






able to be made by contract manufactured by established
food co-packers. This would also enable speed to market and
avoid costly investment in facilities and equipment. Another
innovative design feature was that BNB had a formal “end-
date” and fixed budget when it would cease inventing and
incubating ideas. This forced the teams to make decisions
within a constrained timeframe and push their ideas to
market. This structure reinforced a sharp focus on product
innovation and market success. Open-ended incubators
attract talented product development resources but can lack
an orientation to take the innovations to market.

Expanding the collaborative cohort to create
a global venturing ecosystem
Subsequent to the launch of four new functional food
companies, the BNB team had been approached by several
multinational companies seeking to explore ways to stimulate
innovation and entrepreneurial models that address unmet
needs in developing country populations, particularly in the
areas of nutrition, hydration and hygiene. This has inspired us
to think about how we could leverage our venture ecosystem
model to spur innovation in developing markets.

By expanding the stakeholder base in the cohort to include
entrepreneurs, intermediaries and investors working in
developing markets, the team at BNB, with its global
academic partners, could simultaneously evaluate ingredient
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and food delivery technologies that had market potential in
other parts of the world. This would be a simple and cost-
effective way to leverage the scouting level efforts that were
undertaken as part of the basic incubator model but would
require local market expertise and additional scientific and
medical expertise. 

Similarly, we could look to identify opportunities to transfer
technologies and fully developed products through licences to
existing entrepreneurial teams or companies on the ground in
developing countries. With the appropriate financing and
distribution partners, these teams could launch new
businesses intent on rapid distribution of appropriate
products into underserved markets. This venture ecosystem
might benefit from participation by foundations or other
funders intent on financing or underwriting costs that would
make products immediately affordable and accessible to the
poor, while also providing necessary educational and
technical support for market development.

Leadership roles for the multinational
corporation and social venture intermediary
While the overall effort is best orchestrated by experienced
entrepreneurial leadership, a key partner in a global health
innovation ecosystem is likely to be a multinational
corporation that has relevant product and domain
experience, local market and distribution expertise, a
proclivity for strategic venturing and growth strategy that
embraces open innovation. In the past several years a
number of Fortune 50 companies have announced strategic
commitments to developing markets and are beginning to
consider ways of replicating or adapting venturing models
and best practices developed through US and Europe

At Unilever, the company manages a diversified
portfolio of investments in a global cadre of leading
venture capital and private equity funds
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Figure 2: Expanded venture ecosystem linking US incubator to local developing country effort for global health innovation
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experiences. A committed multinational corporation can
provide myriad resources while helping to mitigate risks for
all members of the cohort. 

The first valuable resource is risk capital that may be
committed as part of a larger portfolio of strategic venturing
activities. At Unilever, the company manages a diversified
portfolio of investments in a global cadre of leading venture
capital and private equity funds. The scope and activities of
these funds match Unilever’s strategic interests and
geographic focus. With the appropriate co-investors, limited
partners and fund managers, a corporate investor might join
an investment fund focused on starting and growing
businesses in relevant developing markets. One related
example is Acumen Fundi, a non-profit global investment
vehicle that converts philanthropic contributions into
investment capital to deploy in market-based innovations to
solve the problems of poverty.

The multinational corporation can also contribute valuable
market research and insight, and executive talent that can
inform strategy. In some cases, the corporate partner may be
in a position to structure distribution relationships or joint-
venture partnership that could accelerate access or success
of a new venture in market. (There are some positive
precedents for this approach between large corporations and
entrepreneurial start-ups in the US food sector.)

A successful global venturing ecosystem may also need a
social intermediary partner to bridge the innovation
ecosystem from the developed world to the developing
world. International intermediaries that support
entrepreneurship in developing countries such as Endeavor
and Volans Ventures2 might be ideal partners to steward the
creation of a linked and parallel venturing ecosystem. These
groups are set up to help for-profit and socially focuesed
entrepreneurs scale innovations to enhance overall impact.
By taking a comprehensive design approach to an issue like

micro-nutrition, hygiene or disease prevention, a social
venture intermediary might be in the best position to identify
and align the interests of appropriate entrepreneurial,
financial and corporate stakeholders for a successful global 
venturing ecosystem. �

William Rosenzweig is Managing Director of Physic Ventures, a
venture capital firm based in San Francisco that invests in
keeping people healthy. He was a founder and CEO of Brand
New Brands, CEO and Minister of Progress for The Republic of
Tea and co-author of the best-selling book The republic of tea:
how an idea becomes a business. Since 1999 he has been a
faculty member at the Haas School of Business at UC Berkeley,
where he originated and taught the MBA course in Social
Entrepreneurship. www.physicventures.com 
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1. The websites of the four Brand New Brands provide details about the
companies and their products. See www.lightfullfoods.com;
www.corozonasfoods.com; www.attunefoods.com; and
www.dreamerz.com 

2.  Phil Howard, assistant professor at Michigan State University in the
department of Community, Agriculture, Recreation and Resource Studies,
has written extensively about the rapidly evolving industry structure of the
organic foods sector. He has produced a series of intriguing diagrams that
illustrate a web of relationships connecting entrepreneurial enterprises
with multinational corporations. His papers and illustrations are available
at http://www.msu.edu/%7Ehowardp/. See Figure 3.

3. “Open innovation” describes a new paradigm for the management of
industrial innovation in the 21st century, in which firms work with
external partners to both commercialize their internal innovations and to
obtain a source of external innovations that can be commercialized. The
term was coined by Henry Chesbrough, based on his research on the
innovation practices of large multinational companies.
www.openinnovation.net 

4. Brand New Brands: core purpose and values statement
Core purpose
We aspire to improve and enhance the lives of adults and children by
introducing the next generation of foods designed specifically to promote
health and support the prevention of disease. 

Approach
Brand New Brands uses a portfolio-based incubator model to develop and
market the highest potential new functional food business opportunities
for the US marketplace. Core to our approach is the commitment to
create food and beverage products that are efficacious (by medical
standards) honest and transparent in their claims, and satisfying to eat or
drink. By vetting and assessing the potential of scores of new product
concepts, we take the most promising opportunities and fuse them with
talented, passionate and proven entrepreneurial teams who turn ideas into
thriving new ventures.

We focus our efforts and resources by innovating “category-creating”
brand platforms that are capable of crossing over from niche markets to
the mainstream in three to five years. We only pursue opportunities where
we can claim distinct competitive advantages over large food companies
through IP, brand creation or non-traditional distribution. Our strategy is to
take the most promising new nutritional technologies and deliver them to
the marketplace through great-tasting products with engaging “lifestyle”
brands that educate and attract loyal customers and progressive retail
partners. We take opportunities to market that are likely to scale quickly
due to the convergence of scientific advances, consumer readiness and
media attention.

References

Key messages

� A venturing ecosystem can flourish when a diverse
stakeholder cohort shares a common vision and
commits to an open innovation model for new
business creation. This approach seems well suited
for transferring health product innovations related
to nutrition, hygiene and clean water from the US to
developing markets.

� Best practices developed and proven in the US could
be linked and leveraged through partnerships with
multinational corporations and social venture
intermediaries to extend a venturing ecosystem from
developed countries into developing markets.

� A successful multistakeholder open innovation effort
requires entrepreneurial leadership, creativity, and a
shared design ethic intent on aligning the interests,
incentives and outcomes for all stakeholders in the
venturing ecosystem.
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We define success by 1) thrilling our customers while serving their health
needs and, 2) creating and capturing value by rapidly growing high
performance businesses that offer long-term potential to strategic buyers.

Core values
Impact and Innovation – our products delight our customers and fulfill the
unmet health needs of large and expanding populations.

High performance teams – we foster a communicative, coordinated and
collaborative “green light” culture that values initiative, personal
responsibility and mutual respect.

Ownership – we initiate and act with the passion, commitment and
accountability of owners. We strive to create value for all of our
stakeholders by creating valuable, profitable new businesses.

Product excellence – Brand New Brands develops breakthrough products
of the highest quality, taste, convenience and efficacy. Product platforms
are backed by scientific rigour, intellectual property and tangible health

benefits. Brands exude creativity and charisma. We guarantee the safety
and integrity of everything we do and are forthright and accurate in 
our claims.

Entrepreneurial leadership – we are highly resourceful and strive for
leverage, scale and speed to market. We pursue ambitious visions
creatively, with rigorous execution.

5. Acumen Fund is a non-profit global venture fund that uses entrepreneurial
approaches to solve the problems of global poverty. We seek to prove that
small amounts of philanthropic capital, combined with large doses of
business acumen, can build thriving enterprises that serve vast numbers
of the poor. Our investments focus on delivering affordable, critical goods
and services – like health, water, housing and energy – through
innovative, market-oriented approaches. www.acumenfund.org

6. www.endeavor.org and www.volans.org are global venture development
intermediaries which provide capital and technical assistance to help for-
profit and socially oriented entrepreneurs leverage their impact.
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Figure 3: Organic industry structure
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