
CASE STUDY
TrueFamily Brands 2023

A project of the Capital Innovation Lab
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BACKGROUND
In 2008, Janice Shade founded

TrueBody, a personal care brand
aimed at creating non-toxic  

products at an affordable price.
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TIMELINE

2008
Inception of 
TrueBody

2013 2023
TrueBody was 

sunset
In September,

2023, TrueFamily
completed its test

phase.

2022

In June, 2022, TrueBody was
revived as TrueFamily, a project

of the CIL, and conceived as a
partnership with Let’s Grow

Kids (LGK).

2017
The Capital Innovation
Lab (CIL) was founded

as a non-profit to
foster local capital &
entrepreneurship.
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MARKET LANDSCAPE IN 2022
Top global and local forces

MULTINATIONALS 
DOMINATE

THE ESG MOVEMENT
ACCELERATES

VERMONT CHILDCARE
SYSTEM STRUGGLES
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MULTI-
NATIONALS

tend to extract wealth
outcompete local businesses 
lack connection to community

Other
42.5%

Procter & Gamble
28.7%

EcoLab
16.6%

Unilever
5.6%

1

Source: IBIS World's Soap & Cleaning Compound Manufacturing
in the US
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ESG 
FUNDS

are outpacing the market as a whole
driven in part by the IRA*, signed into
law in 2022, and
driven by imminent SEC mandates
for ESG reporting

*Inflation Reduction Act (IRA)
Source: PwC Global ESG and AWM Market Research Centre Analysis
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LET’S
GROW KIDS

is an advocacy group that addresses
inadequate childcare funding and
supply in Vermont
pushed for federal funding to
subsidize both educators and
parents (Act 76, signed in 2023)

Source: PwC Global ESG and AWM Market Research Centre
Analysis
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OPPORTUNITY

Locally-made and responsibly-
sourced.

CREATE SUSTAINABLE
PRODUCTS

By creating value for both
childcare centers and parents.

THAT SUPPORT
LOCAL FAMILIES

Background Project Overview Lessons Learned Discussion 9



SOLUTION
A personal care brand providing non-toxic, sustainable products

that are distributed through local childcare centers.
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Project Overview
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PROJECT ROADMAP

PRODUCT
DEVELOPMENT

DISTRIBUTION
STRATEGY

BUSINESS
FORMATION

PHASE 1: JUN 2022 - OCT 2022 PHASE 2: NOV 2022 - SEPT 2023DELIVERABLES

Vendor selection Packaging design

Build relationships

Research legal structures

Finalize budget

Assess childcare landscape

Formulation Order product

Research fulfillment options

Build operations

Test Product-Market Fit

Test Product-Market Fit

Establish legal entity

Background Opportunity Project Overview Lessons Learned Discussion 12



Background Opportunity Project Overview Lessons Learned Discussion

PHASE 1: BUDGET VS ACTUAL
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June 2022 - October 2022
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PHASE 2: BUDGET VS ACTUAL
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ACTUAL
(BUDGET)

November 2022 - September 2023



BUSINESS MODEL CANVAS
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Key Partners
CIL
SI-MBA Students
Child Care
Facilities
Let's Grow Kids
Myti
VT Entrepreneurs
Local Community

Cost Structure
Soap manufacturer
Wages
Packaging

Revenue Stream
Sales

Key Activities
Marketing
Partnerships 
Logistics
New product dev 

Key Resources
Supply chain
Employees 
Partnerships

Channel
E-commerce
Local Pop-up
markets 
Child care facilities 
Word of mouth 
Newsletters

Value Propositions
Safe for sensitive
skin
Non-toxic
Environmentally
friendly
Affordable  
Impact through local
non-profit donations

Customer Relationship
Families, childcare
centers, and local
entrepreneurs

Customer Segments
Parents 
Friends / Family of
parents 
Socially /
Environmentally
conscious
consumers 



TRUEFAMILY
Product innovation
Third-party cert’s
Marketing support

MYTI RETAIL HUB
For-profit
E-Commerce
Logistics
Local consumer reach
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CHILDCARE CENTERS
Non-profit
Distribution
Promotion
Share in profits (impact)

LOCAL PARTNERSHIPS
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Sales ChannelsInnovation



TARGET MARKET

Eco-conscious, millennial parent with young kids.
Mid-thirties, busy, price-conscious.
Involved in yoga, childcare, work, housekeeping.
Family member might have sensitive skin.

PRIMARY: YOUNG PARENTS

Mid-to-late 20's and early 30's.
Prioritizes affordability and convenience.
Loves Trader Joe’s.
Might have sensitive skin.

SECONDARY: SINGLE MILLENNIAL
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BRAND ETHOS
Locally Made | Sustainably Sourced | Committed to Community
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Approachable, welcoming, accessible, unisex.
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SOAP FORMULATION
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Non-toxic
Minimal ingredient list
Only organic ingredients
Safe for sensitive skin
Biodegradable
Safe for the environment
Produced using renewable energy
Locally-made
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PRICING STRATEGY
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MARKET COMPS
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SALES CHANNEL CHILDCARE CENTER SHOPIFY MYTI

Selling price $4 $4 $4

Donation $1 $1 $0

COGS $2.55 $2.55 $2.55

Shipping / Myti Fee  $0 Paid by customer 10% of $4 = $0.40

Expected Gross Income $0.45 $0.45 $1.05

UNIT ECONOMICS

21



Background Opportunity Project Overview Lessons Learned Discussion

PORTFOLIO CONCEPTS
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Solid soap
Solid shampoo &
conditioner
Solid pet wash
Solid moisturizers
Solid dish soap

VALUE PRODUCTS PREMIUM PRODUCTS ACCESSORIES
Shaved soap
Liquid (or liquid-ready)
soap
Foaming (or foaming-
ready) soap
Lip balm
Cleaning products

Soap dispensers
Soap dishes
Travel containers
Natural loofahs
Brushes
Spray bottles
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PROMOTIONS
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In June, 2023, TrueFamily launched its first promotional
campaign with two non-profit child care centers and the Let’s
Grow Kids advocacy group.

For every $4 bar of soap sold through the child care center, $1
would be donated back to the center itself.

In July, 2023, TrueFamily set up at the Pine Forest Annual
BBQ.
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Order Date Sales Channel Payment Method Shipping Bars Total Revenue Donation TF Net

July 19, 2023 PFCC BBQ Mastercard 0 1 $4.00 $4.00 $1.00 $3.00

July 19, 2023 PFCC BBQ Paypal 0 3 $12.00 $12.00 $3.00 $9.00

July 19, 2023 PFCC BBQ Venmo 0 1 $4.00 $4.00 $1.00 $3.00

July 19, 2023 PFCC BBQ Venmo 0 2 $8.00 $8.00 $2.00 $6.00

July 19, 2023 PFCC BBQ Venmo 0 1 $4.00 $4.00 $1.00 $3.00

July 19, 2023 PFCC BBQ Venmo 0 1 $4.00 $4.00 $1.00 $3.00

July 19, 2023 PFCC BBQ Venmo 0 1 $4.00 $4.00 $1.00 $3.00

July 19, 2023 PFCC BBQ Cash 0 8 $32.00 $32.00 $8.00 $24.00

Totals 18 $72.00 $72.00 $18.00 $54.00

PINE FOREST BBQ SALES
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Order Date Sales Channel Payment Method Shipping Bars Total Revenue Donation TF Net

9/12/23 PFCC 2  $8.00  $8.00  $2.00  $6.00 

9/1/23 RNCC 4  $16.00  $16.00  $4.00  $12.00 

7/21/23 PFCC  $4.74 3  $16.74  $12.00  $3.00  $9.00 

7/19/23 PFCC BBQ 18  $72.00  $72.00  $18.00  $54.00 

7/17/23 PFCC 10  $40.00  $40.00  $10.00  $30.00 

Totals  $ 4.74 37  $152.74  $148.00  $37.00  $111.00 

TOTAL DONATION TO PINE FOREST
$33.00

OVERALL PROMOTION SALES
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TOTAL DONATION TO ROBIN’S NEST
$4.00



Christina Goodwin
Executive Dir, Pine Forest

Beth Workman
Executive Dir, Robin’s Nest

LouAnn Beninati
Dir of Programs, LGK

STAKEHOLDER INTERVIEWS
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The VT Dept of Health requires
child care centers to use foaming
hand soap, so families can only use
the bars at home. (See Child Care
Licensing Regulations, rule 5.2.1.3).
Liquid soap for wall pumps would
be helpful, as well as lotions and
cleaning products.
Committed to using non-toxic
products.
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Partnered with City Market for
Rally for Change in June, 2023. As a
10% partner, RNCC made $1233.18.
Would be interested in cleaning
products.
Would like a participating family
discount and referral codes.
Could First Children’s Finance
facilitate this?

Former child care center executive
director. Her son, Jesse, works at
Robin’s Nest and his daughter
attends.
LGK is winding down.
Can connect us to other child care
programs. Would like to see it
proven out locally, first.
Get a referral code from Myti.
It’s a feel-good story about
community
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Huladays

PFCC BBQ

Myti “soft launch”
Start of child care
promotion

Total Sales = $780TOTAL SOAP SALES
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December 2022- September 2023

Source: Shopify Reports



LESSONS LEARNED
New businesses require resources and hustle, not just a good story.

GET A CHAMPION FOCUS ON SALES MARGINS MATTER

2 31

Background Opportunity Project Overview Lessons Learned Discussion 28

Consistent leadership is
crucial.

Stay lean. Minimize
overhead and inventory.

Sell the minimum viable
product, then iterate.



DISCUSSION
TrueFamily Brands aimed to scale
local public-private partnerships,
keeping wealth within communities
and supporting social good.
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It stumbled due to high attrition rate,  
high overhead, and low profit
margins.

How might the TrueFamily business
model have been more successful?
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Thank You!
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APPENDIX
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PROMOTIONAL POSTERS
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Version 1 Version 2 (never released)

Designed by Fabiana Otero



DROP-IN CARDS
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Version 1 Version 2 (never released)

Designed by Fabiana Otero



WEBSITE
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SOCIAL MEDIA
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Instagram LinkedIn



$576 DONATION

TRUEFAMILY SUNSET PLAN
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In September, 2023, the TrueFamily project came to the end of its
funding runway and drew its test phase to a close.

Two full cases of inventory plus gift bags were
donated to each of our child care center
partners, Robin’s Nest and Pine Forest, to aid
their fundraising efforts. That’s 288 bars total,
or 144 bars for each center.

The remaining 3 cases (around 216 bars
total) are expected to be purchased by Myti
at cost ($2.55 per bar) to be used for
promotional purposes.

$576 DONATION $313 DONATION



CONTRIBUTORS
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TrueFamily has been a collaboration between professionals and students in the
Burlington area. Thank you to everyone who helped the project come to life.

Janice Shade, Founder Capital Innovation Lab
Bob Philips, Retired Director Unilever
PLC&NV, Executive in Residence at UVM
Joe Giallanella, VP / GM of Consumer
Products
 

Presentation prepared by 
Andria Ronne, 2023

Sustainable Innovation MBA at UVM
students and alums:

Mae Diaz Cabrol
Devon Maddux
Steven Nam Tran
McLane Ritzel
Madison Wood
Andria Ronne

 


