over time.  �- Income from sales: This is an estimation of the income from sales, based on the sales price of €2,10 (excluding GVA). It is possible that this price will be higher or lower over time, but we can’t say anything about that yet. We might adjust the price based on the reaction of the customer on our product. �- Production costs: These are the production costs, based on the prices we pay now. This might be different over time, but we can’t say anything about that yet.�- Website: At the end of 2011, we want to invest in a more professional website, with IDEAL. From then on, we want to invest every year in a better website.�- Travel expenses: This amount will grow through the years, because we want to sell more of CleanComfort and therefore we predict that we will be travelling more to clients etc.�- Promotion: During the minor, we won’t invest money in promotion. But after the minor, we’ll invest €100,-. This is an estimated amount which will grow over the years.
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