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Executive Summary 
Vetiver grass is a tropical grass which has medicinal effects, prevents soil erosion, purifies contaminated 
areas and used for crafts. The ni-Vanuatu people experienced environmental degradation since cyclone 
Pam hit in March 2015. We plan to market vetiver grass on Tanna, the worst affected island, in Vanuatu. 
We want to create a vetiver grass nursery on Tanna and implement a community planting scheme. We will 
initiate a collective buying scheme for villages through negotiations with Nikoletan Council of Chiefs. Also 
we will sell vetiver grass on an individual and wholesale basis. This target market will be plantation or 
landowners, traditionally owned by family co-operatives headed by a male patriarch aged 30+. With 
support from New Zealand Trade and Enterprise (NZTE) and we will find initial crowdfunding and angel 
investors. Our minimum sales price is 3.5 with a mark-up of 30-60% amassing to an annual output of 1000-
3500 plants. We will be profitable within five years with a total profit of $5716NZD. After this phase we can 
export vetiver to other Vanuatu islands. 

Concept 
Topic Challenge: Ni-Vanuatu are a vulnerable group in society 
because they face many tropical cyclones that threaten their 
livelihood. Cyclone Pam devastated their country and has to 
rely on foreign aid to supply ni-Vanuatu with drinking water, 
food and shelter. Vetiver will help to control damage made by 
cyclones as well as offering a potential resource to capitalise 
on. Our goal is to help Tanna islanders because their 
remoteness makes them vulnerable to natural disasters. 
 
Self-sustaining: Our project will be run by a New Zealand 
business but will operate in Vanuatu. With help from the NZTE 
we can sell the vetiver grass and systems to the Vanuatu 
government and the Nikoletan Council of Chiefs. Our vetiver 
scheme will be initially be funded by angel investment and crowd funding. This capital will be used to lease 
the land in order to create the nursery and rudimentary vetiver systems. After we have structured a deal 
with local groups we can expect steady adaptation rates. We will sell vetiver to business and plantation 
owners at wholesale price as they will need more vetiver to protect their crops. We hope pay back our 
initial investors at year 4. After this period we hope to generate enough revenue to expand operations to 
other Vanuatu islands. We aim to be the sole supplier for vetiver grass in Vanuatu as there is a supplier gap 
in the market. Vetiver grass is grown in Vanuatu but is not widely available. We also plan to use our own 
vetiver grass to produce mulch and briquettes that we can sell to our customers. This way we can support 
our customers after planting as well as offering another revenue steam. 

Innovation: Vetiver is a multi-use plant. It can be used to filter heavy metals and chemicals out of 
contaminated areas. It can be directly planted into infertile land, contaminated land or bare sloppy areas. 
Additional soil amendments like fertilizers can boost the growth. To apply on contaminated fresh water 
sources we can create a pontoon using either bamboos and recycled plastic bottles or other high buoyancy 
materials. The use and amount of Vetiver used depends on project site. Most of the known applications of 
the Vetiver System could be applied by communities using community labour, hence indirectly creating job 
opportunities for local peoples and increase their living earning income. The vetiver systems is feasible and 
does work in other countries. 
  

Left: Vetiver pontoon from the underside. Centre: Pontoon filtering fresh water Right: Vetiver stabilising a farm slope.  

Above: A map of Tanna Island, Vanuatu. Our 
market and home to our vulnerable group. 



Vanuatu can use a vetiver system to improve agriculture. It will 
protect against soil erosion, rehabilitate wasted land, increase 
crop yields, improve ground water supplies and the quality of 
water, shelter basic infrastructure, and treat domestic or animal 
sewage. The Vetiver System will reduce soil loss from farm land 
by as much as 90% and will reduce rainfall runoff by as much as 
70%, thus significantly increasing the effective rainfall available to 
crops. As the grass matures the roots stabilise the ground.  
Groundwater is recharged to the extent that ephemeral streams 
flow longer and stronger, wetlands are rejuvenated, wild life 
habitat is improved and soil fertility improves - resulting in 
increased crop yields that have been measured as much as 40%.  
 
Feasibility: In El Salvador vetiver provided damage protection 
from Hurricane Mitch in 1998; In Madagascar vetiver was used 
against annual cyclone damage that previously shut down 
railways annually for months on end; the protection of sea dikes 
in Vietnam against the worst typhoons in 50 years; and the 
stabilization of highways in China, Malaysia, and Vietnam against 
slippage due to tropical rainfall events. 
 
The Vetiver system will provide the community a long term 
protection of its assets as it provide forage, thatch, mulch, 
protection against insects, rudimentary medicines, materials for 

handicrafts and many other benefits. Traditionally ni-Vanuatu use grass to weave mats and bags, Tanna 
islanders can use this grass to create goods which can encourage trade in the cash economy. The 
handicrafts can be made by both of the collected Vetiver roots and foliage into shoes, hats, belts and many 
more after the initial harvesting process. Vetiver can be use as for rural and urban landscaping including 
beautification, traffic dividers, demarcation of walkways. 
 
Market 
Market Analysis: Our market is Vanuatu. We plan to penetrate market with Tanna island first then expand 
operations to other islands. Vanuatu is mainly a subsistence economy with most ni-Vanuatu working in 
agriculture. We chose to market vetiver to the plantation and land owners as they will want to protect their 
crops from cyclones.  This means collaborating with Nikoletan Council of Chiefs to gain access to this 
market as we need local support and trust to roll 
out our system.  

Target Market: Our target market is Tanna 
Islander males aged 30+. We plan to collaborate 
with local chiefs and important figures in society 
who are usually in this target market. The chiefs 
also have access to community funds and can rally 
up funding for community projects. Some villages 
may traditionally pay tithes to this group therefore 
they are in a better position to negotiate bulk 
buying.  In addition we are specifically marketing 
to land or plantation owners also from this 
demographic. They will have the direct benefits of 
the vetiver systems and grasses. Usually these 
men will have higher disposable incomes than other 
ni-Vanuatu. As this target market is usually based in 
the higher classes of society they will help bring about adaption in their areas and their social standing may 
encourage others to buy their own vetiver systems or plants. 

Above: Our target market. Tanna island males 30+ with chieftain 
status or land rights. 



Product: The product is phytoremediation modified Vetiver grass seedlings. The product will include 
customer service and a training program on the uses and planting of Vetiver grass. The product will be 
produced in Vanuatu to reduce shipping costs and saplings will be transported directly to the planting site. 
Packing will include wet muslin to keep the saplings moist and muslin is reusable thus will not have a 
negative environmental impact like plastic. 
 
In addition to selling the grass we have thoughts of an alternative revenue source. We can turn vetiver 
grass into briquettes by pressing them. This is a fuel source that Tanna Islanders can use instead of coal or 
wood. Another product would be to trim some of our grasses and use it for mulch production. This is an 
easy way to gain more revenue as it is low cost, requires little resources and would only need minimal 
labour. With mulch and briquettes we can keep in contact with our customers and offer a complementary 
product to vetiver. These options are low cost for our business but can help gather repeat business. 
 
Price: Saplings usually sell for $1USD which is $1.36 NZD. As we are the only suppliers of vetiver we are 
setting the price over $3NZD per plant to cover our start-up costs. The pontoons would be sold at $200 for 
the government then 50% more for commercial use and 60% more for individual use, this is $300 and $320 
respectively. Bulk buying of 20, 50, 100 saplings will be sold at a 30% mark-up at $78, $195, $390 
respectively for the government. For businesses and plantations the same bulk buying scheme will occur 
but at a 50% mark-up of $90, $225, $450. If individuals want to buy vetiver plants they will pay a 60% mark-
up of $6.4 per plant. Briquettes will sell for $5 per kilogram and mulch will sell for $1 per kilogram. 
 
Place: Manufacturing will occur in Tanna Island, therefore it will be cost effective to sell to local 
communities this eliminates shipping costs. Trucks or utes will be vital in transporting vetiver as dirt roads 
and forest trekking is common. We will also need laboratory support at Port Villa in order to test the soil 
quality and plant effectiveness in certain areas. 
 
Promotion: We will adopt a direct marketing approach, 
focusing on community leaders and government officials. 
This will involve directly contacting these officials and 
demonstrating the benefits and many applications of 
Vetiver grass. We must also attend community meetings in 
each village to demonstrate the vetiver system and to 
answer questions. When we are selling to commercial 
markets, we will adopt a PR approach, focusing on our 
generosity to Vanuatu. A social media campaign will be 
used when target business as well as a flyer drop to the 
plantations.  
 

Strengths Weaknesses 

• Vetiver is inexpensive to buy and grow. 
• Vetiver is easy to manage and does not 

spread by seed. Thus protecting local 
plants. 

• Innovative green technology of 
phytoremediation by planting vetiver to 
clean up contaminated/affected soil. 

• The vetiver planting scheme can provide 
locals with employment, teach them 
about agriculture and phytoremediation.  

• Limited business connections on Tanna. 
• Limited brand awareness and no market 

presence as it is a new system. 
• Locals may be dubious to use a new agricultural 

system. 
• Time consuming in the process of growing and 

testing the effectiveness (laboratory chemical 
analysis) plant species on contaminated sites. 

 

Above: Our target market at community functions. Part 
of our promotion strategy. 



Opportunities Threats 

• High need for Vetiver Grass in Vanuatu 
due to Cyclone Pam in March 2015, has 
many benefits for this target market. 

• Local support from Nikoletan Council of 
Chiefs will provide understanding of 
cultural issues in the Tanna Island. 

• It has proven to work in other countries so 
it is feasible and may mitigate perceived 
risk to investors/adaptors. 

• Working with the Vanuatu government 
may improve diplomatic ties and promote 
more New Zealand businesses to operate 
in Vanuatu. 

• The Vetiver Network International (VNI) is a well 
established non-profit organisation, could 
potentially be competition in our market. 

• The vulnerable group is financially suffering from 
Cyclone Pam, therefore profit will have to be 
sourced elsewhere. 

• Alternative soil radiation technique may overtake 
the role of phytoremedation in soil clean up. 

• Tanna islanders may not be willing to lease their 
land to foreigners. 
 

 
Making it Happen 
Organisational Structure: Vetiver systems in East Bali by a private sector NGO succeeded compared to the 
relative failure by government agencies in Western Java. Vetiver systems in Madagascar, Senegal, China 
and Australia produced by the private sector have far exceeded success of government schemes. 
Ultimately, we plan to operate as profitable business not a charity. This means we will adopt a centralised 
organisational structure. Top management will include a VSA agricultural scientist and the administrator. 
They will be accountable for three, then expanding to six, ground crew and gardeners. We will work with 
local communities and chiefs to figure out suitable planting areas. It is important to respect tabu land and 
water so we must work with ni-Vanuatu.  

Personnel: The scientist role is to collect data from soil and pick the best vetiver species for the area. They 
will be overseeing the vetiver systems production as well as looking after the nursery plant health. The 
administrator will be in charge of allocating staff tasks as well as being a point of contact for potential 
customers and community representatives. We hope to exclusively use local labour. This will lower staff 
wages but also as 80% of ni-Vanuatu work in the primary sector this will decrease training costs. With local 
staff we hope to improve adaption rates as there are no language barriers and ni-Vanuatu may more open 
to listening to their peers. The companies who adopt the system will have flow on effects as they can offer 
secure employment after cyclones. This enables a better financial and natural environment for the 
vulnerable citizens of Tanna to provide their basic needs. This will eventually ease off some pressure on the 
government aid whilst boosting the agricultural sector production.  

Training Scheme: As well as providing vetiver systems we want to grow our workforce by doubling the 
amount of gardeners. As systems are adopted we hope that word of mouth spreads about the benefits. The 
staff will provide our customers with information about vetiver grass and teach them how to care for their 
plants. Conversing with the customers and checking in with them after planting will offer staff a chance to 
sell mulch and briquettes. By engaging with the local community we can offer jobs to those who have 
successfully cultivated vetiver. By selecting enthusiastic planters we can teach them landscaping 
knowledge, how to test soil conditions, build the systems and create vetiver bi-products. As we expand our 
operations these staff members will be able to operate independently and continue to service Tanna. 
Hopefully their knowledge will pass down to future generations which can help mitigate cyclone damage 
for years to come. 

Environmental resistance: Vetiver is a tough, natural, non-invasive plant with a deep penetrating fibrous 
root structure that grows up to 5 metres deep in virtually any soil conditions with minimal care. The 
massive, fibrous Vetiver root system can penetrate up to 2 metres in the first growing. It is important that 
we choose the right planting areas as it is difficult to remove vetiver. It is also draught tolerant. Long term 



sustainability outweighs some of the negligible short term disadvantages such as being labour intensive, 
high weight per plant ratio, and may create environmental problem if muslin is not collected after field 
planting. After a few cyclone seasons, we can assess damage and suitability of existing vetiver plants. 
Hopefully ni-Vanuatu will be able to see the difference after the first planting season. After the first season  

 

Finance and Economics 
It is important that Vetiver for Vanuatu generates a profit by the end of year five. We plan to borrow a 
relatively small amount for Angel Investors, $40,000 for an investment over four years. We will offer them a 
50% increase, of $60,000 by the end of year four. The rest of the investment will come from crowd funding 
initiatives like StartSomeGood which is specifically aimed at social entrepreneurship. As a reward for 
investing in our project we will offer them vetiver bi-products such as bags, belts and mats made by local 
Tanna Islanders. Many features initiatives raise $15000-$35000 with one crowd funding campaign. Our 
expenses are based on costs of living figures for Port Villa and commercial land advertisements on Tanna 
Island. I have weighted these figures to suit a rural costs of living and a normal Vanuatu salary. 

 
Identification of Costs & Benefits 

 COSTS BENEFITS 
PRIMARY Tangible: Seeds, lease, nursery expenses, 

wages, marketing, laboratory fees, 
insurance, admin, utilities, transport. 
Intangible: Pressure to pay back investors, 
crop failure, employee benefits, remote 
Island harder to get supplies. 

Tangible: Vetiver grass systems, assets such 
as crop and briquette press. 
Intangible: Employee morale boost as 
they’re helping communities, depolluting 
local land and water ways. 

EXTERNAL Tangible: Install vetiver, labour, watering, 
mulch and fertiliser, hold community 
meetings. 
Intangible: May cause community rifts 
about adaption and payment, stress on 
community leaders, community time for 
consultations. 

Tangible: Vetiver grass systems, improved 
natural environment, raise value of 
community land, employment. 
Intangible: Feeling better protected from 
natural disasters, increased community 
engagement and relationships. 

 
Output 
 Year 1 Year 2 Year 3 Year 4 Year 5 

 P($) Q T ($) P($) Q T($) P($) Q T($) P($) Q T($) P($) Q T($) 

Pontoons 200 20 4000 200 40 8000 200 50 10000 200 60 1200 200 70 14000 



Vetiver 4.5 1000 4500 4.5 2000 9000 4.5 2500 11250 4.5 3000 13500 4.5 3500 15750 
Briquette 5 300 1500 5 600 3000 5 700 3500 5 800 4000 5 1000 5000 
Mulch 1 1000 1000 1 2000 2000 1 2500 2500 1 3000 3000 1 4000 4000 
 Total 
Income 

11000 22000 27250 21700 38750 

Vetiver sold at average price of $4.50 per unit.  Vetiver and pontoons sold per unit. Briquettes and mulch sold per 
kilogram. 
 
Simple Income Statement 

  Year 1  Year 2  Year 3  Year 4   Year 5  
Income & Capital 
      Revenue 

     

Sales of pontoons 4000 8000 10000 12000 14000 
Sales of vetiver grass 4500 9000 11250 13500 15750 
Sales of briquettes 1500 3000 3500 4000 5000 

Sales of vetiver mulch 1000 2000 2500 3000 4000 
     Capital Investment      
Angel Investment 40000     
Crowd Funding 20000 20000 10000   
    Total Revenue 71000 42000 37250 29250 38750 
Expenses     

Seeds (1000)     
Land lease (10yr) (52000)     
Nursery tools & press (2000) (500) (500) (500) (500) 
Wages (12220) (12220) (13108) (13996) (14440) 
Laboratory fees (500) (500) (500) (500) (500) 
Marketing (500) (750) (500)   
Insurance (1000) (1000) (1500) (1500) (1500) 
Investor repayment  (20000) (20000) (20000)  
Administration (1500) (600) (600) (800) (800) 
Utilities & Transport (2500) (2500) (3000) (3000) (3500) 
     Total Expenses (73220) (38070) (39708) (40296) (21240) 
Yearly Profit (2220) 3930 (2458) (11046) 17510 

Total profit (2220) 1710 (748) (11794) 5716 
 

   

Above: Example of vetiver nursery.  
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