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NationSwell is in gratitude to the following organizations and 

individuals for making this case study possible:

Key organizations and people

JOHNSON & JOHNSON

Johnson & Johnson (“J&J”) believes good health is the foundation of vibrant lives, thriving 

communities, and forward progress. For over 135 years, J&J has worked across research and 

development, manufacturing, and sale of healthcare products, and is now one of the world’s  

largest healthcare companies. J&J’s 140,000+ employees are committed to improving access  

and affordability; creating healthier communities; and putting a healthy mind, body, and  

environment within reach of everyone, everywhere.

Vanessa Broadhurst

Executive Vice President, 
Global Corporate Affairs

Lauren Moore

Vice President,  
Global Community Impact

Jorge Leon

Director,  
Global Community Impact, 
Our Race to Health Equity

Frank Rodriguez

Global Leader,  
Our Race to Health Equity,  
Global Community Impact

OUR RACE TO HEALTH EQUITY TEAM
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Scenario

Johnson & Johnson advances racial health equity 

in the U.S. with a $100 million commitment

In the U.S., health disparities for people of color relative to White individuals include higher rates 
of illness and death and less access to quality care. The impact of COVID-19 proved no exception, 
with Black individuals dying from the virus at more than double the rate of White individuals (NIH). 

In response to these longstanding and systemic healthcare inequities, Johnson & Johnson (“J&J”) 
launched its “Our Race to Health Equity” initiative (“ORTHE”) in November 2020. The bold under-
taking “aspires to help eradicate racial and social injustice as a public health threat by eliminating 
health inequities for people of color” with a $100 million commitment over five years.

Additionally, J&J’s Healthier Communities and Enduring Alliances commitments are anchored in 
four solution areas in order to focus their impact:

People First Culture: Cultivating one of the most diverse and inclusive workforces that 

inspires innovative healthcare solutions around the world

Healthier Communities: Helping close the racial mortality gap by investing in culturally 

competent community care models that create health outcomes for people of color

Enduring Alliances: Leading and leveraging J&J’s powerful partnership network to combat 

racial and social health determinants

Community health capacity building: Expanding access to affordable, community- 

centric care through investments in community health centers, community health workers, 

and other care model innovation

Community engagement and education: Empowering patients and end users with tools, 

resources, and community-based services to “own” their health and increase health literacy

Culturally competent care: Increasing the racial and ethnic diversity of the healthcare 

talent pipeline and workforce and promoting an equitable point of care experience

Inclusive research and representative clinical trials: Increasing access to clinical trials 

through diverse site selection and patient recruitment, as well as incorporating equity into 

end-to-end therapy and device design

J&J’s solutions center upon three complementary approaches:

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC7762908/#:~:text=Approximately%2097.9%20out%20of%20every,Asians%20(40.4%20per%20100%2C000).
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“Health equity means that everyone has a fair and 
just opportunity to be as healthy as possible. This 
requires removing obstacles to health such as 
poverty, discrimination, and their consequences, 
including powerlessness and lack of access to  
good jobs with fair pay, quality education and 
housing, safe environments, and health care.” 

Robert Wood Johnson Foundation

The company will invest half of ORTHE’s $100 million through external grants, programs, and ini-
tiatives by 2025. To embed a health equity mindset into J&J’s everyday business practice and 
strategy, J&J has also committed to driving change from within their large enterprise, allocating 
$50 million over five years to a Business Match Fund (“BMF”). The BMF will serve as an incubator 
and catalyst for alignment at all levels of J&J by providing dollar-for-dollar co-investment alongside 
business units seeking to advance a health equity-oriented initiative in the United States.

The remainder of this case study dives deeper into the strategy, structure, and operations of 
the BMF, a model that other companies may adopt for their own unique purposes.

https://www.rwjf.org/en/insights/our-research/2017/05/what-is-health-equity-.html
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Approach

1. Design a funding approach that promotes innovation, long-term thinking, and engagement

2. Use a varied toolkit to invite applications from across the enterprise

3. Administer a layered and inclusive review process to select fund recipients

4. Track impact centrally and regularly, leaving room for flexibility

5. Tell the story of catalyzed impact internally and externally

This case study details how Johnson & Johnson designed and 

executed the Business Match Fund to accelerate the adoption of 

a health equity focus across its divisions and, consequently, to 

seed large-scale organizational change. Their approach includes 

five core elements, explored further in the pages to come:
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Design a funding approach that promotes 
innovation, long-term thinking, and engagement

The ORTHE Business Match Fund oversees the spending of $50 million in 

the form of internal grants to support the launch and execution of health 

equity-related initiatives across Johnson & Johnson. The BMF is carefully 

designed and operationalized to create as much leverage and sustainability 

out of those investments as possible. Here’s how:

Every business unit and project that applies for and receives funds from the BMF must be at least an 

equal contributor of its own resources. By requiring a commitment to co-invest, the BMF ensures that 

its $50 million catalyzes at least $50 million in additional budgeted spending.

In fact, the BMF does not fund projects that have not already been approved and budgeted for by 

individual business units. This requirement incentivizes business units to develop health equity 

projects based on the potential for greater impact through a matching investment while ensuring 

that projects that don’t receive a match are carried through. Funds from the BMF, therefore, focus on 

scaling impact, especially through its encouragement of partnerships across the enterprise.

To further encourage the business to invest in health equity programming, the BMF program is set 

up to allow the business to determine which health equity projects will have the greatest impact and 

make the most sense for them. Projects that can demonstrate high impact potential through the 

intersection with other community impact initiatives and ORTHE’s goals are most likely to secure 

funding. That said, the BMF de-prioritizes investments in projects that are strictly commercial or for 

which media and marketing are major budgetary categories. These projects tend to fall out of the 

selection process in favor of projects that are more concretely committed to the goal impact goals of 

Healthier Communities and Enduring Alliances.

1:1 CO-INVESTMENT

CONTINGENT CONSIDERATIONS

Each year for five years, J&J allocates $10 million into the BMF to support new or existing projects. 

Investments range in size from $200,000 to $1 million. To ensure that each division and function within 

the company has equitable access to funding, J&J allocates BMF funds across each of its major 
divisions as well as its supply chain. Importantly, projects will only receive a funding commitment for 

one year at a time, though they can reapply in subsequent years. This helps to ensure that previously 

funded projects don’t crowd out new initiatives in gaining access to the co-investment dollars.

ENTERPRISE-WIDE ALLOCATIONS



CASE STUDY     |    OCTOBER 2023 8

DID YOU KNOW?

Compared to White pregnant people, Black pregnant people are three times more 

likely to experience mortality from a pregnancy-related cause (CDC)

People of color make up about 39% of the U.S. population, but only 2% - 16% of 

patients in clinical trials (Harvard Business Review)

American Indian, Alaska Native, and Black people are twice as likely as White 

people to die from diabetes (Kaiser Family Foundation)

To spread the word about the Business Match Fund to as many of Johnson & 

Johnson’s 140,000 employees as possible, the team relies on two main levers: 

executive champions and internal communications channels. 

Use a varied toolkit to invite applications from 
across the enterprise

In an enterprise as large as J&J, executive leadership support is essential in communicating the BMF 

opportunity and value to business units. When the application is ready for distribution each fall, the 

BMF team works through an executive champion – in this case, Vanessa Broadhurst, Executive Vice 

President, Global Corporate Affairs – to relay details to executive leadership and the heads of business 

units. Those business leads then cascade the information further down into the organization through 

email and personal outreach, among other methods. 

The BMF team also uses J&J’s existing internal communications channels, such as business unit 

and company newsletters, and the internal ORTHE social media site, to drive awareness of the BMF 

funding cycle. 

Regardless of the channel or the messenger, the information conveyed is relatively high-level – a 

strategic choice, as the application itself holds details on how the process works. In addition to clearly 

outlining all of the requirements to apply for and receive funding, the BMF application contains an 

introduction to ORTHE and its pillars for those who are not yet well-versed in the initiative. 

Despite the detail contained in the application materials, questions are inevitable. Any and all 

employees can send follow-up questions directly to the BMF team through a centralized inbox. BMF 

staff monitor and reply to inquiries while also looking for patterns that indicate the need to adjust the 

application information accordingly in the next cycle.

https://www.cdc.gov/healthequity/features/maternal-mortality/index.html#:~:text=Black%20women%20are%20three%20times,structural%20racism%2C%20and%20implicit%20bias.
https://hbr.org/2021/06/addressing-demographic-disparities-in-clinical-trials
https://www.kff.org/report-section/key-facts-on-health-and-health-care-by-race-and-ethnicity-health-status-outcomes-and-behaviors/
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WHAT’S REQUIRED IN THE APPLICATION?

Executive summary: explain what inspired the program, how it will address health 

equity, and why is it important to J&J’s commitments to health equity

Health equity impact: provide an overview of the program and how it would 

address health equity in a differentiated way, with evidence to support  

projected impact 

Measurement & outcomes: detail how projected outcomes will address ORTHE’s 

pillars, plus any additional impact measurements

Partnerships: describe how the program will engage internal and external 

partners to increase impact

Implementation: describe the program team, high-level activities, and a timeline 

of projected milestones

Sustainability & scalability: explain how the funding will be catalytic and/or how 

the impact will extend beyond the funding period

Budget & expected resources: provide itemized budget by year as well as 

expectations for future funding needs

Given finite resources and the potential for high demand, the BMF team 

carefully designed a multi-stage application review process that ensures 

principles of integrity, balance, and rigor underlie every funding decision.

Starting with the 2023 application cycle, senior business unit leaders are engaging potential 

applicants to prioritize submissions prior to the deadline. While the BMF team is not providing 

strict guidance to business units on this process, nor is it requiring this stage of internal vetting, 

the advantages are clear:  business unit leaders gain greater control over the proposals their 

teams are putting forth, ensuring quality and alignment with the business unit’s overall strategy. 

This step also streamlines the number of applications submitted, making the review process less 

time-consuming and increasing the likelihood that individual projects will receive funding.

STAGE 1: BUSINESS UNIT CULLING

Administer a layered and inclusive review process 
to select fund recipients
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Once submitted, each application is reviewed by members of the ORTHE team: Frank Rodriguez 

and Jorge Leon. The application itself is the main consideration for advancing recommendations 

to the next stage, with no additional interviews or materials typically requested (though the 

BMF team may reach out to applicants for clarifying information as needed). 

Final approval of funding decisions comes from the BMF’s executive committee champion, who 

also sends out the notification of awards to selected applicants.

STAGE 2: BMF STAFF REVIEW

STAGE 3: ADVISORY COUNCIL RECOMMENDATIONS

From the total applicant pool, the BMF staff creates a shortlist for consideration by an 
Advisory Council of leaders representing the two main J&J divisions – J&J Innovative 

Medicines and J&J MedTech – plus supply chain. This Advisory Council ensures that there is 

enterprise-wide input into the selection process, justifying decisions and guarding against any 

potential pushback with a “blessed by many hands” mindset. 

STAGE 4: EXECUTIVE APPROVAL

MORE ABOUT THE APPLICATION PROCESS

SUCCESSFUL APPLICATIONS MUST:

FURTHER REVIEW PRIORITIZES FUNDING THAT:

Deliver against the external ORTHE pillars and solution areas

Articulate a specific and measurable health equity contribution to Executive 

Committee Scorecard targets 

Serve people of color in the United States

Include matching fund requests that range from $200K to $1M 

Be financially matched at least 1:1 by the requesting J&J entity 

Have support from Company Group Chair or Executive Committee member

Demonstrates highest potential contribution to health equity impact metrics

Balances funding across the participating enterprise entities

Each year, the BMF team opens the application in mid-September with submissions due 

by mid-November. This timeline ensures that projects are already budgeted in business 

unit financials for the following year before matching investment decisions are made, 

typically by the end of January.
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Track impact centrally and regularly, leaving room 
for flexibility

BMF funding applicants must address how their project will specifically 

advance ORTHE’s goals of Healthier Communities and Enduring Alliances 

within the four solution areas. The application also requests information on 

project-specific impact areas and KPIs that fall outside those two goals. Once 

projects receive funding, they are required to track and record their impact 

centrally and regularly.

Leaders of BMF-funded projects log progress against the two overarching ORTHE goals using a 

bespoke centralized tracking tool built for the internal ORTHE portal. All BMF-funded projects are 

required to input their results on a quarterly basis, while non-funded ORTHE initiatives use the tool to 

input results twice per year. Projects that were once funded by BMF but no longer receive funding also 

use the tool to track their continued results, allowing the organization to track long-term progress. 

Project teams are encouraged to track additional metrics that fall outside of the two overarching  

goals, though they are not required to report progress against those metrics through the central 

tracking tool.

OVERALL ORTHE IMPACT GOALS WITH WHICH BMF PROJECTS SHOULD ALIGN

Reach 5 million people of color with more relevant, trusted, and culturally 

competent inclusive care, with emphasis on community-based solutions

Develop more relevant, trusted, culturally competent health systems by developing 

and supporting 200,000 healthcare professionals and researchers



CASE STUDY     |    OCTOBER 2023 12

Tell the story of catalyzed impact internally 
and externally

Because the BMF is an internally oriented initiative, telling the 

story of its impact is as important within the organization as it 

is without. While J&J anticipates that the breadth and potency 

of its storytelling will increase with time, there are two primary 

communications elements already in motion:

The BMF’s executive champion is responsible for informing applicants about funding decisions, 

after which those decisions are widely disseminated in the company-wide newsletter. Throughout 

the year, the BMF team organizes “lunch and learn” events so that projects can provide updates 

to those interested and sow the seeds for further collaboration and inspiration.

ANNOUNCING AND CELEBRATING FUNDING DECISIONS

J&J is producing 10-15 minute videos about select BMF-funded projects that will be shared through 

internal newsletters and social sites. The videos will allow for a greater degree of immersion into 

the unique and powerful initiatives happening to advance health equity. They will also become 

assets that can be used for external storytelling and communications purposes.

SPOTLIGHTING PROJECTS IN VIDEO FORM
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Results

EXAMPLES OF BMF-FUNDED PROJECTS

Johnson & Johnson presents My Health Can’t Wait
A community wellness initiative designed to help patients and caregivers take a proactive role in 
managing their health through increased access to vital information and resources.

Research Includes Me
A community-focused effort focused on awareness and engagement of Black and brown  
communities to elevate the discussion around clinical trials. The campaign prioritizes building 
trust-based relationships with communities to provide clinical trial information, as well as hosts an 
educational website.

Save Legs Change Lives
An education and screening based initiative designed to create urgency and action around the hidden 
threat of peripheral artery disease (PAD)-related amputation. It consists of more than 12 programs 
across three focus areas: empowering individuals and communities placed at an increased risk of PAD, 
collaborating with powerful partners, and driving research. 

Healthcare Professional Health Equity and Diversity, Equity, and Inclusion Training 
Partnering with a national continuing medical education (CME) provider to develop unconscious bias, 
health equity, and other diversity, equity, and inclusion training for healthcare professionals as an option 
for meeting required annual medical CME credits.

128 individual projects have requested BMF funding across 

three cycles

The BMF has funded 53 programs across eight different J&J 

entities to date

The BMF has co-invested $30.0 million alongside individual 

businesses, for an average of over $566,000 in matching funds 

per project

As of spring 2023, Johnson & Johnson’s Business Match 

Fund has completed three rounds of funding and with them 

has deepened the organization’s cultural and operational 

commitments to health equity. The results below outline the 

milestones reached within those first three years:

128 projects

53 programs

$30 million

http://www.MyHealthCantWait.com
https://researchincludesme.com
https://www.savelegschangelives.com
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Pareto’s page

Also known as the 80/20 rule, the Pareto Principle observes that 

80 percent of outcomes are derived from 20 percent of inputs. 

Below you’ll find NationSwell’s take on which inputs are most 

strongly associated with positive outcomes in this case study.

1:1 co-investment from business units

By requiring business unit financial investment, J&J helps to ensure a lasting, organization-wide 

commitment to the health equity mindset and change.

Incentivizing sustainable commitments

By funding projects that are already approved and budgeted, J&J helps to ensure quality 

and commitment from applicants while encouraging big ideas and accelerating impact.

Advocacy from business leaders and executives

By leveraging support from the top of the enterprise, J&J signals institutional importance, 

encourages broad participation, and streamlines communications.

Advisory Council review

By relying on an Advisory Council as part of the selection process, J&J ensures equal input 

into the decision-making process from all parts of the enterprise and thereby increases the 

strength and credibility of its funding decisions.

In an enterprise as large as J&J, communication is critical. During its first application cycle, the BMF team relied 
on a cascade of communications from executive leadership downward to share details of the opportunity. 
Those requests to share information occasionally got lost in inboxes, effectively delaying communication of the 
opportunity to different areas of the business. As the BMF continues its work, it is focused on employing more 
intentional communications strategies, including the direct and bespoke involvement of individual business 
leadership teams.

TIME MACHINE: 

One thing Johnson & Johnson would do differently
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Related resources

For continued learning on the topics discussed in this case 

study, we recommend the following:

Johnson & Johnson, Our Race to Health Equity

Robert Wood Johnson Foundation, What Is Health Equity?

American Heart Association, Driving Health Equity in the Workplace

Harvard Business Review, You Don’t Need a Grand Strategy to Achieve Organizational Change

McKinsey, How to drive sustainable and lasting change in your transformation journey

https://www.jnj.com/our-race-to-health-equity
https://www.rwjf.org/en/library/research/2017/05/what-is-health-equity-.html
https://www.heart.org/-/media/Files/About-Us/Driving-Health-Equity/CEORTHealthEquityManuscript.pdf
https://hbr.org/2020/03/you-dont-need-a-grand-strategy-to-achieve-organizational-change
https://www.mckinsey.com/featured-insights/themes/how-to-drive-sustainable-and-lasting-change-in-your-transformation-journey
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LEGAL NOTICE 
NationSwell has made efforts to verify the accuracy of the information it provides to members. However, this report relies on data obtained from many sources and NationSwell cannot 
guarantee the complete accuracy of the information provided or any analysis based thereon. Content found in this report is not intended to serve as or shall be deemed individual 
investment, legal, tax, accounting, or other regulated advice. Members should not rely on any legal commentary in this report as a basis for action, or assume that any tactics described 
herein would be permitted by applicable law or appropriate for a given member’s situation. Members are advised to consult with appropriate professionals concerning legal, medical, 
tax, or accounting issues, before implementing any of these tactics. Neither NationSwell nor its officers, directors, trustees, employees, and agents shall be liable for any indirect, inci-
dental, consequential, or punitive damages or losses for lost revenue or profits, whether or not advised of the possibility of such damages or loss and regardless of the theory of liability.

“NationSwell” is a registered trademark. Members are not permitted to use this or any other trademark, product name, service name, trade name, and logo of NationSwell without prior 
written consent. All other trademarks, product names, service names, trade names, and logos used within these pages are the property of their respective holders. Use of other com-
pany trademarks, product names, service names, trade names, and logos or images of the same does not necessarily constitute (a) an endorsement by such company of NationSwell 
and its products and services, or (b) an endorsement of the company or its products or services by NationSwell.  

NationSwell has prepared this report for the exclusive use of its members. Each member acknowledges and agrees that this report and the information contained herein (collectively, 
the “Report”) are confidential and proprietary to NationSwell. By accepting delivery of this Report, each member agrees to abide by the terms as stated herein, including the following:

Each member shall not sell, use, copy, reproduce, modify, display, perform, sublicense, or distribute this Report, in part or in whole (except as detailed below). Members shall not disseminate 
or permit the use of, and shall take reasonable precautions to prevent such dissemination or use of, this Report by (a) any of its employees and agents (except as stated below), or (b) any 
third party.

Each member may make this Report available solely to those of its employees and agents who (a) are registered for the workshop or membership program of which this Report is a part, (b) 
require access to this Report in order to learn from the information described herein, and (c) agree not to disclose this Report to other employees or agents or any third party. Each member 
shall use, and shall ensure that its employees and agents use, this Report for its internal use only. Each member may make a limited number of copies, solely as adequate for use by its em-
ployees and agents in accordance with the terms herein. 

Each member shall not remove confidential markings, copyright notices, and/or other similar indicia from this Report.

Each member is responsible for any breach of its obligations as stated herein by any of its employees or agents.

If a member is unwilling to abide by any of the foregoing obligations, then such member shall promptly return this Report and all copies thereof to NationSwell.  

These Terms are governed by the laws of the State of New York without reference to the principles of conflicts of laws thereof.

NationSwell would love your feedback on this 

resource so that we can continue providing 

valuable insights to you and your organization. 

Please consider taking 30 seconds to complete this 

brief questionnaire. For more information about 

this project, please contact Danielle Benedetti at 

daniellebenedetti@nationswell.com.

Thank you

https://forms.gle/166iPUWddTgMLJQm7
mailto:daniellebenedetti%40nationswell.com?subject=

