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Tom's of Maine is a brand and a company of personal care products characterized by safety, 

efficacy, high quality, innovative and above all natural, most of the company's products are 

vegan. In fact, they produce toothpastes, mouthwashes, deodorants, bubble baths, toothbrushes 

by combining natural and environmentally friendly products. In addition, Tom's of Maine 

donates 10% of profits to non-profit organizations that fight to find solutions to environmental 

pollution and that address problems that affect our health.

a. The Tom’s of Maine mission

The main objective of Tom's of Maine is to create quality products using natural materials and 

create a relationship with customers who in turn can establish a dialogue by releasing feedback 

and advice in a direct and transparent way. By doing so, a real community is created that leads to

the improvement of the product according to the needs of consumers. To work in a transparent 

and respectful way so as to gain their trust but also that of collaborators or suppliers.

 In addition, another mission of theirs is to create a healthy and respectful environment for nature

but also safe factories where workers can work peacefully by encouraging self-discipline, with 

always open and creative communication that leads to the improvement of the business itself. 

And therefore recognize the human value of each person by also giving importance to their 

working life by contributing to a community always having high standards of commitment and 

effectiveness, recognizing successes with prizes and promotions. 

Summing up, Tom's Maine uses sustainability with a long-term perspective, creating quality 

products, developing communication with consumers and attentive to social and environmental 

needs.
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b. The history of the company

Tom's Maine is mostly owned and managed by the founder Tom Chappell, adding to his 

company the attention to detail that has led to the high quality of the product and respect for the 

environment.

The company was founded in 1970 by Tom Chappell and his wife on their farm in Maine. They 

left their current jobs to live and raise their children close to the nature of a farm and from their 

desire to create totally natural detergents this idea was born and that became a small company, 

Tom's Natural Soaps. Everything starts with just a detergent and then adds other products such as

a shampoo and later in 1975 also toothpaste. The latter was the only one on the market without 

chemical additives and is beginning to be sold in natural stores. In the following years they 

expanded into other personal care products: deodorant, mouthwash and shaving cream, 

obviously all natural products that respect the environment. In 1981 the company changed its 

name and became Tom's of Maine, Inc.

In 1983, annual revenues were nearly $ 2 million and the company began to compete with big 

companies like Colgate. Around the early 90's the distribution of their products was quite limited

so they decided to invest a significant amount of money in marketing, thus creating a national 

advertising campaign, this has brought even more success and the company has expanded.

As his company grew, Tom Chappell got into a lot of questioning and even earned a degree in 

theology. This focused him on values and on a different management of the business, based on a 

common good, both of the workers, both for the company, and for the customers. Even 10% of 

the profits were given to charity.
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In 1995 it became the first toothpaste to gain American Dental Association approval which 

became crucial and the company had a turnover of 20 million at the end of the same year and 

still today, although sales in the 2000s have been somewhat scaled down, is continuing to make 

totally natural products.

   II.    The Business Model Canvas

1. Value Proposition

The values proposed by Tom's of Maine are well defined and the whole company is based on 

those values. First of all, respect for the environment and using only natural products, this is 

what makes the products unique. An example is that the products have never been tested on 

animals.

Furthermore, the quality of the product is high and even if it is priced higher than other brands, it

has created competition precisely for its values.

2. Channels 

The channels for the sale of products are both physical and online shops, especially for personal 

care in a totally natural way that resell the company's products, and an online store where the 

story of Tom's of Maine is described with its own principles, both for the sale of all their 
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products with detailed description. I can't decide which of the two works better, because they 

both captured the attention of customers on the naturalness of the product itself.

3. Customers Relationships

This is one of the most important topics when talking about Tom's of Maine, in fact, one of their 

values is communication with customers, creating a real community. Usually feedback is 

requested or in any case to have an open dialogue that also allows customers to present their 

personal problems and request problems to solve them. The company is always ready to question

itself in order to improve its products on the advice or complaints of regular customers, making 

them personally involved for the good of the company.

4. Customer Segments 

Surely the target customers for the products of this company are those who share their own ideas 

and values, people who try to avoid chemicals for the care of themselves. So we usually talk 

about a target that seeks quality, also willing to pay higher sums, I would say a target for the 

most part adult.

5. Revenue Streams
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The price compared to competitors is certainly higher but this is due to the quality of the product.

This is precisely what drives every customer to buy Tom's of Maine and to differentiate 

themselves from the competition. Payment is made directly online and through affiliated 

physical stores.

6. Key Resources 

First of all, to create a quality product, quality natural raw materials are indispensable, but also 

motivated personnel, who believe in these values and who work in the right environment, who 

are able to question themselves and always improve. In terms of logistics, machinery within the 

company that respects the environment and transport that take the product from the manufacturer

to the retailer are obviously fundamental. The loan to open the business was also fundamental.

7. Key Activities 

The first fundamental activity for Tom's of Maine is to respect the environment throughout the 

product creation process, obtaining a totally natural product because this is precisely its main 

feature. Another activity that made him famous was advertising nationwide, making the product 

and the company's values known. And finally, another fundamental activity is communication 

with the community of regular customers which allows for feedback and advice. 

8. Key Partners
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The main partners of Tom's of Maine are those who supply natural raw materials and therefore 

certainly have an important task but they are also partners of associations for the protection of 

the environment. They are also suppliers of natural stores that resell Tom's of Maine products.

9. Cost Structure 

The costs for developing Tom's of Maine products are more expensive than the competition 

because they are looking for natural materials and machinery that respect the environment. For 

this they are high quality products but also more expensive. Obviously they have costs like all 

other companies such as for qualified personnel or the expenses that a company has to work 

every day.

III.    Financial Analysis

In 2006, Tom's of Maine was purchased by Colgate-Palmolive Company as an important 

part of its project, since it was the #1 Oral Care Brand in the Natural category. At this moment, 

the U.S. Market for natural oral and personal care products was valued at $3 billion and growing.

Tom's of Maine gave Colgate the opportunity to enter the fast growing health and specialty trade 

channel where Tom's toothpaste was the clear market leader commanding 60% share of that 

channel.

Colgate bought an 84 percent stake in privately held Tom’s of Maine for $100 million, 

subject to adjustment at closing. The expectations with this purchase were to be neutral to profit 

through that 2006 year and progressively increase it afterwards. Net sales in North America 



10

increased 7.5% in the first quarter of 2007 to $662.4 driven by volume growth of 7.5%. The 

acquisition of Tom’s of Maine, effective May 1, 2006, contributed 1.5% to North America sales 

and unit volume growth in the first quarter of 2007. 

Deutsche Bank analyst William Schmitz, who rated Colgate ”hold,” estimated that Tom’s

of Maine had annual sales of $40 million to $50 million. He said the deal was “not cheap” based 

on that estimate, with Colgate paying 2.4 to 3 times sales.

Colgate President and Chief Operating Officer Ian Cook said in a statement, “With gross profit

margins a full 10 percentage points higher than Colgate’s margin, Tom’s of Maine is a logical

acquisition as we continue to prioritize our global oral and personal care categories.”

● How did it go from a financial perspective after this ?

For this project, we are going to go through the major company, Colgate-Palmolive due to the 

lack of public information inside the inside brands, like in this scenario Tom's of Maine would 

be.

In this case, we are going to focus on the last year(s). First, let's start with an overview and 

financial analysis of how numbers have changed during the last year, and how the four main 

points of analysis have changed in the last five.
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Income Statement

It presents information on the financial results of a company's business activities over a period of

time. The income statement communicates how much revenue the company generated during a 

period and what cost it incurred in connection with generating that revenue.
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- Net Sales: Increased from 2019 to 2020 and from 2020 to 2021.

- Operating profit: increased from 2019 to 2020 but then decreased significantly from 2020

to 2021.

- Income before income taxes: increased from 2019 to 2020 but then decreased 

significantly from 2020 to 2021.

- Net income attributable to Colgate-Palmolive Company increased from 2019 to 2020 but 

then decreased significantly from 2020 to 2021.

Balance sheet
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The balance sheet provides creditors, investors, and analysts with information on company 

resources (assets) and its sources of capital (its equity and liabilities). It normally also provides 

information about the future earnings capacity of a company assets as well as an indication of 

cash flows that may come from receivables and inventories.
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ASSETS

- Current assets increased from 2020 to 2021.

- Property, plant and equipment, net slightly increased from 2020 to 2021.

- Non-current assets decreased significantly from 2020 to 2021.

- Total assets slightly decreased from 2020 to 2021 not reaching 2019 level.

LIABILITIES & EQUITY

- Current liabilities slightly decreased from 2020 to 2021 not reaching 2019 level.

- Non-current liabilities decreased from 2020 to 2021.

- Total liabilities decreased significantly from 2020 to 2021.

- Total shareholders’ equity slightly decreased from 2020 to 2021.
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Statement of Cash flows
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The cash flow statement provides information about a company cash receipts and cash payments 

during an accounting period, showing how these cash flows link the ending cash balance to the 

beginning balance shown on the company balance sheet.

We can observe that:

- Net cash provided by operations increased from 2019 to 2020 but then slightly decreased 

from 2020 to 2021 not reaching 2019 level.

- Net cash used in investing activities increased from 2019 to 2020 and from 2020 to 2021.

- Net cash used in financing activities decreased from 2019 to 2020 but then slightly 

increased from 2020 to 2021.

➢ Sales % of each sector  

This graph shows the % of net sales of each sector, being oral care the one who influences more 

Colgate Palmolive net sales with a 44% and where is located Tom's of Maine, the company that 

we are trying to analyze. This, next to the data seen before and besides the policy and work the 

company follows, can give us an idea or estimation about Tom's of Maine, following a similar 

tendency but with smaller numbers (percentage).

➢ Some of Colgate´s main objectives from a financial perspective are, as stating in his 

policy and framework, are the following for the company in general and all of his brands:
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➢ Some of his main and direct competitors include:

-       Radius Networks

-       Levlad

-       Burt´s Bees

-       Twincraft Skincare

Lastly, it is important to mention that Tom’s of Maine’s, as a proper policy they implemented 

many years ago, donates 10 percent of its profit to charitable organizations and encourages its 

employees to use 5 percent of their paid time for volunteer work.

IV.    Marketing Analysis
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When we talk about marketing, Toms of Maine is definitely an example of how to do it based on 

storytelling. Through its commitment to the environment and the loyalty of its people, it has 

managed to insert itself in the personal care market just like big brands such as "Colgate" or 

"Oral B". This brand, which does not use artificial products  and does not test them on animals, 

has been significantly strengthened in toothpaste in recent times.

The key to this brand's product sales is defined in one word, "trust". They expect their customers,

mostly families, to look for simple and healthy products that do not have any components that 

could have negative consequences in the long term. This company, which has been in the market 

for more than 40 years, has changed its formats, appearances, etc., but has never stopped 

transmitting the same message. Through the media, the company has always indicated that 

history, promise and consistency are key factors in its relationship with consumers. They think 

that they should make much more than just profit, they believe in environmental and social 

causes. 

It is for this previously mentioned reason that their website has an eye-catching format that 

combines blog with E-commerce. Through this platform they are committed to get the best of 

nature for their products and constantly contribute to different social or environmental causes. 

On Tomsofmaine.com you can find different types of advertising that also has a marketing 

objective. An example of this is that they encourage all their full-time employees to use 12 days 

of their paid time per year for different volunteer work that they are passionate about. They 

believe that more than just a place to work, Tom's of Maine is a place to build. Also, the 

American brand through its blogs explains that they made the decision to donate 10% of the 

annual profit to Charity, as it is a constant all these donations have been and will be focused on 

social and environmental causes. In addition to this, the American brand is super important that 

people lead a healthy life, and as a result believe that it is necessary to strive to keep the body in 
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good condition, because of this the use of natural ingredients which pass through a model of 

gestions which has high quality standards to ensure good quality.

The website has very varied and expeditious communication channels to facilitate the interaction

between people and the company. In addition to this it has accurate and clear information 

regarding where to buy, how to buy, donations and ingredients of the products. In simple words, 

it is a website/Blog very open to public opinion in order to create a community of trust between 

the brand and the people. 

However, not everything is good for Tom 's of Maine. One of the biggest problems it has had 

over time is the frequency with which people buy personal hygiene products and how many do it

online. That is why, through marketing campaigns, they have focused on analyzing the intention 

of consumers when they buy their products and ensure that once a customer buys a product, 

he/she remains loyal to the brand. Through analysts, they learned to measure people's interest 

based on readership, subscriptions or if their publications are shared. In this way, strategies are 

key to ensure that they can have an impact on the person and generate a consumer over time.

Thirdly, it is worth highlighting the good use they have of social networks. The brand has a 

management and control of networks such as Instagram, Facebook and lately on TikTok. It can 

be clearly identified that the brand seeks to define its profile as a company, in the case of its 

instagram has as statement "We make natural products that really work by combining naturally 

derived ingredients and scientific know-how. We also Do Good. For Real." All this shows that 

the company beyond generating sales is looking for customers who share its values.

Also through its publications it has interactions with its public in such a way that they consume 

the content that is uploaded to the networks and in turn feel considered in the brand's decision 

making.
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Finally, we would like to present the "Empathy Map", which is very well executed by the brand, 

thinking at all times about the customer and what he/she says, thinks, does, and feels. 

In the case of the brand's aspirations and concerns, it highlights that they encounter a certain 

number of people who are looking for quality beyond price or brand. They are looking for 

quality of ingredients and quality at the company level. In addition to that, the target of the brand

is quite different from the rest, they are people who are conscious of the environment and their 

body. To achieve all of the above, it is necessary to stand out from the rest of the big brands, 

which is why Tom's of Maine dedicates a large part of its profits to digital marketing in order to 

attract more consumers every year. 

Secondly, on how to diversify Tom's of Maine's communications, the use of social networks is 

fundamental. Most of the consumers are obtained through some publication or influencers who 

share this product. It is also important to mention how important is the good review of people on 
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sales platforms. In the case of this brand it has very good ratings and is considered a "best seller" 

on Amazon.com.

Third, the target of the brand are people who are looking for something beyond the ordinary. 

People who consume these products are environmentally and nature conscious. They have higher

aspirations than the rest, which is why they look to the brand to contribute, as simply as in the 

choice of personal hygiene products. 

Finally, in the market it is possible to identify a problem in the manufacture of the products. 

Toothpastes are generally made with artificial or poor quality ingredients. In addition, to this day

there are many large companies that continue to test their products on animals, the term "free 

cruelty" has become an important movement, and it is remarkable how the brand has been able to

take advantage of this situation. In addition to this, it is important to mention how the brand has 

also managed to generate a positive marketing reception through donations and awareness of the 

different social and environmental causes that trouble the world. 

V.    Strategic Plan
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A business's strategy is the plan or assumed set of decisions that will enable it to not only 

compete but also succeed in its industry. This set of options should be designed in such a manner

that the company can provide higher value and a long-term competitive advantage.

The firm must be able to answer the five cascading questions in order to establish a strategy. The

first step for a firm is to determine its purpose, or winning goal. In addition to satisfying its

customers with high-quality personal care products, Tom's of Maine's business is to go even

further, and not just sell for profit. The company seeks positive change by doing good, not only

individually, but globally. They choose to solve some of the biggest challenges that a company

can  face,  those  of  being  responsible  with  the  social  and  environmental  environment  that

surrounds them. Taking more concrete steps to make a difference in the future or as they like to

call it, "doing good, for real" where all that effort can be seen in the final result of their products,

their policies, and their partnerships. In other words, Tom's of Maine's winning aspiration is to

get involved and be as present as possible to cause the greatest possible positive impact on its

employees and customers.

 

The following two questions of where to play and how to win are more detailed in the strategy

formulation now that the corporation has defined what success means for the company. In order

to explain its strategy, it is necessary to situate the scenario where it operates. The U.S. market

for Natural oral and personal care products is valued at $3 billion and is growing at 15 percent

per  year.  Tom's  of  Maine,  founded  in  1970  pioneered  natural  toothpaste,  mouthwash,  and

deodorant, and is the #1 Oral Care Brand in the Natural category. In other words, they have been

able to see what many others were not capable of, a still emerging market where what is natural

and healthy form the basis of good economic conduct. Different classes of customers make their

buying decisions more and more based on their personal values as well as their personal needs

for a product or service. 
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This leads to the next of the five cascading questions, how to win. Tom’s of Maine has tapped

into this  new wave of  consumer choice based on values  and has  made a  success of  simple

products  like  toothpaste,  mouthwash  and  deodorant  to  become  extremely  successful.  The

evolving needs and satisfactions of buyers in this market segment are concerned with the safety

of their products as well as the quality. They are suspicious of past corporate corruption that

often marketed unsafe products as no threat to humans, animals or the environment. Tom’s of

Maine has made profits without selling their  soul because they have tapped into this buying

mentality with their line of natural products. As the owner himself says, “I strongly believe that

any businessperson who gives himself or herself over to the concept of goodness-makes it and

integral part of his or her way of doing business and planning strategy-will not only create good

products and a good relationship with customers but will also run into goodness around every

corner,”

The following pillars  that  outline  a  company's  strategy are  the  key competences  that,  when

combined with the required management systems, complete the five cascading questions of How

to Win. As of these capabilities is Tom's Maine stewardship model. A naturally healthy life does

not happen by chance. It comes from making thoughtful decisions about what to do and what not

to  do.  This  is  how Tom's  of  Maine  approaches  its  ingredient  selection  in  creating  safe and

effective  products  for  customers;  working  hard  to  find  and  combine  the  best  sourced  and

naturally derived ingredients, guided by a process they call "our stewardship model."  Good is

being done all across the United States, and just as they do with their products, every activity has

a purpose and a greater meaning not only for the organization itself, but for the common good.

As one of the biggest breakthroughs in go-to-market strategies, we can highlight the acquisition

of Tom's of Maine where it gave Colgate the opportunity to enter the fast growing health and

specialty  trade channel  where Tom's toothpaste  is  the clear  market  leader  commanding 60%

share of that channel. As Colgate’s Chairman and CEO said, “We have great admiration for Tom
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and Kate Chappell and the values-based business they have created. It´s an exciting partnership

with growth opportunities for both companies.” This is without doubt a crucial strategy in the

future of the company and as Tom’s of Maine co-founders said,  “We chose Colgate  as our

partner because they have the global expertise to help take Tom’s of Maine to the next level. Just

as  importantly,  we  see  Colgate  as  an  excellent  fit  with  our  own  cultural  values.  It  has  a

commitment to product excellence, to global efforts to promote oral health and has a 200-year

history  of  caring  for  consumers  and for  giving  back to  the  community.  We are  excited  by

Colgate’s desire to continue Tom’s of Maine leadership and heritage in natural care.”

The last  of the five cascading questions focuses on the necessary Management Systems that

drive,  support  and  measure  the  company's  strategy.  Some  of  these  key  points  include

determining whether the company is succeeding in its business dealings and how this could be

assessed, determining which consumer needs Tom's of Maine is not achieving so far and how it

can be turned into potentials, as well as what techniques and innovations can continue improving

the company's operations, defining threats and risks and assessing core competencies as well as

determining lacking functionality and analyzing its most dangerous competitors.

The Strategy Logic Flow Framework

A corporation must examine four various aspects to answer the five cascading issues, namely

where to play and how to win. These dimensions are the industry, customers, relative position,

and competition. This four-dimensional architecture is also known as strategy logic flow. The

industry to which the company's activity is directed has gained great popularity in recent years,

where the taste for what is natural and healthy is being preferred by more and more consumers.

These types of products are already a reality of consumption by many consumers who want to

avoid synthetic  and toxic ingredients.  But also,  this  set  of users increasingly opt for natural

cosmetics  for  ethical  reasons,  such  as  the  protection  of  animals,  fair  trade  conditions  and
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transparent values by brands. With this set, Porter's five forces are highly effective for analyzing

the attractiveness of an industry.

The first of the porter forces is the bargaining power of the suppliers, which in this case is of a

medium-low level. Given that their products come mostly from natural ingredients, they have a

wide enough range of suppliers so that the disproportionate rise in prices of one does not affect

the company, being able to change suppliers in a simple way.

In second place is the business power of customers, which in this case is also of a medium-low

level. Given the company's great influence in the market, in addition to having teamed up with a

giant in the sector such as Colgate, a change in the behavior of an individual buyer would not

pose a great threat to the capitalization of Tom's of Maine within the sector.

Third is the threat of new competitors. As we have previously mentioned, it operates in a market

with great potential due to the cultural change towards a healthier life, as well as greater social

responsibility. This is why, despite having its market niche quite established, the door to new

competitors is quite tempting, so we would rate it at a moderate level.

In  fourth  place  we  have  the  threat  of  substitute  products,  which  we  would  categorize  at  a

medium-low level. Personal hygiene products such as deodorant or toothpaste are essential for

any consumer. That is why, with the position in the market in which they already find themselves

and the type of products they offer, the entry of new substitute products would not be a great

threat. Although, it should be noted that within this range of products they can evolve to better

versions, so innovation must continue to be an essential factor within the company.

Finally, we find high rivalry among existing competitors, since it is a mature market in which

product differentiation is not very significant. The point in favor of Tom's of Maine is that it has

managed to enter a more specific branch such as natural products, establishing itself as one of the

most recognized brands as well as being able to compete with other big names while staying

profitable and low in cost at the same time.



26

The customer value analysis is another important dimension. We can say that Tom's of Maine

takes into consideration the needs of consumers as it has been able to adapt to the demands of

this type of new socially responsible markets that we have been creating in recent years. The

prospects and customers rate quite highly Tom's of Maine when it comes to reputation, product

quality, service, sales force and price. Such a reputation is not surprising when a brand seeks,

even not for profit, the prosperity of a better world between humans and nature.
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