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Introduction
      China is in the process of reforming health care system by diversifying funding sources of health care investments, lowering down and finally removing the entry barrier for the nongovernmental capital, and encouraging the participation of various social capitals in the health care industry. In this context, Chengdu Jiakang Investment and Development Co., Ltd. is working on the project of Shangyi International Medical Center (SYIMC) in Chengdu city, Sichuan Province, with the aim of improving affordability, accessibility, and availability of regional health care services by building up a regional medical cluster composed of interconnected health care providers and associated institutions. This paper applies the value chain analysis framework and the concept of business cluster economies as the theoretical foundations to explore the practical steps and procedures for the business model design in the SYIMC project. The SYIMC project is one of the early business practices of introducing nongovernmental capital into the health care industry in China, and represents a design innovation of organization management in the health care industry of China (Luo, 2011).  
      The grand purpose of business model design is to propose an activity system that incorporates various resources to generate profits, create values, and sustain the competitive advantages. Value chain analysis framework is used to understand the value creating processes and the strategic advantages and disadvantages of the business model. A business cluster is a geographic or regional concentration of interconnected business, suppliers, providers and associated institutions in a particular industry or field. Clusters are considered to increase the productivity with which companies can complement, compete or work together nationally and globally (Porter, 1998). Cluster business and economies are conducive to building cohesive linkages between resources, technology, skills, information, knowledge, marketing and industry related activities, help support the surrounding economies and industries, and optimize the value creation process. As such, SYIMC project is aimed at designing a regional healthcare cluster to respond to the ever increasing healthcare demands of the region. Funded by all the medical cluster participants, and representing the interests of all business members, a health care cluster is an independent organization and a regional concentration of hospitals, clinics, medical professionals and/or the government in a specific city, state, or region. A healthcare cluster’s purpose is to build collective intelligence and integrate expertise of medical institutions and professionals, promote cluster members, and establish a one-stop place featured with high quality care service, easy and quick access, and good infrastructure support.
A value chain based business model design: The SYIMC case
      We take a broader perspective of value chain analysis, and believe a comprehensive value chain network consists of upstream value chain, business level value chain, and downstream value chain. Upstream value chain consists of sources of all kinds of resources; business level value chain relates to the operational process of effectively transforming inputs into outputs; downstream value chain associates with delivery of the outputs, and realization of financial interests. As such, three components of the business model of the SYIMC project are proposed: resource relationship, business operations, and profit acquisition. The conceptual framework of the business model of the SYIMC project is summarized in Figure 1.
Figure 1. A Conceptual Framework of the Business Model of the SYIMC Project
      Business model is a function of value-generating activities at different levels. In terms of SYIMC project specifically, those important value-generating activities relate to three participants in practice: builder of medical center, manager of medical center, and users of medical center. Builder of medical center provides the financial capital, gets involved in the construction work, and builds the grounds of physical facilities such as rooms and medical equipment. In the case of SYIMC project, Chengdu Jiakang Investment and Development Corporation, a real estate developer and one of the principal builders in the area, takes the major responsibility of resource supply and building medical center. Manager of medical center designs management policies, standards and tools and virtually engages in the daily operations of medical center. Management of medical center will be outsourced to a professional medical service management company. Users of medical center are small and medium-sized primary and specialized clinics, physicians’ offices and comprehensive hospitals. Those healthcare providers are grouped together and form a regional healthcare business cluster. Healthcare providers can share general purposed medical equipment and optimize their resources to satisfy customers’ demands for the high quality medical services. With the division of responsibilities and obligations among three categories of participants, participants can focus on applying and developing their own strengths and complement each other’s.  In this operation mode, three parties form trilateral economic cooperative relationships with each contributing its comparative advantages to the project (i.e., builder contribute its capital resources, manager contributes its managerial intelligence, and user contributes its technical resources).
      Revenue model constitutes the crucial component of the business model. Generally speaking, SYIMC provides its users with such products and services as leased buildings and medical equipment, property management, integrated marketing, etc., which constitute part of the revenue flow. Those revenues may come from the sale and rental of buildings, rental of medical equipment, and other service. The main source of revenues comes from the end consumers.  Our target end consumers are the high-end consumer market characterized with high income and strong purchase power, and being able to afford and willing to pay for the luxurious and customized products and services. On the whole, service targets and contents of China's high-end medical treatment are gradually diversified that covers the major officials, foreigners working in China, and domestic non-official high-income groups. Our service region is not limited by the location of SYIMC. Instead, we try to exercise our influence to the whole southwest China.
      In conclusion, the business model design of the SYIMC project is an application of business cluster theory and value chain analysis framework that involves different parties (i.e., builder, manager and user) in the process to realize the project construction, management, and utilization. The SYIMC project is a design innovation of organization management in the health care industry, and one of pioneer efforts that particularly serve the high end medical market. The case study findings should be of interest to healthcare management researchers, healthcare providers, and directors of municipal agencies who want to find ways to reform health care industry, and explore multiple channels of providing quality medical service and improving health care access.
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