EEEEEEEEEEEEE

BEYOND ‘MAHA’:
Now is the time for food
companies to renovate
and innovate for nutrition

and health

The 3 key ingredients of success
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Food industry leaders should
see MAHA as an opportunity
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In mid-2025, several large consumer packaged
goods (CPG) companies announced plans to
eliminate all artificial dyes by end of 2027.

Among them, WK Kellogg stepped beyond typical voluntary
commitment to signing an agreement with the Texas Attorney
General’s office legally obligating themselves to the transition.

These announcements are worth celebrating, as they show food
giants are listening and responding to consumers’ desire for
fewer artificial ingredients. Actions like these are part of a much
broader push to improve current product portfolios for better
nutrition, health, and overall well-being. Certain large firms are
making progress toward these goals, as the World Business
Council for Sustainable Development (WBCSD) recently showed.

That said, too few companies are taking too little action and from
far too narrow a perspective given the magnitude and scope of
the challenge — over $1 trillion cost of chronic health conditions
is rooted in poor diet, according to the Rockefeller Foundation.
The Paris Declaration on Business and Nutrition 2030 this year is
echoing this need and calling for nutrition and health to be
central priorities for our future food system.



https://www.foodnavigator-usa.com/Article/2025/06/18/general-mills-and-kraft-heinz-plan-to-remove-artificial-dyes-from-us-products-by-end-of-2027/
https://www.foodnavigator-usa.com/Article/2025/06/18/general-mills-and-kraft-heinz-plan-to-remove-artificial-dyes-from-us-products-by-end-of-2027/
https://www.texasattorneygeneral.gov/news/releases/attorney-general-paxton-secures-historic-legal-agreement-kelloggs-remove-toxic-artificial-dyes-its
https://www.rockefellerfoundation.org/wp-content/uploads/2021/07/True-Cost-of-Food-Full-Report-Final.pdf
https://parisnutrition2030.org/
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Big food companies have a vital role to play. The most recent
survey from the CDC’s National Health and Nutrition
Examination Survey revealed that over half of consumers’
total calories are still coming from ultra-processed foods. Big
food companies need to be part of the solution, and their
portfolios urgently need to be renovated for nutrition,
ingredient quality and overall health. Additionally, credible
action and resource allocation needs to be placed on new
health-focused innovation. We’ve known for some time now
that the food industry has chronically under-funded science,
R&D and innovation. That too must change.

Most of these players are public companies with businesses
to run and shareholders to satisfy. Their current products also
have varying roles in consumers’ diets (and varying levels of
opportunity for renovation). It can’t be a guessing game: a
systematic approach is needed.

We believe consumer health and business health can go hand
in hand, and companies can (and must) renovate and innovate
for improved consumer health.

Doing so will require three key ingredients for success:
shifting mindsets within the organization, capitalizing on
cultural momentum, and innovating with intentionality and
purpose.



https://www.cdc.gov/nchs/products/databriefs/db536.htm
https://www.cdc.gov/nchs/products/databriefs/db536.htm
https://www.ift.org/press/press-releases/2020/february/5/research-report-highlighting-us-funding-disparities-in-food-science

3 key ingredients to renovation success

1. Shifting mindsets

With pressure like that, who could blame them?
That said, as the old PR adage goes, “if you're
explaining, you’re [still] losing.”

Successful, long-term  portfolio renovation
requires a fundamental mindset shift. Food
industry leaders need to see nutrition as a value
driver, not merely as a compliance measure.
This shift, when felt across the whole
organization, changes the approach to portfolio
renovation - and with that, can amplify the
impact of the changes.

To shift mindsets amid a portfolio renovation,
organizations will need to:

. Re-envision the role of nutrition from an
external public commitment born out of
stakeholder management to a source of
competitive advantage (even survival
strategy) for the firm. When executed
strategically, nutrition has enormous power
in terms of unlocking value across brands
and portfolios.
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Too often, actions like those mentioned earlier arise from a
defensive posture: seeing improvements in nutrition and
reduction of ingredients of concern from a compliance and risk
lens — issuing statements and positioning papers like this one,
in response to regulatory pressure and shareholder action.

. Move accountability for portfolio renovation

and target-setting efforts from their typical
organizational owners (scientific, regulatory
and government affairs teams) to senior
R&D, innovation and growth officers who own
accountability for current and future
innovation portfolios.

Frame the opportunity in business-relevant
ways. Trillion-dollar problems create trillion-
dollar opportunities, but the opportunity is
distributed unevenly. Leaders need to wrestle
through where-to-play and how-to-win choices,
identifying those most addressable given
their assets, capabilities, knowledge and
relationships.

Build (or refresh) a leadership-alighed
definition of nutrition, health and wellness.
Given the accelerated pace of change, rapidly
evolving food and beverage ecosystem, and
forces (including the food is medicine
movement), re-envisioning the framework and
innovation priorities in business-relevant
ways will guide the entire effort of
renovation, from resource allocation and
funding to execution.


https://www.nestle.com/stories/portfolio-nutrition-strategy-shareaction
https://shareaction.org/nestle-resolution-2024

especially global
and retailers,

Historically, many nutrition-forward offerings by
big food companies failed to get big enough fast
enough, ending up in what we refer to as the
“better for you graveyard” — great ideas, poorly
timed, and starved of resources needed to
thrive. All this leads to a self-fulfilling prophesy
that “wellness doesn’t work”; and a future
involving expensive catch-up via mergers and
acquisitions once they realize they were wrong.

This movement represents something very
different. NielsenlQ’s 2025 Global State of
Health & Wellness survey confirms health and
wellness is more than a shortlived fad, and
represents a broader
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On the heels of ‘Make America Healthy Again’, industry leaders,
F&B firms,
have a new permission structure to
aggressively in nutrition, health and wellbeing.

ingredient suppliers, processors,

invest

transformation driven by shifting consumer
norms, an alighed set of global themes anchored
in health and wellbeing, and a powerful emerging
demographic (“Spend Z”) with a radically new set
of expectations.

A successful shift to respond to this demand
won’t happen without new thinking, new
approaches and deliberate resource investment.
If portfolio renovation is their response to MAHA
and other cultural shifts, food industry leaders
will need to bear in mind the following principles:


https://nielseniq.com/global/en/insights/report/2025/global-state-of-health-wellness-2025/
https://nielseniq.com/global/en/insights/report/2025/global-state-of-health-wellness-2025/
https://nielseniq.com/global/en/landing-page/spend-z/
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Embrace disruption as an opportunity for innovation.

Insurgent brands, retail private label and the rise of social commerce are creating
waves for incumbent brands. The success of Daily Harvest, AG1 (now nearly a $1B
brand), Once Upon a Farm, the launch of David Beckham’s IM8, and more, should be
seen as the canary in the coal mine for the food and beverage industry. Rather than
seeing disruption as a threat, see it as an open door to future innovation. And,
remember that when the pace of change outside exceeds the pace of change inside,
you're slowly dying.
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Leverage capabilities in radically new ways.

Large companies have incredible assets and global capabilities such as consumer
insight, sourcing, manufacturing, and more. They have the potential to scale change
and impact in ways smaller firms can’t match. Our work in the FoodTech venture and
startup ecosystem, and with corporate venture capital groups at major firms, has
taught us the truism that it’s never been easier to start a food company and never
harder to scale one. Creative partnerships, licensing, joint ventures and more can be
viable pathways to growth without expensive M&A or over-reliance on small venture
bets.

03

Plug into the Food as Medicine movement.

Food industry leaders need to come off the sidelines of the food as medicine
movement and see it as an opportunity for cross-sector collaboration. GLP-1s are a
terrific starting point, as we’'ve been learning in our work with The Nourish Movement.
The new HHS budget will add funding for prevention, food is medicine Centers of
Excellence, and more. Given our ongoing work in this movement, we can say the
opportunities are abundant.

04
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Actively work to restore trust.

Consumers’ relationship to food has changed, as has their relationship to
information. Technology is merely turbocharging what’s been witnessing for decades:
declining_trust and shifting_sources of trust. Portfolio renovation — demonstrating that
you’'re listening to the cultural moment and consumer priorities — is a huge step
towards restoring_or maintaining_customer trust. A key outcome of the NielsenlQ
report noted that healthy ingredient labelling is not enough for GenZ — they must be
supported by professional endorsements and deeper health information, for example.



https://daily-harvest.com/
https://drinkag1.com/
https://onceuponafarmorganics.com/
https://im8health.com/
https://www.nourishmovement.org/fam-for-glp-1-world
https://www.linkedin.com/posts/scott-bowman-2791b0_foodismedicine-foodasmedicine-ozempic-activity-7255596097471922178-IIxy?utm_source=share&utm_medium=member_desktop&rcm=ACoAAAAHSH0Bha8aCsDksDzKkbiP_fZpKNz54C4
http://www.nourishmovement.org/
https://www.hhs.gov/sites/default/files/fy-2026-budget-in-brief.pdf
https://clareo.com/trust-in-food/
https://clareo.com/trust-in-food/
https://nielseniq.com/global/en/insights/report/2025/global-state-of-health-wellness-2025/
https://nielseniq.com/global/en/insights/report/2025/global-state-of-health-wellness-2025/

3. Innovating with intentionality

The technical execution of portfolio renovation and innovation
demands a systematic approach reflecting business, category
and brand dynamics. Success requires combining rigorous,
evidence-based approaches with ecosystem thinking that
anticipates where future value can be created and ways to
remain competitive in a fast-moving ecosystem.

To innovate with purpose during portfolio renovation, organizations will need to:

Evaluate the importance and role of health and nutrition, and role in diet,
for categories, brands and consumers (legacy buyers and what the industry
often calls “growth consumers”). This allows for logical, fact-based decision-
making tailored category, brand and product.

Develop, use and promote evidence-based, transparent methodologies for
evaluating, rating and scoring products, and measuring progress. The world
of nutrition scoring and profiling is vast, complex and rapidly evolving
(government, academic, NGO-driven, retailer, and consumer app/digital
programs). Rather than try to “pick the best” or “meet them all,” we
advocate that food industry leaders focus on the common foundation that
underlies all of them: nutrient density plus ingredients of concern. We also
recommend leaders add a focus on functionality (targeted nutrition) relevant
to the category and consumer segment.

Implement portfolio thinking by proactively allocating resources to areas
where you can make the biggest impact — balancing importance and role of
nutrition with the complexity (ability to execute). This involves setting clear
investment priorities based on where health improvements will drive the
most value, rather than spreading resources equally across all products or
responding reactively to the burning issues of the day.

Bring ecosystem thinking and outside-in approaches. With so much
complexity and change - regulatory, influencers, technology (including
agentic Al), shifting value chains, disruptive consumer technologies, category
and sector convergence and more — “where to play” and “how to win”
choices are significantly more complicated. Leaders need to explore how
their ecosystem will evolve, where value can be created and the role(s) they
can play. An outside-in approach is particularly vital, given what we refer to
as the paradox of innovation: becoming the best at what you do is the very
thing that prevents you from anticipating and designing what’s next. The
most transformative innovations that reshape competition almost always
from outside (or adjacent to) the industry. This is true in virtually all
industries.

clareo.



Global food companies are filled with great leaders — many of whom
have been trying hard to do the right thing, but frankly, they’re stuck.

They have built businesses for what
the world (and consumers) wanted
from them: convenience, taste, and
low cost. They've optimized their
operations and global supply chains
for this, and their marketers and
business leaders have “drunk the
Kool-Aid”. Investors have continually
rewarded them for optimizing that
model, and they now must keep it
up or they won’t have a business in
the future.

That said, the visionaries and
mavens within their ranks know that
the business model that got them
this far is not the business model
that will sustain them in the future.
The question is whether they’ll push
past public commitments to truly
transform.

Announcing courageous portfolio
renovations is a great first step, but
for your sake and ours: please step
on the gas.

Interested in exploring ways to move from insights to action?

Visit clareo.com/food or get in touch yia email
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http://www.clareo.com/food
mailto:info@clareo.com

