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Foreword

One of the greatest challenges in our time is to make and keep qualitatively good
healthcare affordable, transparent, and accessible to as many people as possible.
This issue goes further than merely selecting the best possible healthcare system. It
is a global puzzle independent of the manner in which countries have organized
healthcare and the ﬁnancing thereof. Healthcare costs are increasingly taking a bigger portion of domestic income via taxes, insurance policies, and direct payments.
And still, the percentage of countries having qualitatively good care available for all
citizens does not exceed 5 %. The solutions that are currently being found to solve
the problems of one stakeholder are often implemented at the expense of another
stakeholder. Lower healthcare costs only seem achievable either by making cuts in
the healthcare treatments which are funded or by making healthcare available to
fewer people. But this takes us only further away from the ambition of good healthcare for all. More healthcare for more people at lower costs demands pioneering
organizations. That brings us to the question: Do cases of brilliant business models
in healthcare exist in this world? Are there companies that have already shown solutions in the ﬁelds where breakthroughs are required? Businesses that we can learn
from across the border and across time? The authors of this book investigated these
questions in a quest to ﬁnd brilliant business models in healthcare. Their straightforward answer is: Yes, they do exist! Organizations that provide fundamentally more
healthcare for the same amount of funding that is of a superior quality and/or has a
greater impact on health in general. Healthcare that can be delivered by the organizations themselves, but, for instance, also by giving customers and patients a role
that is structurally different in managing healthcare and health in general for themselves and others.
The current huge challenges to provide good and affordable healthcare seem to
offer fertile soil for the rise of disruptive new brilliant business models which actually show how this can be done. We need these sorts of examples and landmarks to
improve healthcare and health in general—not by unquestioningly adopting other
systems, but rather to get new insights and gain inspiration. By studying examples
that generate the conﬁdence and courage to let go of existing interests and the business models of yesterday, we can get inspiration for the solutions of tomorrow to
v
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really improve healthcare and health in general on a sustainable basis. It is this angle
that is valuable to join the authors in this book and their quest to identify and understand unique healthcare organizations—ones that have used a different approach to
generate a valuable impact for themselves and their surroundings. We hope that it
provides inspiration to build and renew brilliant business models which help to
make and keep qualitatively good healthcare affordable and accessible to as many
people as possible. Enjoy the journey!
Roelof Konterman, Vice Chairman Achmea, amongst others responsible for the divisions Health and International.
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Introduction

Why, What?
“Never go to a doctor whose office plants have died.”
—Erma Bombeck

Over the years we conducted a quest to identify inspiring organizations in all kinds
of sectors and learn from their brilliant business models.1 That is a quest based on
our fascination with organizations that truly make a difference in their spheres of
inﬂuence. These are companies that do not wonder how to compete, but rather what
to compete for2; businesses whose raison d’être is to change their own environment,
sector, or even the world; companies that change the rules of the game and turn
entire markets upside down; organizations that sincerely know how to rise above
their own self-interest to create value for their customers and society. Paradoxically,
it is because of this approach that they also become very successful for employees
and shareholders. Simply put, companies like these make all parties concerned
happy, which in turn results in value for the business.
We are looking for and have identiﬁed companies that are characterized by pioneering, self-reinforcing value creation for all stakeholders. The non-negotiable in
the selection is that the value creation had to be measurable and demonstrable. We
are looking speciﬁcally for businesses that have four distinct attributes: those that
are proﬁtable, enjoy very loyal customers, have very satisﬁed employees, and make
a contribution to society. Businesses that create value in this way are what we deﬁne
as brilliant. When our selection of companies that put up awfully good numbers
expanded, we posed the question as to whether these businesses have even more in
common. How do these companies succeed in achieving this position? Brilliant
1

The results thereof are recorded in the book Brilliant Business Models by Kemperman et al.
(2013).
2
Spence and Rushing (2009).
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business models turn out to be unique in three aspects, each of which was rolled out
in phases over time:
1. They are vision-driven: They started from the conviction that things really have
to be different. Brilliant business models are driven from the inside out by their
ambition to change the world. It is not good enough for them to merely meet
existing market needs from the outside in; they themselves want to be the source
of new markets and needs. Subsequently, they have brought their brand positioning in line with their vision.
2. They persevere in the business model: They are conspicuous by their entrepreneurship and creativity. Businesses with brilliant business models are really
focused on implementing their vision. The ambitions and brand promises are
embedded structurally and extremely consistently in the business operations, the
organization, and the cooperation with partners. In this way it has been possible
for these ambitions and promises to be fulﬁlled in a sustainable, distinctive, and
proﬁtable manner.
3. They are pioneers for and by stakeholders: Based on these ﬁrst two aspects, they
changed the market, the lives of stakeholders, and the rules of the game in the
business sector. Brilliant business models make the impossible possible by
breaking through conventions and creating surprising paradoxes. This is visible
not only in what the businesses do for their stakeholders but also in what the
stakeholders do in turn for the businesses.
In brief, a brilliant business model ensues from the company’s vision and positioning. Subsequently, that must be consistently converted, embedded, and adhered
to in the business model (not always an easy task). Then that has to result in success
for and by stakeholders. That is why these are prepared in turn to give back more
and to invest time, energy, money, or material in your company. This consequently
results in a self-reinforcing and self-ﬁnancing spiral. The organization can broaden
its impact for customers and society and further itself at the same time. This is
exceptional and valuable. In this way it is possible for an organization to become a
platform where customers, employees, and shareholders work together in such a
way that society also beneﬁts from this. The advantage this provides is that the
world becomes better in a way that organizes and ﬁnances itself. It need not be
organized by the government and ﬁnanced with taxpayers’ money. The right type of
company can make a contribution to mutually resolve substantial societal issues.

And Now Healthcare
We took the quest for brilliant business models a level deeper, this time within
healthcare! And then we did so from an inverted perspective. We had observed that
there are organizations that create breakthroughs to make the world a better place,
while increasing value for all stakeholders simultaneously. We wondered what areas
were truly in need for these sorts of organizations. So we did not look at random
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brilliant businesses and then investigate how they strive to change the world. On the
contrary, we took the change in the world we want to see as starting point and asked
ourselves which brilliant business models could help us in achieving this. Within
health, this involves the huge challenge to make and keep qualitatively good healthcare affordable and accessible to as many people as possible. Additionally it is
demanded that this is done while simultaneously creating value for different stakeholders. In healthcare, this concerns the widely shared ambition to realize the triple
aim: How do we improve the patient experience of care and the health of populations while reducing the per capita cost of healthcare?3 So we concluded that healthcare was deﬁnitely in need for the sort of brilliant business models we had seen in
different sectors.
As our quest now originated in the ambition to improve healthcare and health in
general, we ﬁrst formulated which breakthroughs that requires. In the process, we
focused on the necessary breakthroughs in healthcare in the West and in the world
in general. We certainly included inspiring examples from developing countries, but
looked not so much at the speciﬁc, non-medical breakthroughs required in these
countries where it concerns, for instance, clean water, sewerage systems, and nutrition. Based on the international changes required, we looked for businesses and
organizations that are accomplishing this. After all, they provide inspiring examples
for actually implementing the desired breakthroughs.
In the past few years, we have had the privilege of often working together with
individuals who share the ambition to improve healthcare and health in general.
Like us, they are fascinated by organizations that make a contribution in a brilliant
way, people who are generally employed in roles relating to the provision of healthcare, as professional in a management position or in an advisory capacity. We wondered which breakthroughs are necessary in healthcare and which organizations are
accomplishing this and consequently provide an inspiring example. As such, it
made sense to pose the following two questions to all of them:
• Which breakthroughs are necessary to improve healthcare and health in
general?
• On the global level, what are the most inspiring organizations that accomplish
these breakthroughs and therefore could serve as examples of best practice?
We posed these two questions hundreds of times. Sometimes they were an item
on the agenda. More often than not, we posed them at the start or end of a discussion
or rather casually during lunch or on a coffee break. That resulted in growing piles
of literature, reports, and presentations on improving healthcare and health in general. In addition, the number of pieces of scrap paper, business cards, and texts with
the names of potential brilliant business models grew steadily. We were also able to
tempt a number of our discussion partners to not only think along with us but also
put their thoughts down on paper. We challenged them to delve into an organization
that inspires them, an organization that they think is truly brilliant and then to submit a case description thereof.
3

Berwick et al. (2008) and Institute for healthcare improvement (2012).
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The selected organizations have been described based on a ﬁxed conceptual
framework developed to describe and create brilliant business models. Online and
ofﬂine co-creation was employed. Joint writers’ and editors’ evenings were organized, and we continued our collaborative effort on www.wikibusinessmodels.com.
Ultimately, of more than 300 possible case organizations on the long list, 20 were
selected for inclusion in this publication. This book and the online community are
our way of bundling and sharing all the experiences in a structured manner. It is our
hope that it helps readers make their own contribution to improving healthcare and
health in general.
The editorial team:
Jeroen Kemperman
Jeroen Geelhoed
Jennifer op’t Hoog
P.S.: Just as co-creation and inspiration never cease, so we also desire to continuously improve. We will continue compiling new cases and therefore want to invite
and challenge you to share the case of your own favorite brilliant business model.

Guide for Your Reading Enjoyment

We hope that you will ﬁnd reading this book as enjoyable and fascinating as we—
the editors and the case authors—did researching and writing it. We recommend
that readers focus their energies in particular on reading what is currently the most
interesting topic to them and will consequently excite or energize them the most.1
That is what they are the most open to and it requires the least effort. In other words,
that always yields the best return on investment. In order to make that possible, we
have shaped this book in such a way that it can be read sequentially and as a collage.
It consists of the following parts:
• Part I: The framework for brilliant business models in healthcare. The discussion
revolves in Part I, Chaps. 1–3, around the conceptual business framework used to
analyze and describe brilliant business models. This model is used in healthcare
and beyond. This ties in with broad business terms, such as customers, markets,
and positioning. In compliance with the aspects of brilliant business models, we
ﬁrst dwell on the vision and brand positioning that form the foundation for the
business model. It is on this basis that a closer look is taken at the market segments, customer value, delivery, and operation that form the building blocks of
the business model itself. Then the focus turns to the value that the business
model provides for customers, shareholders, employees, and society—and what
is received in return. This is an important consideration, for a business model
only qualiﬁes as brilliant if it actually results in value creation. Chapter 4 subsequently ponders developments in healthcare. We conclude here that independent
of the healthcare system, the same fundamental challenges are visible throughout the world. Our attention then turns to ﬁve breakthroughs that are prerequisites to keeping healthcare qualitatively good, broadly accessible, and
affordable.
• Part II: Cases of brilliant business models in healthcare. Attention is paid in Part
II, Chaps. 5–9, to the required breakthroughs and the corresponding brilliant
business models. This is the focal point and highlight of this book. We repeatedly
1

This is inspired by the Montessori method of education (1967).
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dwell on one of the ﬁve necessary breakthroughs and the kind of organizations
that demand them. Then, for each breakthrough, four cases are developed of
organizations that accomplish this in an inspiring manner somewhere in the
world either now or at some point in the past. These descriptions have been
drawn up based on the framework for brilliant business models discussed in Part
I. In other words, for each case, the vision and brand positioning, the consistent
adherence to the business model, and the resultant value creation for stakeholders are explained. Chapter 10 concludes this section by pondering the lessons
drawn from the 20 cases. Reﬂections and insights are given for building brilliant
business models that have a positive impact on healthcare and health in general.
We logically proceed with a step-by-step expansion of vision, from business
model to value creation.
Readers may decide to start, stop, and skip subject matter at their discretion. To
start with, Chaps. 1–3 can be skipped if you want to go directly to practical experiences. The cases can also be scanned by studying the infographics in them; you can
always decide later whether to read the entire text or not.
For instance, if you are most curious about a certain case in Part II, you might
start by scanning that section ﬁrst. We then hope that you will look at the next case,
focusing, for instance, on the same breakthrough (the same chapter), and then continue reading from there. If at some point you ﬁnd that the need arises to take a step
back and get more in-depth information, then you will need to leaf backward. If you
need to gain insight into the conceptual model used in our research, go to Chaps.
1–3, or look below in the abridged reproduction as boxed text. For more insight into
the challenges facing healthcare, turn to Chap. 4; for more in-depth information, go
to the ﬁrst section of the ﬁve chapters from Part II featuring four cases.
For those who want to proceed as quickly as possible with building a brilliant
business model, we recommend selecting one inspiring case from the book that is
close to your own practical situation. You can then share it with colleagues to discuss what can be learnt from it for your own organization and/or go ahead online to
create your own brilliant business model.
We hope you enjoy reading this book.

Conceptual Framework for Brilliant Business Models
The conceptual framework used to analyze and describe brilliant business models is
described in Part I. In short, a historic, existing, accentuated, and new brilliant business model can be described and built with the following ﬁgure:
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