




 
Abstract: 

HermitCrab Housing is a website that allows international students to find housing and 

roommates at U.S. colleges based on preferences such as language, country, and compatibility. This 

business will create and manage a website for incoming international students to the United States for 

information on universities, living in the US, and connections to the community. HermitCrab will 

expand each year to new universities to increase the total available market. In addition, the company 

will add revenue sources by providing additional services for a premium price.  While still in their 

home country, prospective international students have trouble finding housing near their new university 

and finding a compatible roommate. There are currently 765,000 international students living in the 

United States right now. Each year, 215,000 new students will come from around the world to begin a 

program in an American university. These students all have similar housing problems that could use 

additional, accurate, and easy-to-read housing information to help them make the most informed 

decision. We provide unbiased housing information with relevant reviews written by other international 

students. We also satisfy the needs of international students when looking for roommates through a 

detailed questionnaire and roommate ranking system. 

  

  

 	
  

HermitCrab Housing 
Good Housing, Good Roommate, Good Life 

 



Roles and Responsibilities 

Navid Fallahi: I was the Team Manager of our group. In this position I organized tasks 

and assignments, made sure all group members stayed on task, and served as one of the 

main presenters of our business.  

 

Nadine Budiman: Nadine was the Marketing Manager of our team. In this role, she was 

in charge of marketing our venture, surveying students for validation, and taking care of 

assignments relating to marketing and sales. 

 

Westin Smith: Westin was our team’s Operations Manager. As a Computer Science 

major at the U of A, he was in charge of the technical aspects of creating the HermitCrab 

Housing website and created our prototype.  

 

Wesley Warshawer: Wesley was the Financial Manager of our group. He was in charge 

of all financial matter including creating an income statement, estimating financial 

projections for the next five years, and figuring out how much funding we needed.  
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Executive Summary 
 

 
Problem 
Every year, 215,000 students from around the world come to the United States for an education. 
They have many resources in their country to help them with the application process, but very few 
to assist them once they step foot in the United States. Finding housing near their university and 
roommates to live with is not simple. Trustworthy housing information is the most difficult 
information to find overseas.  
  

Solution 
Our solution is to build a website that will provide an extensive and comprehensive list of housing 
options near their prospective university. Once the student has chosen their favorite housing 
option(s), he or she can pay to use our roommate finder feature, reviews of the options, and 
advanced features such crime reports for the area. We use a proprietary algorithm to select 
compatibility of roommates, based on categories like preferred language, origin, and other 
compatibility factors.  
 

Market 
There are currently 765,000 international students living in the United States right now. Each year, 
215,000 new students will come from around the world to begin a program in an American 
university. These students all have similar housing problems and could use additional accurate 
and easy-to-read housing information to help them make the most informed decision about where 
to live.  
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Team 
 

Navid  Fallahi  
Team  Manager  
Physiology  &  Entrepreneurship  major  
Management  minor  

Wesley  Warshawer  
Finances  
Management  Information  Systems,  
Operations  Management,  &  
Entrepreneurship  major  

Navid  is  a  Physiology  major,  a  Management  minor,  and  is  
obtaining  an  Associates  Certificate  in  Entrepreneurship.  
The  venture  his  team  is  working  on  relates  to  aiding  
international  students,  and  his  personal  background  
gives  him  good  insight  into  this  topic.  Although  being  
born  in  Canada,  ethnically  he  is  Persian  and  speaks  fluent  
Farsi.  He  has  travelled  all  over  the  world  to  nations  like  
Egypt,  France,  Italy,  Mexico,  Canada,  Iran,  and  China.  
Because  he  is  a  Physiology  major,  most  of  his  work  
background  has  been  in  the  form  of  volunteering  at  
various  hospitals,  the  shadowing  of  physicians,  and  
research  work.  Although  not  directly  business  related,  
these  experiences  have  taught  him  how  to  work  
diligently  and  efficiently,  as  well  as  how  to  interact  well  
with  people.  

Wesley  is  majoring  in  Management  Information  Systems  
(MIS),  Operations  Management,  and  Entrepreneurship.  
He  is  extremely  interested  in  international  business  and  
has  completed  a  minor  in  both  Global  Business  and  
Spanish.  He  is  currently  doing  research  on  international  
students  attending  the  University  of  Arizona,  focusing  
primarily  on  their  impact  on  the  Tucson  economy  and  
how  the  University  can  help  better  their  college  
experience.  He  has  studied  abroad  in  India  and  South  
Korea  to  learn  more  about  their  business  environments.  

Nadine  Budiman  
Marketing    
Marketing  &  Entrepreneurship  major  

Westin  Smith  
Operations  
Computer  Science  major  
Management  minor   

Nadine  is  a  native  Indonesian  fluent  in  both  English  and  
Indonesian.  She  started  to  learn  how  to  work  with  people  
at  a  very  young  age  through  leadership  positions  in  the  
student  body  and  volunteering  for  community  service.  
The  most  significant  learning  experience  for  her  has  been  
her  activities  in  Norway,  China,  Colombia,  and  Indonesia,  
as  a  representative  for  the  non-­‐profit  peace  organization  
CISV.    CISV  is  an  organization  trying  to  achieve  world  
peace  through  elimination  of  ignorance.  Not  only  has  the  
experience  made  her  a  better  world  citizen  and  leader,  
but  working  together  with  people  from  different  cultures  
has  opened  her  eyes  to  the  many  unfulfilled  needs  of  
people  around  the  world.  

Westin  is  a  Computer  Science  major  at  the  University  of  
Arizona  with  a  minor  in  Management.    During  the  
summer  between  his  Junior  and  Senior  years  he  
participated  in  an  internship  with  Microsoft  where  he  
learned  a  number  of  key  skills  involving  software  
development  and  the  corporate  world.    Prior  to  working  
at  Microsoft  he  had  spent  about  a  year  working  as  an  
Assistant  Programmer  for  the  Steward  Observatory  at  
the  University  of  Arizona.    This  helped  develop  his  skills  
in  web  development  through  the  design  and  creation  of  
various  websites.  
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Customer Problem 
 

Meet Chloe. Chloe is a high school student in Shanghai, China. She and her family have decided 
that it would be best for her and her career to pursue a college education in the United States. Chloe 
spends thousands of dollars for an agency in China, which helps her apply to appropriate U.S. universities, 
write applications, collect letters of recommendations, complete her TOEFL exams (English speaking 
exams), and acquire her student visa. Now that Chloe is ready to make the biggest change of her life and 
move across the world, she has no place to live. Chloe attempts to do simple online searches, scrolling 
through thousands of results. There is an enormous amount of information, all competing for her attention. 
Chloe needs to find housing arrangements that are safe, in her price range, and close to campus. She also 
needs to find a compatible roommate to live with. Chloe needs to find housing and a roommate, while 
thousands of miles away from her new school.  

 

HermitCrab Housing Solution 
HermitCrab Housing has done all of the research for Chloe. We have collected 

unbiased data on all of the most popular places to live around her selected university. Chloe 
has free access to look at this information. With a simple login, Chloe can now begin to rank 
each housing option, and write her unique comments next to each housing option provided 
by HermitCrab Housing. Now, Chloe will pay the fee to obtain advanced information about 
the housing options, such as crime reports, demographic data, and reviews. She will also 
have access to the roommate finder, which uses a proprietary algorithm to match her with a 
compatible roommate.  
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Target Market 
 

Our target market is international students who want to come to the United States to attend 
university. These are students who will be searching for housing near their respective universities. Over two 
million students come to the U.S. for university education every year.1 To focus our development resources, 
HermitCrab Housing will initially target students in China wanting to come to the University of Arizona. We 
have decided to begin with Chinese students because they make up the greatest portion of the international 
students at the U of A (over one thousand come every year). We will begin with the U of A as our first 
university because all of the founders currently attend the U of A, are already knowledgeable about the 
housing facilities in the Tucson area, and have contacts to obtain housing data. At the U of A alone, there 
are over four thousand international students who apply for entrance every year.  
 International students possess some key characteristics which make them good candidates for a 
niche market for our website to target. International students are unfamiliar with cities in the U.S. and thus 
choose poor housing locations in many cases. Because of language difficulties, many international students 
also find it confusing when trying to find housing information on other websites. Therefore, international 
students are in great need of a comprehensive housing website which is not only easy to follow, but also 
reliable. 

University of Arizona 
International Students Data2 

Total U.S. International Students Data 

  
	
  

 
 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
1	
  Open	
  Doors:	
  Press	
  Release.	
  (2012,	
  November	
  12).	
  Retrieved	
  December	
  19,	
  2012,	
  from	
  Institute	
  of	
  International	
  Education:	
  
http://www.iie.org/en/Research-­‐‑and-­‐‑Publications/Open-­‐‑Doors/Data	
  
2	
  International	
  Students	
  2011-­‐‑12.	
  (2012).	
  Retrieved	
  December	
  19,	
  2012,	
  from	
  University	
  of	
  Arizona:	
  Fact	
  Book:	
  
http://factbook.arizona.edu/2011-­‐‑12/students/international	
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Business Model 
 HermitCrab Housing utilizes a step-by-step process that users follow in order to find the perfect 
housing accommodations and roommates. The first step is to explore the housing options around the 
selected university for free and to start finding some locations that they like. Once users have found 
some options that they would like to consider seriously, they can move on to the second step of the 
website. In this step, users sign up by answering just a few questions to become free members, at 
which point they are given a personal profile page. With the free membership, users are given the 
ability to favorite some of their preferred housing options and rank them on their profile page. This 
information will be saved and displayed to members whenever they sign in to the website. The final 
step in the process gives members access to the roommate finder feature, as well as reviews written 
about the housing options. In order to gain access to these features, the user must pay a one-time 
twenty-dollar fee. Through the first two steps of the process, users will become invested in our 
website, making it more likely for them to pay to continue with the process. The initial free membership 
serves as a great incentive to get users on the website.  



HermitCrab Housing    7	
  

Industry Analysis | Benchmark Models | 
Competition 

	
  

Industry 
Primary NAICS Code 

Internet Publishing and Broadcasting and Web Search Portals (519130) 

Secondary NAICS Code 

Search Engines in the US (51913a) 
Database & Directory Publishing in the US (51114) 
 

Key External Drivers of Primary Industry 

 

Increasing positive consumer attitudes toward online services: The industry has 
boomed in the past five years. As online usage increases, consumers are progressively 
less resistant to purchase online. The percentage of services conducted online grew an 
estimated 9.8% annualized rate in the five years to 20123, and advertising revenue 
increased. 

 

Increasing consumer spending: Even though disposable income reportedly dropped 4% 
(after adjusting inflation), consumer spending in the U.S. rose in January 2013, in which 
consumers are expected to spend more on Social Networking Sites services.4 

 

Technological change-Opportunities: New technologies such as smartphones have 
made it possible for businesses to reach more consumers and increase consumer activity 
on social networking sites such as ours. These trends provide more opportunities for social 
networking sites to generate revenue. 

  
 
 
	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
3	
  Kaczanowska,	
  A.	
  (2012).	
  IBISWorld	
  Industry	
  Report	
  OD4574:	
  Social	
  Networking	
  Sites	
  in	
  the	
  US.	
  IBISWorld.	
  
	
  
4	
  Chandra,	
  S.	
  (2013,	
  January	
  31).	
  Consumer	
  Spending	
  in	
  U.S.	
  Rose	
  in	
  December	
  as	
  Incomes	
  Surged.	
  Retrieved	
  February	
  12,	
  
2013,	
  from	
  Bloomberg.com:	
  http://www.bloomberg.com/news/2013-­‐‑01-­‐‑31/consumer-­‐‑spending-­‐‑in-­‐‑u-­‐‑s-­‐‑climbed-­‐‑in-­‐‑
december-­‐‑as-­‐‑incomes-­‐‑surged.html	
  
	
  



HermitCrab Housing    8	
  

 

  
 
 
 
 
 
 
 

 

 

 Size and disconnection of information: There is not a strong web structure for consumers to input 
information and contacts for housing and roommate-searching purposes; information is cluttered and 
spread around the site, making it difficult for users to find information. 

 Lack of feature for international students to find a roommate: The services offered do not 
efficiently satisfy the search criteria for international students in search of housing and/or 
roommates. Students currently cannot search for roommates based on the qualifications they desire. 

 Lack of ease of use: The process of using competitors  services for international students to find 
housing information and roommate is long, complicated, and confusing. Consumers have to put in a 
large amount of time and effort. The need to be proactive in comparing information and filling in 
information that is not provided from these sites is a big customer pain which has been repeatedly 
expressed in our research findings.5 
 

Primary Barriers to Entry 
Our primary competitors have established brand recognition and worldwide users. Users are skeptical of the 
many housing websites that claim to be the best; HermitCrab Housing must attempt to establish ethos and 
creditability.  

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
5	
  Chen,	
  Q.	
  (2012,	
  October	
  6).	
  Undergraduate	
  International	
  Student	
  Interview.	
  (N.	
  Budiman,	
  Interviewer)	
  	
  
Shin,	
  N.	
  (2012,	
  October	
  7).	
  Vice	
  President	
  of	
  Korean	
  Student	
  Association.	
  (N.	
  Budiman,	
  Interviewer)	
  
Situ,	
  Y.	
  (2012,	
  October	
  6).	
  President	
  of	
  Eller	
  Unity	
  Board	
  and	
  Marketing	
  Liaison	
  of	
  ISA	
  Interview.	
  (N.	
  Budiman,	
  Interviewer)	
  
	
  

Primary Existing Competition 

 Facebook 
 Yelp! 
 Arizona Student Union Off-Campus Housing 
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Competitive Advantages 
Value proposition 

Our primary value proposition is to allow international students to find housing and roommates 
more easily and effectively, thus helping international students experience a less stressfully process when 
moving to the United States. By making Tucson a more appealing area for international students to study 
and live in, our business will also positively impact business/recruitment for the University of Arizona, local 

 It will also help 
local businesses. 
 

What makes our business unique? 

 Easy and efficient process: No longer will students need to navigate through different sites and 
pages for information on housing and roommate searches. Our website process is streamlined and 
simple, allowing consumers to find information and input reviews with only a few simple steps. 

 Unbiased housing information: Information such as housing features, rent price, distance to 
campus, crime rate, and surrounding businesses will be provided by our staff to ensure unbiased 
and reliable information for our users. We will provide facts, not fluff. 

 Relevant reviews: First-hand accounts from current international students with similar 
backgrounds to the prospective international students will provide housing reviews that will be 
most helpful to users. 

 Satisfying what international student find important in finding a roommate: Our site features 
allow international students to find roommates based on very specific and relevant categories 
(such as language preference and country of origin). By inputting their preferences, a list of 
potential roommates will be generated by our proprietary roommate matcher.  

 
Strategies in Building our Brand 

We are a business that specializes in international students. Our main focus will always be our 
target market and customers. We will continuously improve and adapt by accepting user feedback and 
monitoring trends. We will build our brand to achieve a competitive advantage and differentiation.	
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Customer Validation 

 
Through secondary and primary research6, we have modified our initial business plan from offering a 

broad range of services for international students to focusing on housing and roommate searching. Our in-
depth interviews with international club leaders and surveys to the nine highest international student 
universities across the United States has made us realized that the biggest need for international students 
was for housing. Thus we modified our plan to focus on that need. 

The results of our research have repeatedly shown that international students have a need for 
roommate and housing information that that our competitors have been unable to satisfy.  The lack of 
familiarity of the Tucson housing establishments and area has been constantly brought up. In addition, 
housing reviews and recommendations received feel biased, arousing suspicion that housing 
establishments may influence these recommendations.  

According to our research, 60% of our target market said they would pay $20 for our service. Many 
students and potential investors have said that it is a much-needed service (potentially even for non-
international students), and many also proactively gave suggestions and contacts that could help launch the 
business. 

The research and feedback that we have received have shown that there is definitely a need to 
assist international students in finding housing and roommates. As part of our business plan, we will keep 
researching to validate further a variety of strategies to best satisfy our customers. 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
6	
  See	
  Appendices:	
  7	
  and	
  8	
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Marketing Strategies and Tactics 
 

Sales Strategies/Channels 
  

 

Collaboration with foreign education agencies: Many international students use an 
agency to help them complete their application and get their visas. One sixth of the nearly 
200,000 Chinese students used agencies in their planning and preparation to study in the 
U.S.7 The Chinese market is the largest country of origin of international students at the 
University of Arizona and most other United States higher education institutions. By 
collaborating with education agencies, we are projecting that they could become one of 
our most significant channels.  As we grow, we will expand to collaborate with agencies 
from other countries. 

 

 

Future connection with university affiliated student clubs: We also plan to collaborate 
with international student clubs to populate the content of our website and to gain new 
users through word of mouth. Clubs will find this relationship beneficial because of the 
membership recruiting possibilities and alignment with their club visions (helping 
international students). 

 

Sales Tactics 
	
  

 

Search optimization: By utilizing search optimization, we will expose our site to the 2.2 
million international students who are interested in studying in the United States.8 Our 
target market has a strong rate of online usage and less resistance to purchase services 
online. 

	
  
	
  

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
7	
  Farrar,	
  L.	
  (2012,	
  November	
  11).	
  China	
  Considers	
  Limiting	
  Foreign	
  Education	
  Agents.	
  Retrieved	
  December	
  19,	
  2012,	
  from	
  
The	
  New	
  York	
  Times:	
  http://www.nytimes.com/2012/11/12/world/asia/12iht-­‐‑educbriefs12.html?_r=0	
  
8	
  Open	
  Doors:	
  Press	
  Release.	
  (2012,	
  November	
  12).	
  Retrieved	
  December	
  19,	
  2012,	
  from	
  Institute	
  of	
  International	
  Education:	
  
http://www.iie.org/en/Research-­‐‑and-­‐‑Publications/Open-­‐‑Doors/Data	
  



HermitCrab Housing    12	
  

Pricing 
We offer a tiered pricing system: our business model involves free access for all to view basic housing 
information, but a twenty-dollar fee is charged to allow students to read reviews and use the roommate 
finder feature.  
 

 
In conclusion, results of our surveys found that our target market has a need in reliable, easy to 

access, and affordable housing and roommate information. We believe that the service we will provide will 
satisfy all of these needs at an affordable twenty-dollar price point.  
 

 

 

 

 

 

 

	
  

Our message 
Professional, reliable, simple, and international-student-focused are the core messages of our brand.  

In maintaining our brand, we will also be transparent to our customers, such as our affiliations and methods 
of data collection. These factors will ultimately portray a reliable and affordable source of information for all 
international students to turn to when searching for housing and roommates in the United States.  

Why twenty dollars? Our surveys indicate that 60% of international students would pay for our 
services. International students pay on average three times higher tuition than in-state students and 
many pay up to five- thousand dollars on education agencies that assist them in their application 
process. International students have shown that they are willing to spend large amounts of money for an 
American education, and no competitor (including agencies) can satisfy their needs. If the customer 
perceives our website as providing value to their education and college experience, twenty dollars is 
well worth it, and perhaps once our brand is established, much more can be charged.  
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Operation Strategies 
 

 
In order for our company to be successful, the website needs to constantly be kept up to date. All 

housing information must be current so that users are always getting accurate information. As the company 
grows, research will have to be done both in the form of online research and field research. We will make 
trips to the various universities that we would like to add in order to gather good information about housing 
options in the area. Trips may also have to be made to foreign nations in order to market our website and 
perhaps gain partnerships with some foreign companies.  
 As our website attracts more users and we begin to expand, employees will be hired to assist in the 
research and promotion (thus this will mostly consist of marketing experts). In addition, we will hire staff 
(such as secretaries) to help in taking phone calls, answering user questions, etc. We will also be employing 
more computer programmers and web development experts to maintain the website and improve the way it 
looks. These steps will allow us to keep growing at a quick rate without being too overwhelmed.  

To delve a little deeper into the inner workings of the website, we will obtain all of our housing 
information using several different custom made programs that constantly check many of the housing 
websites (Zillow.com, Realtor.com, Houses.com, etc.) which will automatically update our housing 
information when a house goes on or off the market.  The demographic information, crime reports, and 
other information will similarly be updated automatically.  The roommate information and compatibility 
numbers will also be updated instantaneously when anything is changed (additional preference information, 
availability, housing preferences, etc.).  All of this data will be kept on our own databases and all personal 
information is secure and not available to the public unless the user desires it. 
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Expansion and Growth 
 

The number of international students in the US is steadily increasing and rose by 5.6% in 2012 
(shown in Figure 1.) Our company will start at a single university, but our long-term goal is to provide 
services for international students from any country wanting to go to any university in the United States.  
 We will begin with students wanting to come to the University of Arizona because all of the team 
members know this area well and there is a large number of international students. From there we will 
expand to other Universities with a high international student population going from 1 university in year one, 
to 3 in year two, 9 in year three, 27 in year four, and 81 in year five. After that, we hope to continue to 
expand to universities while also expanding our services to all countries, starting with the countries with the 
most international students. 
 As we expand to more universities and gain popularity we will also expand our services based on 
the needs of our users.  Some logical starting points include: helping international students with house and 
apartment leases, completely removing the real estate agencies from the equation.  Helping students 
acquire student visas to be able to go to school in the United States and helping with general school 
applications and requirements.    
 
Figure 1         Figure 2  
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Financial Assumptions 
 

In order to keep initial costs as low as possible, there are a few assumptions that we have made when 
developing our financial statements. 
1. The website will launch in March, but the salaries will not start being paid until June: All four 

founders will live on their university budgets until they graduate and have no need for salaries until that 
point. 

2. Founders will invest $18,000 in the first two years to pay for salaries, server rentals, website 
domain, and travel. 

 
Price: The website will charge $20 dollars to utilize the roommate matchmaking feature and the housing 
feature will be free. 
Cost of Goods Sold: Since we are providing an online service, there will be no inventory so our cost of 
goods sold will be $0. 
Total Available Market: Given that 2.2 million international students9 apply to Universities in the U.S. every 
year, in order to create a modest estimate of the number of students considering coming to the U.S we 
multiply this number by 2 giving us 4.4 million. 

 

Income Statement 
 Year 1 Year 2 Year 3 Year 4 Year 5 
Total Available 
Market  

4,400,000  4,400,000  4,400,000  4,400,000  4,400,000  

Served Schools 1 3 9 27 81 
Total Potential 
Customers 

9,640  28,920  86,760  260,280  780,840  

Share of Market  10% 20%  30%  40%  50%  
Served Available 
Market  

964  5,784  26,028  104,112  390,420  

Price per Unit  20 20 20 20 20 
Revenue  $ 19,280  $ 115,680  $ 520,560  $ 2,082,240  $ 7,808,400  
Operating 
Expenses  

$ 28,920  $ 77,120  $ 192,800  $ 462,720  $ 1,079,680  

EBITDA  ($ 9,640) $ 38,560  $ 327,760  $ 1,619,520  $ 6,728,720  

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
9	
  Open	
  Doors:	
  Press	
  Release.	
  (2012,	
  November	
  12).	
  Retrieved	
  December	
  19,	
  2012,	
  from	
  Institute	
  of	
  International	
  Education:	
  
http://www.iie.org/en/Research-­‐‑and-­‐‑Publications/Open-­‐‑Doors/Data	
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Weaknesses and Risks 
 

Business Protection (New Entrants) 
 A major problem with any internet based business is the threat of new entrants.  The low barrier to 
entry into most internet ventures (normally making a website and attracting users) has the possibility of 
drawing a lot of competition.  If a bigger, better funded and perhaps better connected company decides to 
make a foray into the same field as ours during the early stages of our business it may be difficult to keep 
the business competitive. 
 In order to mitigate this problem, we hope to be the first entrants into this unique and niche market.  
Being first to the market will hopefully allow us to capture so many customers that any new entrants will be 
at a severe disadvantage.  With this in mind, we will try to expand as a fast as possible to capture as much 
of the market as we are able to further cripple any companies hoping to make a similar product.  To a lesser 
extent our local knowledge of the Tucson area should help us quickly capture international students coming 
to the University of Arizona which will piggy back our expansion to other Universities across the United 
States. 

Poor Housing Information 
 Since we are providing housing information, if the information ends up being wrong or if the users 
experience different things while at the establishment, it reflects poorly on our service.  Our main concern 
with this problem is if users go to the housing establishment that they have researched on our website and 
do not like it. 
 In order to prevent bias, wrong information, etc. we will only provide the facts about the housing 
listed on our site.  We include basic information like location, demographics, police reports, and completely 
avoid passing judgment on the establishments. We will then explicitly say that we neither endorse nor 
support any of the housing presented so that whatever the customer picks is based on their decision.  
However, if they are truly unhappy with their pick we can offer some sort of assistance in order to keep their 
business.	
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Poor Roommate Matching 

The roommate matching service and access to reviews are, as of right now, the only paid services 
that we provide. If the customer ends up not liking their roommate (bad match) or if the roommate was not 
honest when filling out our service then the customer may go elsewhere with their business. 
 In the hope of mitigating this problem, we will provide a list of possible roommates in order of most 
compatible to least compatible. After the list has been provided, we will provide contact information for 
interested roommates, but we tes or guarantee compatibility. It is up to the 
user to talk with potential roommates and determine if there are any immediate problems or compatibility 
issues before rooming with that person. If the user ends up being paired with a poor roommate, they can 
simply revisit their list of compatible roommates (continuously updated) and attempt to find a new roommate. 
 

Customer Retention  

We work hard to develop a strong relationship with incoming and current international students 
looking for housing and/or roommates. Unfortunately, college students eventually graduate and after they 
graduate the will probably have little need for our services. This is less of a weakness and more of an 
opportunity in disguise.  There are a lot of future expansion options that can be used to retain their business 
including alumni services/contacting, housing after graduation, etc. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



HermitCrab Housing    18	
  

Timeline 
 
 

Accomplished: 
 
September 2012  Concept Development 
December 2012  Venture Validation 
February 2013  Financial Projections 
April 2013  Business Plan 
 

Future: 
 
May 2013  Complete Website 
May 2013  Collaborate with Chinese Agencies 
 
Year 1 
June 2013  Launch Website/Business 
January 2014  Begin Data Collection and Marketing to other Universities 
 
Year 2 
June 2014  Improve Functionality/Design of Website Based on Feedback 
2014-2015  Expand Coverage to 3 Universities 
 
Year 3 
June 2015  Hire Web Developers, Marketing, Secretaries, Staff 
2015-2016  Improve Website and Expand to 9 Universities 
 
Year 4 
June 2016  Hire Needed Staff 
2016-2017  Improve Website and Expand to 27 Universities 
 
Year 5 
June 2017  Expand to 81 Universities 
2017-2018  Work on Additional Features (Leasing, Furnishing, Visas, etc) 
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Funding Requirements 
 

Prior to launching, each of the four members will invest $4500 ($18,000 total) into the company to 
get us through the first year. Additionally, we are looking for an outside investment of $20,000 before the 
business is launched. We intend to use these funds to pay for our monthly salaries ($750 per month per 
person), our domain name, server rental, and travel expenses. We need a little initial investment to 
determine if the business can be validated. After this initial investment and a little time, it will be easy to 
determine if the business can succeed.  
 The amount of equity that we are willing to sell is up to negotiation. Using the Venture Capital method 
and using a large discount rate of 60%, we believe HermitCrab Housing will be worth approximately $16 
million dollars at the end of year 5. To determine the amount of equity that the investor should get for his or 
her $20,000 investment, we do these two calculations. A negotiation between HermitCrab Housing and this 
investor would need to take place. We hope to give up no more than 20% of the equity in the firm.10 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
10	
  See	
  Appendix	
  5	
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Appendices 
Appendix 1. Income Statement: 

 
 
Appendix 2. Operating Expenses: 

 
 

 
 
 
 
 
 
 



HermitCrab Housing    21	
  

Appendix 3. Salaries: 

 
 
Appendix 4. Breakeven: 
 We breakeven at the end of year one starting in January of 2014 after operating at a minor loss for 
the first year because of initial expenses and the necessary time to capture the initial market. 
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Appendix 5. Financial Valuation: 
 Using the venture capital 
valuation. 

 

 
These are two different methods to determine the equity HermitCrab Housing is willing to distribute 
to investors. We intend to negotiate an equity deal somewhere in between these two percentages. 
 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

VC Method High Demand (60%) 
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Appendix 6. Search Engine Optimization: 
 

Google adwords keyword search information: 

  
https://adwords.google.com/ 
 
 
Appendix 7. In-depth Interview 

 Saturday Oct 6th 2012: Undergraduate International Student, Qiqin Chen (21), Senior, China. 
    Saturday Oct 6th 2012: President of the Eller Unity Board & Marketing liaison for the International 

Students Association, Yeenkie Situ (21), Senior, US. 
    Saturday Oct 7th 2012: Secretary and VP of Korean Student Association, Nicholas Shin (24), 

Senior, Korea.  
 
Summary: 

The interview with Chloe suggested that international students need assistance with applications, 
housing locations, and information on living in the US. At the time of her high school graduation, she said 

that the biggest competitor for HermitCrab Housing in China would be the many local agencies established 
in the market. However, she considered these agencies to be expensive (approximately $5000), and did not 
provide her enough information on housing and transportation. This weakness is an opportunity for 
HermitCrab to enter the market by offering detailed information about housing and roommates (which 

 
The interview with the officers of the ISA and the KSA suggested that students from similar countries 

of origin wanted to interact with each other. Many of their members asked for more social gatherings 
because they wanted to meet more people at the U of A who came from their home country.  

HermitCrab Housing also asked the officers what the goals of their respective cultural clubs were in 
order to determine what features the website should provide to support their mission. The answers had a 
common theme: strive to promote diversity and ethnic awareness, and to help in anyway they can to make 
living in the US smoother for students.  

The current tools used for communication within the clubs are emails through list serves, flyers, 

simple to use, quick, and announcements can be spread to the members and their peers easily. 
 

Meta Keywords Hits per month (from China) 
  
find me a room mate 550,000 
room mate search 49,500 
roommate college 27,100 
roommate in college 27,100 
looking for room mate 18,100 
university roommate 12,100 
university roommate finder 4,400 
college roommate finder 2,900 
  
apartments university of arizona 12,100 
housing university of arizona 12,100 
university of arizona housing 12,100 
university of arizona dorm 3,600 
u of arizona housing 1,900 
university of arizona campus housing 1,600 
off campus housing university of arizona 1,000 

https://adwords.google.com/
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Appendix 8. Survey: 
Two surveys were developed: one international student survey & one club officer survey that was sent to 
international student clubs from 10 of the US universities with the highest international student populations.  
The following represents the number of clubs surveys were sent to at each university: 

 28 International student clubs of Columbia University 
 60 International student clubs of University of California Los Angeles 
 46 International student clubs of Purdue University 
 56 International student clubs of New York University 
 52 International student clubs of University of Illinois 
 178 International student clubs of University of Southern California 
 44 International student clubs of Georgia Tech University 

 
Interesting facts from the surveys we have gathered: 

 Current students: 
o 80% rely on students from their country of origin for information 
o 80% if given opportunity would be willing to help answer questions to incoming international 

students 
o 100% feel Facebook is lacking 

purposes) 
o 60% would pay $20 for the services offered by HermitCrab Housing (when described) 

 Officers: 
o Rank based on importance: 1) member growth 2) show-up rates to events  3)assisting 

international students 
o Communication tool based on use: 1) mailing list -> (but this lacks in amount of people that 

can be reached) 
o 80% wish to be more accessible to potential international students 
o 90% have shown interest in using our product 
o 78% would be willing to create/assign an officer to post information on our site 
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Appendix 9. Trend Graphs: 

 
 



HermitCrab Housing    26	
  

Appendix 10. Website Prototype A: 
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Appendix 11. Website Prototype B: 
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Appendix 12. University of Arizona International Student Country of Origin 2012 
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