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Innovative Concepts to Business

The initial concept Rig-Assist is a new tool that 
improves workflow for people working on heights 
(mainly tree surgeons). The tool can be mounted 
on the end of any rope (for example a climbing 
line). When lowering objects (such as branches) to 
the ground the tool can be used to fasten the 
object(s) and disconnect them again from a 
distance after lowering.

Normally traditional knots or carabiners are used 
to fasten objects to ropes. Therefore there needs 
to be a second person to untie them on the 
ground. With the tool described above the climber 
can unlock and retrieve faster and independently. 
The tool is completely mechanical, using the 
tension in the rope to operate, therefore it can be 
a reliable solution. Still, safety is a very big issue in 
this line of work.

This concept seemed a bit lean to base a business 
case on. The market is quite small, and the product 
will not be used by all of them. Therefore we 
expanded the concept using the important 
characteristics of the small but active community.

The brand name BrotherWood was introduced and 
we worked out the concept of a platform for 
community based development. A platform where 
every arborist can share ideas and build new tools 
together.

To kick-start this platform we decided there needed 
to be a simpler product to bring in the first money 
and make the BrotherWood name known among the 
community. This product became the Snapto+, a 
simple improvement and add-on to chainsaws, which 

solves one of the common irritations arborists have. 
Hooking their chainsaw to their climbing belt with 
one hand can be frustrating with the existing 
products. The new Snapto+ hook-up eye can be 
developed on the short term and provide budget for 
the development of the Rig-Assist.
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This report describes the process of a team of 5 
Industrial design master students during the 
module Innovative Concepts to Business, working 
together on the business case of tool design that 
was provided by one of the team members. 

The concept was initially a tool for the arborist 
market that used an innovative mechanism for a 
very specific purpose, lowering mid-size branches 
safely to the ground. Later this concept was 
expanded to a community based development 
platform in order to make the business case more 
viable. To kick-start the platform, a product with 
less development time and costs was added. The 
combination of the two ‘start-up products’ and the 
platform provided for both short and long term 
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result. The final case suits specifically small 
communities within niche markets and can be 
transferred to other markets.
 
During the first week of the module the focus was 
on the value proposition and position in the 
existing market. The second week was spent 
working more extensively on the business side and 
improving the presentation.
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Brotherwood focuses on a niche market, the 
arborist market will function as a so-called 
“beachhead” market, or in other words: once we 
have successfully developed the platform, 
expertise and relationships to co-develop within a 
tight community, it is possible to translate this 
expertise into other niche markets, or tight 
communities.

In the Netherlands there are estimated 1000 
arborists, based on the number of certified 
arborists and non-certified arborists. Based on this 
estimation and the number of certified European 
tree workers, we estimate a number of 10.000 
arborists in Europe and 30.000 worldwide.

Market 
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The power of BrotherWood are tight bonds with 
the community as well as an exclusive focus on 
that community alone. We believe this is the best 
way to serve the actual needs of the target 
customer. Below we have mapped out our biggest 
competitors and judged them on those criteria 
(See figure 1).

Notable differences between competitors are that 
there are general climbing companies, without any 
focus on arborists. Then there are the companies 
that do have a range of products focussed on 
arborists, but do not involve them in the design 
process.Companies like DMM and Teufelberger 
show some more involvement with arborists 
through a partnership with Treemagineers, which 
is a company found and run by active arborists. 

As mentioned, Treemagineers is run by active 
arborists, as is Shizll, they do not involve any other 
arborists in the design process though.

And then there is Petzl, who has climbing gear for 
all kinds of markets, but Is quite involved with 
arborists through partnerships in climbing 
competitions, product customization possibilities 
(starting at an order of a few dozens) and they 
have tech centers to exchange knowledge with 
local professionals. BrotherWood is much like 
Petzl, although we will focus exclusively on 
arborists, intensifying the collaboration and 
getting  unique results. 
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We want to involve our target group in the 
development of new tools, specified to their 
needs. This requires an open approach. 
Brotherwood’s platform is a place where ideas and 
problems are gathered and where the first 
ideation and feedback loops of solutions take 
place.

Once an idea is more solid, it goes to the next 
phase; funding for prototyping. The costs for this 
phase are discussed and shared with those who 
are interested. The benefits for the individuals in 
the community to fund a prototype is that they are 
even closer involved in the process and can try the 
early prototypes. Another benefit would be a small 
discount on the final product.

Business Approach

After successful prototyping, production will only 
start if there is enough interest in the product. 
Therefore another crowd funding process will be 
introduced.

It is important to stress that this process differs for 
every project. Not all projects make it till the first 
prototype and not all prototypes get to the 
production phase.    
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Figure 2



The first weeks of the company are about building 
the platform. This is about investing personal 
hours in the company and these hours are not paid 
before the first crowd funding process. The 
income peeks (green) illustrate the income from 
crowd funding. The red line shows the costs for 
producing the products.

For each project we estimate the market volume 
and based on that we can define a minimum 
needed funding to cover the involved costs. As not 
every project will be produced, but does require 
hours and therefore costs, this will also be taken 
into account in the cost calculation. The numbers 
of these aspects are described in appendix (page 
on 20,21,22).

Cash flow

If we just let the cumulative balance grow, in five 
years this will be around €280.000. This is not 
desirable. We aim to have a buffer for i.e. 
re-investment and IP of around €150.000. Anything 
above this number will be paid as dividend to 
personnel and partners. 
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Below will be a comprehensive overview of the 
business model, using the business model canvas 
(see figure 2)

Customer segments
Brotherwood will be focussing on niche markets 
with tight communities, starting with the arborist 
market. once we have successfully developed the 
platform, expertise and relationships to 
co-develop within a tight community, we will be 
able to translate this expertise into other niche 
markets, or tight communities.

Value Propositions
Brotherwood offers a unique mix of 
own-developed products, like the Snapto+ and the 
rig-assist as well as offer community members an 
unique opportunity to develop the product ideas 

they have from everyday practice and working 
experience.

Customer relationships
Brotherwood aims to establish and maintain 
personal relationships with members of the 
community. This can be done by being visible and 
active in forums, being involved in climbing 
competitions and involving them in the design 
process. Transparency is important and a listening 
ear to the wishes of the community.

Channels
The channels are both retail stores and shipping 
through PostNL if the customer orders from our 
website. Co-designing will be a prominent feature of 
our website, but the arborist can also call, e-mail, fax, 
etc. 

Revenue streams
Revenue streams will be from product sales

Key resources
Our Key Resources are knowledge, about safety, 
legislation, e.g., so the right people.

Key activities
Brotherwood’s key activities is gaining visibility, trust 
and thus a personal bond with the community. After 
that it’s assisting members of the community in 
developing their ideas into actual products.

Key partners
Since the Unique Selling point of Brotherwood is 
co-designing with members of tight communities, 
our key partners are members of these communities.

Cost structure
The biggest costs will be productions costs and 
development costs, also taking into account that not 
every co-developing trajectory will end up with a new 
product on the market.
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The BrotherWood team consist of a Product 
developer / Community expert and an 
Entrepreneur / Product developer. Mechanical 
engineering knowledge is only needed during part 
of the development process, therefore a 
mechanical engineer is hired on a freelance basis 
for product specific assignments. Together with 
our partner Safety Green we have the know-how 
to create products out of ideas.

The supply chain overview shows how our partner 
Safety Green BV is involved in the development 
and distribution process. They will provide 
knowledge in exchange for involvement in a small 
part of the sales (estimated 10%). Please note that 
our module group actually contacted Safety 
Green, they provided information about CE 
certification/testing procedures and were 
interested in our concept.

Supply chain

We exchange feedback and insights with the 
community, both in the early stages of ideation as in 
the later stages of prototyping. The initial (unofficial) 
testing of the prototypes can be partly covered by 
experts and others interested provided by the 
arborist community. 
Several iterations can be made in this process, while 
receiving continuous feedback from other 
community members via the online platform/forum.

After successful prototyping process we send the 
final design to a factory that will produce the first 
batch of products for us. 5 pieces are needed for 
testing, to comply with CE regulations. If the 
products meet the needed standards, we can get 
them certified.

The certified products are mainly distributed 
through our online platform, and partly through 
our partner. BrotherWood will sell the first pieces 
on demand (the customers already paid for them in 
the crowd funding program.), after this stock sales 
are a possibility.
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Cost structure
The biggest costs will be productions costs and 
development costs, also taking into account that not 
every co-developing trajectory will end up with a new 
product on the market.



The BrotherWood team consist of a Product 
developer / Community expert and an 
Entrepreneur / Product developer. Mechanical 
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of the development process, therefore a 
mechanical engineer is hired on a freelance basis 
for product specific assignments. Together with 
our partner Safety Green we have the know-how 
to create products out of ideas.

The supply chain overview shows how our partner 
Safety Green BV is involved in the development 
and distribution process. They will provide 
knowledge in exchange for involvement in a small 
part of the sales (estimated 10%). Please note that 
our module group actually contacted Safety 
Green, they provided information about CE 
certification/testing procedures and were 
interested in our concept.

We exchange feedback and insights with the 
community, both in the early stages of ideation as in 
the later stages of prototyping. The initial (unofficial) 
testing of the prototypes can be partly covered by 
experts and others interested provided by the 
arborist community. 
Several iterations can be made in this process, while 
receiving continuous feedback from other 
community members via the online platform/forum.

After successful prototyping process we send the 
final design to a factory that will produce the first 
batch of products for us. 5 pieces are needed for 
testing, to comply with CE regulations. If the 
products meet the needed standards, we can get 
them certified.

The certified products are mainly distributed 
through our online platform, and partly through 
our partner. BrotherWood will sell the first pieces 
on demand (the customers already paid for them in 
the crowd funding program.), after this stock sales 
are a possibility.

Below will be a comprehensive overview of the 
business model, using the business model canvas 
(see figure 2)

Customer segments
Brotherwood will be focussing on niche markets 
with tight communities, starting with the arborist 
market. once we have successfully developed the 
platform, expertise and relationships to 
co-develop within a tight community, we will be 
able to translate this expertise into other niche 
markets, or tight communities.

Value Propositions
Brotherwood offers a unique mix of 
own-developed products, like the Snapto+ and the 
rig-assist as well as offer community members an 
unique opportunity to develop the product ideas 

they have from everyday practice and working 
experience.

Customer relationships
Brotherwood aims to establish and maintain 
personal relationships with members of the 
community. This can be done by being visible and 
active in forums, being involved in climbing 
competitions and involving them in the design 
process. Transparency is important and a listening 
ear to the wishes of the community.

Channels
The channels are both retail stores and shipping 
through PostNL if the customer orders from our 
website. Co-designing will be a prominent feature of 
our website, but the arborist can also call, e-mail, fax, 
etc. 

Revenue streams
Revenue streams will be from product sales

Key resources
Our Key Resources are knowledge, about safety, 
legislation, e.g., so the right people.

Key activities
Brotherwood’s key activities is gaining visibility, trust 
and thus a personal bond with the community. After 
that it’s assisting members of the community in 
developing their ideas into actual products.

Key partners
Since the Unique Selling point of Brotherwood is 
co-designing with members of tight communities, 
our key partners are members of these communities.

Cost structure
The biggest costs will be productions costs and 
development costs, also taking into account that not 
every co-developing trajectory will end up with a new 
product on the market.
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development costs, also taking into account that not 
every co-developing trajectory will end up with a new 
product on the market.
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Brotherwood offers a unique mix of 
own-developed products, like the Snapto+ and the 
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process. Transparency is important and a listening 
ear to the wishes of the community.
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through PostNL if the customer orders from our 
website. Co-designing will be a prominent feature of 
our website, but the arborist can also call, e-mail, fax, 
etc. 

Revenue streams
Revenue streams will be from product sales
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Our Key Resources are knowledge, about safety, 
legislation, e.g., so the right people.

Key activities
Brotherwood’s key activities is gaining visibility, trust 
and thus a personal bond with the community. After 
that it’s assisting members of the community in 
developing their ideas into actual products.

Key partners
Since the Unique Selling point of Brotherwood is 
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Cost structure
The biggest costs will be productions costs and 
development costs, also taking into account that not 
every co-developing trajectory will end up with a new 
product on the market.

Figure 6: The Business Model Canvas
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Below will be a comprehensive overview of the 
business model, using the business model canvas 
(see figure 2)

Customer segments
Brotherwood will be focussing on niche markets 
with tight communities, starting with the arborist 
market. once we have successfully developed the 
platform, expertise and relationships to 
co-develop within a tight community, we will be 
able to translate this expertise into other niche 
markets, or tight communities.

Value Propositions
Brotherwood offers a unique mix of 
own-developed products, like the Snapto+ and the 
rig-assist as well as offer community members an 
unique opportunity to develop the product ideas 

they have from everyday practice and working 
experience.

Customer relationships
Brotherwood aims to establish and maintain 
personal relationships with members of the 
community. This can be done by being visible and 
active in forums, being involved in climbing 
competitions and involving them in the design 
process. Transparency is important and a listening 
ear to the wishes of the community.

Channels
The channels are both retail stores and shipping 
through PostNL if the customer orders from our 
website. Co-designing will be a prominent feature of 
our website, but the arborist can also call, e-mail, fax, 
etc. 

Revenue streams
Revenue streams will be from product sales

Key resources
Our Key Resources are knowledge, about safety, 
legislation, e.g., so the right people.

Key activities
Brotherwood’s key activities is gaining visibility, trust 
and thus a personal bond with the community. After 
that it’s assisting members of the community in 
developing their ideas into actual products.

Key partners
Since the Unique Selling point of Brotherwood is 
co-designing with members of tight communities, 
our key partners are members of these communities.

Doing this module has resulted in a better 
understanding of all the practical issues when 
pitching and making a business plan. Especially 
having a product in a niche market forced us to 
think about alternative ways of creating value and 
how to sustain it. This resulted in our co-creation 
platform which can be duplicated into other niche 
markets.

We also gained a lot of awareness of the different 
aspects that we should think about when going 
into business, like Intellectual Property, the 
financials, etc.

Conclusion
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Cost structure
The biggest costs will be productions costs and 
development costs, also taking into account that not 
every co-developing trajectory will end up with a new 
product on the market.
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community. This can be done by being visible and 
active in forums, being involved in climbing 
competitions and involving them in the design 
process. Transparency is important and a listening 
ear to the wishes of the community.
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The channels are both retail stores and shipping 
through PostNL if the customer orders from our 
website. Co-designing will be a prominent feature of 
our website, but the arborist can also call, e-mail, fax, 
etc. 

Revenue streams
Revenue streams will be from product sales
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Our Key Resources are knowledge, about safety, 
legislation, e.g., so the right people.
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and thus a personal bond with the community. After 
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Cost structure
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development costs, also taking into account that not 
every co-developing trajectory will end up with a new 
product on the market.

During the module we created more and more 
content. Though, the presentation time remained 
the same, so we were challenged to really focus on 
the key elements of the story. This was quite a 
challenge for us as we did not have a “traditional 
business approach”. 

We soon discovered that our approach was not 
only a creative approach business wise, but also 
needed quite some effort to get the story 
understandable for the audience. On the other 
hand, however, it was a quite uncommon subject 
which had to be tackled and understood by the 
audience first before even talking about the 
business. 

We started the module with the Rig-Assist. 
However, soon we discovered that this concept 

alone would not be enough to build a business case. 
Therefore we decided to broaden the concept to a 
platform for arborists to build and share new tools. 
After a while we noticed that this same platform 
could be applied to different communities and 
therefore we can say that it was a good decision. 
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Below will be a comprehensive overview of the 
business model, using the business model canvas 
(see figure 2)

Customer segments
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own-developed products, like the Snapto+ and the 
rig-assist as well as offer community members an 
unique opportunity to develop the product ideas 

they have from everyday practice and working 
experience.
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Brotherwood aims to establish and maintain 
personal relationships with members of the 
community. This can be done by being visible and 
active in forums, being involved in climbing 
competitions and involving them in the design 
process. Transparency is important and a listening 
ear to the wishes of the community.

Channels
The channels are both retail stores and shipping 
through PostNL if the customer orders from our 
website. Co-designing will be a prominent feature of 
our website, but the arborist can also call, e-mail, fax, 
etc. 

Revenue streams
Revenue streams will be from product sales

Key resources
Our Key Resources are knowledge, about safety, 
legislation, e.g., so the right people.

Key activities
Brotherwood’s key activities is gaining visibility, trust 
and thus a personal bond with the community. After 
that it’s assisting members of the community in 
developing their ideas into actual products.

Key partners
Since the Unique Selling point of Brotherwood is 
co-designing with members of tight communities, 
our key partners are members of these communities.

Cost structure
The biggest costs will be productions costs and 
development costs, also taking into account that not 
every co-developing trajectory will end up with a new 
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Value Proposition Canvas

By:  Alexander Osterwalder

Product (Rig-Assist) User (Arborists)

Products and
services
- Customizable
  Rigg-Assist
- New community- 
  driven tools

Gain Creators
- Modulary combined
  equipment
- Automatic un-hooking

Pain Releivers
- More independence

Pains
- Loss of focus

Gains
- Less equipment weight
- Less time
- More safety

Customer Jobs
- Climbing trees
- Sawing branches
- Lower branches
  gently
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Think &
Feel

SeeHear

Say 
& Do

contribute to online forum maintain and adapt personal gear

‘this could be better’

discuss experiences tool dealer

‘I will invest in new 
gear if it makes you work 
faster’ (by boss)

colleagues using new gear 
at jobs or competitions

Pain

- Safety concerns
- high costs
- competition
- bad weather
- injuries
- damage to prop -
erty of client
- limited daylight

Gain

- Good income
- adventure
- fysical exercise
- tight community
- respect from 
clients
- feeling of respon -
sibility
- close to nature

small flaws in 
gear causing big 

irritations or delay

Arborists
Mostly male

Good income

tough work in a natural 
environment

high activity on social media

Often freelance environ -
ment, sometimes within 

larger companies

safety, safety, safety
we are the expert

wanting to be the best climber

thinking about new 
tools/solutions

delays or breaking tools frus -
trate them

weight is a burden

hear about other climbers having 
successes or accidents with cer -
tain tools.

‘I got this new thing,
it is great’
‘want to try it?’

knowledge via 
repeating courses
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Dresscode

Market definition 
Arborists

Category entry 
conditions 
Safety
Weight

Future DressCode

Rig-assist
w

w
w.

b2
9.

nl
 S

tra
te

gy
: M

ar
k 

H
oe

ve
na

ar
s

Core proposition 
 Customizable equipment for 

the arborist who wants his 
gear to adjust to his needs. 

Proof 
(This is a difficult part since we are 
not yet on the market, no heritage)

Internal 

values 

What is my

Brand Experience?

Externalvalues 
What does 

the brand tell 

others about me?

Brand personality 
How would the brand talk and behave?

Masculine

young

Open Adventurous

Company founder is
an arborist himself and 
thus knows the community

tools adjustable 
to personal 
needs

Mechanical 
solutions

Efficiency

Community

He takes his job seriously

He is  willing to help others/not a selfish person

He is involved and aware of 
his surroundings

Adventure

Desired response of 
the target group 
(positioning) 

Now

Providing ideas 
to the community 
ourselves

Important 
shifts Future

Developing ideas 
derived from the 
community

Profile of the 
target group 

Value & Distribution
Position 
Small scale production  (per piece) 
Online orders 

Max is 32 years old. He has a 
company in arboriculture and is 
always trying to improve the 
efficiency of his work. In his free 
time he likes to go to climbing 
competitions and to try out new 
things within the climbing 
community. 

“This service helped me to create 
my own tool, adjusted to my 
personal needs”. 

“It is nice to have a company that 
can think along in improving the 
work of individuals as well as 
providing the opportunity to share 
it with others”. 

25


