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Synopsis: 
Terrapoints is an e-commerce startup brought about by the collaboration of government and private 
stakeholders to ensure three outcomes: 

a. Assign and monitor personal and commercial carbon credit caps and quotas 

b. Incentivise consumers to adopt socially responsible consumption habits 

c. Establish a platform to easily access the carbon trading market for both businesses and 

consumers 

 

This will be both a B2B and B2C venture. While both business and consumers are integral to this effort, in 

the launch phase we will concentrate on the B2C segment. 

 
Q1. Definition of context, competition & economic ecosystem (SLEPT framework) 

Climate change and global warming are becoming hot button topics for industry, government and the 

consumer. It has now been vastly recognized that industrial effort and consumer consumption carry with it 

a carbon footprint – our impact on the earth through the burning of fossil fuels, the release of 

hydrocarbons into the air and its subsequent contribution to global warming. Left unchecked, it will wreak 

havoc on the quality of life of future generations. 

Governments and policy makers across the world have proposed several ways to combat this looming 

crisis. One proposal that has gained traction in recent years is the concept of carbon credits and its 

trading through markets. 

A carbon credit is a credit for eliminating one ton of Carbon from the atmosphere. It creates a market 

incentive for reducing greenhouse emissions by placing a monetary value on the cost of air pollution. 

Carbon is now a business cost much like supplies or labor.  

By introducing carbon credit trading markets, governments can force companies to purchase credits for 

the emissions they produce, leaving them with two main choices; they can either continue paying out 

large sums of money to obtain carbon credits, or change & adapt by becoming more efficient and less 

harmful to the environment. 

Competitive companies will reduce their emissions by investing in greener technology as well as 

innovation, and as a result won’t need to purchase as many credits. Dirtier companies face the increased 

costs of paying for their higher emissions and gradually lose out due to their decline in competitiveness.  
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Essentially, companies who would otherwise be polluting, are forced to become more efficient (greener) 

in order to reduce their costs and remain competitive. In some instances, companies who create fewer 

emissions can even sell the credits they don’t use to further fund innovation and acquire even more green 

technology. 

What about consumers? The bottom line is that we have very little incentive to change our habits, and 

conservation and social awareness campaigns require voluntary compliance. While businesses continue 

to emit GHG (greenhouse gas) emissions, it is our demand for cheap products that accelerates global 

warming through industrialization. 

Governments in the western world will soon put into effect a per capita quota for GHG emissions, or an 

allowable carbon footprint. This quota will be accorded to the consumer at the start of every financial year 

and will be depleted through consumption habits such as buying gas at the pump, hydro, heating for the 

house etc, and can be replenished through environment-friendly habits such as buying a bike, buying 

CFL or LED lights, taking public transit, and through a plethora of other responsible choices. 

These points, called Terrapoints, are the incentivisation of social responsibility and are at the heart of our 

e-commerce start-up. It will become the Airmiles of responsible consumption. 

Our e-commerce startup is a government-backed project that mandates compliance within 
assigned personal and commercial carbon quotas, while involving the private sector in the 
incentivisation and loyalty aspects of the program. 

 
Q.2 Development of Mission and Purpose 
We believe that consumers and industry, while wanting to do the responsible thing, often fail to do so 

because of the implied costs.  An economic incentive to change behavior will go a long way in effecting 

conservation and minimizing the externalities of both manufacturing and mindless consumption. 

 

Stated Mission: 
Terrapoints mission is to incentivize positive action on environmental change for consumers and business 

from the accumulation, redemption and trading of points (or credits) through a seamless technological 

platform. 

 

We will do this through: 

a. Aligning ourselves with government initiatives and becoming the de-facto administrator of the 

personal carbon credit quotas, 
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b. Providing a conduit for consumers and businesses to access carbon markets and Climate 

Exchanges 

c. Providing a marketplace for businesses to offer their products/services as awards. 

 

Our purpose: 

a. Ensure that consumers have an incentive to be environmentally responsible through 

accumulating and redeeming points for awards. 

b. Provide a platform for consumers and businesses to trade their carbon credit quotas 

c. Allow consumers and businesses an opportunity to purchase credits to offset their consumption 

d. Allow companies to showcase products that are environment-friendly. 

 
 

Q.3 Core objectives and strategy 
Terrapoints’ core objective is to become the de-facto gatekeeper of legislated carbon quota programs as 

well as the primary loyalty program for responsible consumption. 

Our strategy to achieve this includes : 

• Ensure the smooth rollout and implementation of the government’s personal and business carbon 

quota programs 

• Explore technological platforms to ensure easy accounting of points – through card, mobile and 

internet technologies 

• Establish a transparent, easy to navigate online platform 3where 

- Offset credits can be purchased. traded, banked and/or redeemed 

- Track, administer and implement an incentive schedule for individuals and businesses to reduce 

their carbon footprint 

• Become the registrar of carbon offset projects – can take many forms: 

o Waste to Energy  

o Energy Efficiency  

o Waste Management and Avoided Landfill  

o Recycling  

o Water and Wastewater Efficiency  

o Forestry and Tree Planting Projects  

o Landfill Gas Electricity Generation  

o Renewable Energy Projects  

o Clean Energy Projects 

• Inform households and businesses with ways to reduce their carbon footprint 
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o Online tools and resources 

o Customized profiles 

o Offer cost-effective solutions to reducing CO2 emissions 

• Partner with select companies to ensure that there is a suitable spread of accumulation and 

redemption opportunities 

• Promote environmentally friendly products on website- partner with these manufacturers 

Q.4 Explanation of the selected revenue model and why it is suited for the mission within the 
context & economic mission 
 

 
 

From a business model perspective, Terrapoints is a marketplace/exchange intermediary.  

From a revenue model perspective, Terrapoints generates revenues in the following manner: 
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a. Administrator fee 
The administration of the government-mandated personal and business carbon quota system 

would necessitate a per head user fee to ensure effective oversight, payable by both federal and 

provincial governments. 

b. Supplier side earnings 
Supplier rewards are bought by Terrapoints at wholesale rates, therefore redemption of points for 

awards generates substantial profits.  

c. Partner side earnings 
Partners will ‘buy’ points from Terrapoints to offer to consumers as an incentive doing business 

with them (eg. Sobey’s or Loblaw).  

d. Commissions from marketplace trading 
There would be a fee to buy or sell points through the Terrapoints website. 

 

 

Q.5 Explanation of the operational plan 
 

The operational plan can be broken up into the Audit phase and the Commercial phase. 

 
Audit phase 

 
 

 

The Audit phase is all about the depletion and accumulation of Terrapoints. Here’s how it will work: 

1. The government assigns personal and business carbon quotas at the start of the calendar year, based 

on national targets. Terrapoints converts these quotas into points and assigns consumers a CHIP 

enabled card that banks these points. The use of this card on all retail purchases is mandated by law 
to enable effective monitoring of quotas. 
 

2. Consumers deplete their points at the point of purchase by ‘environment unfriendly’ consumption – the 

buying of fossil fuels for automobiles and household heating, hydro, highway tolls, products with high 
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plastic content, airplane travel, etc. They accumulate points by purchasing products deemed environment 

friendly - public transit passes, local produce at supermarkets, CFL and LED lights, bicycles. 

 

3. At any given point, consumers have a snapshot of their carbon footprint. Consumers that exceed their 

quotas will need to top up by buying credits (points) from consumers (or businesses) that have excess 

points. It is believed that efficient markets will be instrumental in establishing market prices for these 

points. Excess points at the end of the year can be sold by accessing carbon markets through the 

website, or banked to offset future consumption. 

 

Commercial phase 

 
 

1. Terrapoints purchases products and services at wholesale prices from suppliers to offer 

as awards to consumers. 

2. Suppliers offer these products and services as redemption rewards to consumers. 

3. Consumers accumulate points from partners deemed to provide environment friendly 

products 

4. Consumers can both buy and sell Terrapoints to offset their footprint, or to benefit from 

their habits 

5. Partners buy Terrapoints to offer tom customers. 

6. Additionally, businesses can use the Terrapoints platform to access carbon trading 

market to buy or sell their points, to benefit from or offset their manufacturing practices. 
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Monetizing Terrapoints 

It is important to understand the real monetary value of Terrapoints, in order to appreciate the effect of 

buying, selling or redeeming Terrapoints. The value below is a floating rate and is pegged to the value of  

a carbon credit in international markets 

Current value of a carbon offset credit CAD$17 (approx)

Number of Terrapoints required to purchase one carbon credit 100 

Therefore, monetary value of each Terrapoint $0.17 

 
Understanding the monetary value above will help readers gauge the value of Terrapoints accumulated 

through the loyalty program. Typically, loyalty programs grant between 1% and 2% of the transaction 

value as points. 

For eg: 

If Cindy purchases a bicycle from Canadian Tire, we can assume that she will receive Terrapoints through 

the following equation: 

 

Terrapoints earned = (Value of bicycle X 1%) 

    $0.17 

 
Q.6 Definition of the proposition and Unique Selling Proposition 
Terrapoints helps consumers and business fulfill mandatory carbon quota programs, as well as 

incentivize responsible consumption through a seamless, secure and convenient e-commerce 
platform. 

What will trigger purchase? 

Since a majority of Terrapoints’ mandate is compliance driven, buy-in for the Audit phase is a given. On 

the loyalty side, though, Terrapoints is the only program that offers rewards for environment-friendly 

habits.  
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Other benefits that will trigger purchase include: 

• Real time access to Climate Exchange markets through personal and business accounts 

• The Terrapoints eAdvisor who will guide you through the entire process of buying and selling 

points, as well help you redeem awards. 

• Analysis of your personal or business carbon footprint using information the users provide about    

energy use, travel and commuting, as well as individual or personal consumptions. Terrapoints 

will generate reports that help you find ways to reduce your carbon footprint. 

 

Q.7 Revenue Potential 
Terrapoints is an amalgam of a mandated, compliance driven government initiative as well as a 

consumer-focused loyalty program. To look at this opportunity financially, we need to break down the 

various streams of revenue. 

 

Loyalty program revenue potential: 
Our loyalty program revenue is based on the use of a co-branded credit card at several partner 

organisations. While active loyalty program memberships number over 115 million in Canada, it is 

dominated by large national multi-merchant coalition and partner airline programs -- the AIR MILES Reward 

Program and Aeroplan. The loyalty census reveals that AIR MILES has more than 9.5 million active collectors. 

Aeroplan has 4 million active members. Conservatively, our member acquisition targets are: 

 

2011 2012 2013 2014 2015 

200,000 260,000 338,800 439,400 527,280 

We have pegged our acquisition targets at 5% of Aeroplan’s base for the first year, growing at 30% for 

the following three years, and 20% over the fifth year as the program attains maturity. Using Aeroplan’s 

average revenue per active member formula ($701.4 million divided by 4 million members [or $175 per 

member], figures circa 2005), we have calculated revenues through the loyalty program as number of 

active members per year multiplied by 50% of Aeroplan’s average revenue/member – taking into 

consideration our smaller partner and supplier base. 

2011 2012 2013 2014 2015 

200,000 260,000 338,800 439,400 527,280 

 $   17,500,000   $   22,750,000   $   29,645,000  $   38,447,500  $     46,137,000  
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Revenue through administrator fees 
 
The government mandated carbon quota program will incur a cost to administer, which is a source of revenue 

for Terrapoints. While we have referred to personal carbon quotas, for the purposes of revenue calculation, the 

unit of reference shall be a household rather than an individual. Since the startup costs for registering all 

households will be higher at the outset, a fee of $200 is proposed per household, followed by a $100 fee in 

subsequent years. 

  2011 2012 2013 2014 2015 
No of households 12,437,500 12,437,500 12,437,500 12,437,500 12,437,500 

User fee $200 $100 $100 $100 $100 

Revenue $2,487,500,000 $1,243,750,000 $1,243,750,000 $1,243,750,000 $1,243,750,000
 
  

Revenue through carbon credit trading 
It has been estimated that in 2008 there were transactions worth over CAD$460 million transactions in 

the voluntary carbon market alone (David Suzuki). Once carbon quotas are firmly in place, this volume is 

expected to rise drastically as both consumers and businesses buy and sell carbon credits. The table 

below outlines the growing market, the prices for offsets, the size of the market, market share for 

Terrapoints and revenue expected. 

 

  2011 2012 2013 2014 2015 
Canadian Carbon 
Offset market (in 

million tons) 
40 40 45 51 52 

Price per ton 25 25 30 30 40 
Value of 

transactions 
    

$1,00,00,00,000 
  

$1,00,00,00,000 
 

$1,35,00,00,000 
 

$1,53,00,00,000 
   

$2,08,00,00,000 
% market share 
for Terrapoints 5 5 5 5 5 

Revenue at 1% of 
transaction value 

             
$500,000            $500,000           $675,000           $765,000           

$1,040,000  
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Prices for carbon offsets 
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Q.8 Marketing Plan 
Our marketing plan includes the following: 

• Partner with key financial organizations (banks) to offer co-branded credit cards 

• Create partnerships with leading retail organizations with strong brand recognition and who offer 

environmentally friendly goods and/or services. Loblaw is a prime example of a grocery chain that 

espouses a ‘green agenda’. Shell has put considerable resources towards developing alternate fuel 

sources. Lowe, Home Depot or Canadian Tire are other examples of chains with large reach who 

could be potential partners.  

• Canvass sought-after suppliers to provide services and products that can be redeemed as awards. 

Examples include airline alliances like Sky Team or One World (since Star Alliance is already with 

Aeroplan), hotel chains like Marriott, Hyatt and Holiday Inn. 

• Have an outreach program to retailers so that they can explain knowledgeably explainthe Terrapoints 

program to customers. 

 

Advertising & Promotions 

• Educational mass media campaign to disseminate the concept of personal carbon quotas and the 

compliance agenda 

• Brand campaign to  generate interest in the loyalty side of Terrapoints – ‘imagine the possibilities’ 

• Key spokesperson a la David Suzuki to spearhead the campaign 

• Ensure convinced space (PR) through consumer interest stories 

• Tie-up with government channels to disseminate the message – ie,flyers with tax refund cheques, 

GST credits etc. 

• Tie-up with utilities like Toronto Hydro and Enbridge to educate the masses on the implication of the 

carbon quota, and how to stay within it. 

Online/E-Marketing Plan: 

• Search engine marketing 

• Search engine optimization – link building 

• Paid search marketing 
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Online Public Relations: 

• Communicate with journalists online through e-mail and third –party sites 

• Create blogs and podcasts 

• Create a buzz- online viral marketing 
o Pass along e-mails 
o Prompted e-mail a friend 
o Incentivised 
o Media mentions 

• Interactive ad targeting- on a particular site, to a registered user 

• Display ads/banners 
 

People variable: 

• E-mail notification of points accumulated 

• Frequently Asked Questions 

• Virtual Assistants 

• Additional resources and links to partner sites 
 

Q.9 Implementation plan 
1. The first step in our implementation plan is Choosing the right business partner that can help us 

implement and maintain “Terrapoints” technology solutions. 

We have decided to use an On-demand Driven E-commerce Platform offered by Volution which 

includes: 

• Full control over business processes such as merchandising and marketing 

• Continuous innovation to meet our changing business needs 

• Full-featured ecommerce platform optimized for driving revenue 

• Consistent update of traffic, security and reliability 

 

2. The second step is Development of web-based content. Terrapoints business manager will have a 

close collaboration with the Volution web developer when choosing:  

• List of products and services 

• Marketing 

• Support 

• Website administration 
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• Website design 

• Methods of payment 

• Security 

• Hosting 

• Live Update 

 

3. Terrapoints will perform several types of Testing in the third stage of implementation including:  

• Feasibility testing- tests a new approach making sure it’s acceptable in terms of user experience 

• Component tests- checks individual modules have the correct functionality 

• Performance and capacity testing-tests the speed of the system 

• Usability testing-checks that the system is easy to use 

• Content testing-checks the content acceptability 

 

4. The last step of the implementation plan is the Content management and maintenance. Terrapoints 

business manager will have full control over content, promotions, pricing search and personalization 

management tools. He would also have the capability to upgrade customization to site functionality and 

customer experience.  

Key Assumptions for Terrapoints 

• Partnership has taken place between Terrapoints and the Canadian government 

• Mandated as the loyalty program of choice for the accumulation/redemption and trading of carbon 

offset points 

• It has become mandatory for all Canadian citizens to receive and use their “Terrapoints” card 

• Technical platform has been developed and integrated in all Canadian retail and financial outlets 

• Carbon Offset Quotas have been set and communicated to all Canadian individuals and 

businesses  

• Businesses and individual households who don’t register and use their cards will be penalized 

and charged  
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Sources: 

Loyalty program market – study by Colloquoy 

Aeroplan Loyalty Program revenues - http://www.cbc.ca/news/background/loyalty-programs/ 


