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Abstract

This narrative essay examines innovative organizational structures in healthcare

technology, services, provider, and payer organizations, drawing on insights fron



Sword Health's CEO team model and other industry leaders. The analysis explor
how these structures address scalability challenges, improve operational efficien
and drive value creation in healthcare organizations. Key findings include the
importance of dynamic elasticity, the evolution from traditional hierarchical mo
to more fluid structures, and the critical role of organizational design in achievi
billion-dollar valuations. The essay provides specific examples from companies
including Sword Health, OpenAl, Teladoc Health, Cedar, Virta Health, and majc
payers like UnitedHealth Group, demonstrating how organizational innovation «
serve as a competitive advantage in the rapidly evolving healthcare technology

landscape.

Key Takeaways:

e The CEO team model can generate significant value through systematic scal

founder judgment and operational DNA

e Organizational structures must evolve from rigid hierarchies to dynamic,

adaptable frameworks that can respond to rapid growth

e Success in healthcare technology requires balancing autonomy with coordin

particularly in complex multi-stakeholder environments

e Innovative organizational design can serve as a key differentiator and value «

in highly competitive markets

Introduction

The healthcare technology sector has experienced unprecedented growth and
transformation over the past decade, with companies achieving billion-dollar
valuations through innovative approaches to care delivery, payment processing,
patient engagement. Central to this success has been the evolution of organizati
structures that can scale rapidly while maintaining operational excellence and
innovation capacity. Virgilio "V" Bento, CEO of Sword Health, recently articula
compelling framework for organizational design that he credits with generating
least a billion dollars in company valuation through what he calls the "CEO tean

model.



Writing on his blog, Bento argues that the CEO team solves a fundamental parac
scaling: "how do you execute 'founder mode' without becoming a bottleneck?" T
question resonates deeply across the healthcare technology landscape, where
companies must balance the need for rapid scaling with the maintenance of qual
compliance, and strategic coherence. The challenge is particularly acute in healt
where organizations must navigate complex regulatory environments, multiple
stakeholder relationships, and the imperative to deliver outcomes that directly i

human health and wellbeing.

The organizational structures that emerge from this environment represent som
the most innovative approaches to scaling high-growth technology companies. B
examining these structures through the lens of specific companies and their
leadership approaches, we can identify patterns and principles that contribute t
operational success and significant value creation. This analysis draws from mul
sources, including detailed examination of the OpenAl organizational model, wt
provides complementary insights into how technology companies can maintain

innovation and execution capacity while scaling rapidly.

The healthcare sector's unique characteristics—including regulatory complexity
multi-party payment systems, and the critical importance of patient outcomes—
distinct organizational challenges that require creative solutions. Companies th:
successfully navigate these challenges often develop organizational structures th
become core competitive advantages, enabling them to capture market share anc

build sustainable moats around their businesses.

The Sword Health CEO Team Model

Sword Health's CEO team model represents a systematic approach to scaling
leadership judgment and operational capacity across a rapidly growing organiza
The model, which Bento credits with generating at least a billion dollars in com
valuation, addresses the fundamental challenge of maintaining founder-level
judgment and standards while enabling organizational growth beyond what any

leader could personally manage.



Structure and Composition

The CEO team at Sword Health consists of seven individuals, a number that Ben
describes as the "sweet spot" for organizations at scale (100+ people). This speci
sizing is intentional: larger teams require coordination over outcomes, while sm:
teams limit leverage. The seven-person structure provides reach without excessi
overhead, creating what Bento calls a "critical mass" that maximizes impact whi

maintaining operational efficiency.

The ideal CEO team member profile reflects the operational realities of high-gr¢
healthcare technology companies. These individuals are generalists who excel at
operational execution, including defining plans, executing flawlessly, and solving
problems dynamically. The most successful candidates typically come from top-i
consulting or investment banking backgrounds, bringing training in high-intens
work environments, rapid context switching, and pattern recognition across don
However, Bento emphasizes that this should not be a strict requirement, noting

diverse backgrounds can bring valuable perspectives to the team.

Operational Mechanics

The CEO team functions as a force multiplier, extending the CEQ's reach and

judgment across the entire organization. Members are deployed dynamically bas
organizational needs, sometimes working with specific teams for weeks, other ti
leading initiatives for six months or more. This flexibility allows the organizatio

scale team capacity in real-time based on current demands and challenges.

The concept of "dynamic elasticity" is central to the model's effectiveness. At an
given time, some teams operate at peak load while others function at more mode
capacity. The CEO team provides a flexible pool of high-quality talent that can t
rapidly deployed where needed most, removing bottlenecks and enabling faster

decision-making across the organization. This approach also addresses one of th
most common scaling challenges in high-growth companies: the inability to tack

every high-impact opportunity due to bandwidth limitations within existing teai



Development and Succession

The CEO team serves as an intensive training ground for developing future lead
within the organization. Members interface directly with the most complex, higl
stakes issues that reach the leadership team, creating a "trial by fire" environme
that accelerates professional development. This exposure to difficult problems a
proximity to senior leadership results in rapid skill development and high visibi

within the organization.

The model incorporates an explicit expectation of turnover, with success definec
full team refresh every 18 months. This creates a virtuous cycle: strong talent joi
CEO team, learns the "Sword way" through exposure to challenging problems, a
then transitions to senior operating positions throughout the organization. This
systematic approach to leadership development ensures that the company's

operational DNA and cultural values are distributed throughout the organizatio

scales.

OpenAl's Organizational Insights

The organizational structure and culture at OpenAl, as detailed in a recent insic
account, provides valuable insights into how technology companies can maintair
innovation and execution capacity while scaling rapidly. These insights are
particularly relevant for healthcare technology companies, which face similar
challenges around scaling technical expertise, maintaining quality standards, an

managing rapid growth.

Cultural Foundations

OpenAl's organizational culture emphasizes several key principles that have ena
the company to maintain effectiveness while growing from 1,000 to over 3,000

employees in a single year. The company operates with a strong bias toward acti
where individuals can "just do things" without extensive approval processes. Th
approach has led to multiple parallel efforts on similar problems, with teams for

organically around promising ideas rather than through formal planning proces:



The culture is notably meritocratic, with leaders promoted primarily based on tl
ability to generate and execute good ideas rather than traditional managerial or
political skills. This focus on results over process has enabled the company to
maintain innovation velocity even as it has scaled significantly. The observation
researchers function as "mini-executives" reflects a high degree of autonomy anc

ownership that extends throughout the organization.

Structural Adaptations

OpenAl's organizational structure demonstrates remarkable flexibility and

adaptability. The company makes decisions quickly and can change direction raj
when new information becomes available. This agility is particularly notable giv
company's size and the complexity of its technical challenges. The ability to pivc
reallocate resources quickly has been crucial to the company's success in a rapid

evolving competitive environment.

The company's approach to team formation and project management reflects a n
fluid organizational model than traditional hierarchical structures. Teams form
around promising ideas and can access resources across the organization as neec
This approach requires strong coordination mechanisms but enables faster inno

cycles and more effective resource allocation.

Execution Excellence

The account of OpenAl's Codex launch provides specific insights into how the
company executes complex projects under tight timelines. The seven-week
development cycle from initial concept to fully launched product demonstrates
organization's ability to mobilize resources quickly and execute with exceptiona
quality. The project involved a senior team of approximately 15 people across
engineering, research, design, and product management, suggesting that small, <

teams can achieve remarkable results when properly supported.

The Codex launch also illustrates the importance of organizational support syste

The project's success depended on existing infrastructure, including the core



reinforcement learning teams, human data capabilities, and applied infrastructu
that had been built over time. This suggests that organizational capability build
cumulative, with each successful project building on previous investments in pe

processes, and technology.

Creative Organizational Structures in
Healthcare Technology

Healthcare technology companies have developed innovative organizational stru
that address the unique challenges of their operating environment. These struct
must balance the need for rapid innovation with regulatory compliance, clinical

safety, and the complex dynamics of multi-stakeholder healthcare ecosystems.

Teladoc Health's Integrated Model

Teladoc Health, now serving over 80 million people globally, has evolved a comp
organizational structure that integrates multiple service lines and capabilities. T
company's structure reflects its growth through acquisitions, including the $18..
billion acquisition of Livongo in 2020, which created one of the largest digital h

companies in history.

The company's organizational approach focuses on creating a "one-stop-shop" fi
virtual care, integrating telehealth, chronic condition management, mental healt
services, and specialized medical care. This requires coordination across multip!
business units while maintaining specialized expertise in each area. The compan
implemented what it calls "Project Fusion," an enterprise-wide initiative to
standardize business structures into a single digital platform across its global

network.

Teladoc's organizational structure demonstrates the challenges of scaling throug
acquisition. The company has had to integrate multiple corporate cultures, tech
platforms, and service delivery models while maintaining quality and efficiency.

2023 layoffs of 300 employees (6% of non-clinician workforce) reflect the ongoin,



challenges of optimizing organizational structure following rapid growth and

acquisition activity.

Cedar's Fintech-Healthcare Hybrid Model

Cedar represents an innovative approach to organizational structure in healthca
fintech, combining traditional healthcare services with modern financial technol
capabilities. The company's structure reflects its mission to "empower healthcar
consumers with an optimized journey" by connecting providers, payers, and pati

through advanced data science and interactive design.

Cedar's organizational model emphasizes what CEO Florian Otto calls a "conne
financial experience in healthcare" that brings together multiple stakeholders in
single platform. This requires organizational capabilities that span healthcare

operations, financial services, technology development, and regulatory complian
The company has raised $200 million in Series D funding at a $3.2 billion valuat

demonstrating the market's confidence in this hybrid organizational approach.

The company's structure incorporates specialized teams for different aspects of
healthcare financial experience, including pre-visit functionality, billing and pay
processing, and financial assistance navigation. This specialization allows for de
expertise in each area while maintaining integration across the patient journey.
Cedar's partnership model with healthcare providers and payers requires
organizational capabilities that can adapt to different client needs while maintai

consistency in service delivery.

Virta Health's Clinical-Technology Integration

Virta Health has developed an organizational structure that integrates clinical
expertise with technology capabilities to deliver specialized care for type 2 diabe
reversal. The company's structure reflects its mission to "reverse type 2 diabetes

through innovations in technology, nutrition science, and continuous remote car

The organizational model emphasizes clinical outcomes and puts 100% of fees at

based on clinical and financial results. This requires tight integration between c



operations, technology development, and outcome measurement. The company's
leadership team combines clinical expertise with technology and business

development capabilities, reflecting the multidisciplinary nature of their approa

Virta's organizational structure includes specialized roles for health coaches,

physicians, and behavioral experts who work together to deliver personalized ca
The company has developed internal leadership development programs that comr
clinical training with technology skills, recognizing that successful delivery of tl

service requires capabilities that span both domains.

Payer Organization Structures

Healthcare payer organizations have evolved sophisticated organizational struct
to manage the complexity of healthcare financing, risk management, and care
coordination. These structures provide insights into how large, complex healthc

organizations can maintain efficiency while serving diverse stakeholder needs.

UnitedHealth Group's Dual Business Model

UnitedHealth Group, the largest health insurer in the United States, has develoj
distinctive organizational structure built around two complementary businesses
UnitedHealthcare (the insurance business) and Optum (the health services busin
This dual structure allows the company to operate across the entire healthcare v

chain while maintaining specialized expertise in each area.

The Optum division is further divided into three main business units: Optum H
(direct patient care), Optum Insight (data and analytics services), and Optum Rx
(pharmacy benefit management). This structure enables the company to serve m
customer segments while leveraging synergies across its businesses. The

organizational design reflects the company's strategy of vertical integration acro

healthcare value chain.

UnitedHealth Group's organizational structure demonstrates how large healthc:

companies can maintain both scale and specialization. The company serves 151



million people globally while maintaining specialized capabilities in areas rangi;
from Medicare Advantage to clinical care delivery. This requires organizational
systems that can coordinate across multiple business units while maintaining

operational efficiency in each area.

Innovative Payer Collaboration Models

Healthcare payers have also developed innovative collaborative structures that e
coordination while maintaining competitive independence. The Health Care Co:
Institute (HCCI), launched by UnitedHealth, Aetna, Humana, and Kaiser Permas
in 2011, represents an innovative approach to industry collaboration on price

transparency and cost management.

This collaborative model enables competing payers to work together on commor
challenges while maintaining their competitive positions. The initiative demons
how organizational structures can extend beyond individual companies to create
industry-wide capabilities that benefit all participants. The price transparency t
developed through this collaboration provides consumers with access to healthc
cost information across multiple payers, creating value that no single organizatis

could achieve independently.

Provider Organization Innovations

Healthcare provider organizations have developed innovative structures to addre
challenges of delivering high-quality care while managing complex operational ¢
financial requirements. These structures provide insights into how organization

balance clinical excellence with operational efficiency.

Academic Medical Center Models

Academic medical centers have developed complex organizational structures the
integrate patient care, medical education, and research activities. These organiz:
demonstrate how multiple missions can be coordinated through sophisticated

organizational design. The Mayo Clinic, for example, maintains a clear hierarchi



structure starting with the Board of Trustees and CEO, but incorporates matrix

elements that enable coordination across clinical, educational, and research func

These organizations face unique challenges in coordinating across multiple

stakeholder groups, including faculty physicians, residents and fellows, researct
and administrative personnel. The organizational structures that emerge from tl
environments often incorporate elements of both hierarchical and matrix design

enabling clear accountability while facilitating cross-functional collaboration.

Integrated Health System Approaches

Large integrated health systems have developed organizational structures that
coordinate care across multiple facilities and service lines. These structures mus
balance the need for local responsiveness with system-wide coordination and
standardization. The organizational design typically incorporates both centraliz
functions (such as strategic planning and quality management) and decentralizec

operations (such as clinical care delivery and local administration).

Value-based care initiatives have driven additional organizational innovation in
provider settings. These initiatives require new organizational capabilities that «
manage population health, coordinate care across multiple providers, and

demonstrate measurable outcomes. The organizational structures that support t
capabilities often incorporate elements of both traditional clinical hierarchies ar

newer collaborative models.

Health Tech Service Company Models

Healthcare technology service companies have developed innovative organizatio
structures that combine technology development with healthcare service deliver
These hybrid models reflect the unique requirements of operating in healthcare

maintaining the agility and innovation capacity of technology companies.

Scaling Clinical and Technical Capabilities



Companies like Virta Health and Sword Health have developed organizational
structures that integrate clinical expertise with technology capabilities. These
structures must maintain high standards for clinical outcomes while enabling ra
iteration and improvement of technology platforms. The organizational design
typically incorporates both clinical hierarchies (for ensuring quality and safety) :

technology team structures (for enabling innovation and rapid development).

The challenge for these organizations is maintaining coordination between clini
and technical teams while enabling each to operate according to their professior
standards and requirements. This often requires organizational structures that ¢
support different operating rhythms and decision-making processes within the ¢

company.

Service Delivery at Scale

Healthcare technology service companies must also develop organizational

capabilities that can deliver personalized services at scale. This requires structu
that can maintain quality and consistency while serving large numbers of patien
clients. The organizational design typically incorporates both standardized proc

(for efficiency and quality) and personalized service delivery (for clinical effectiv

Companies like Cedar have developed organizational structures that can adapt t
different client needs while maintaining operational efficiency. This requires

capabilities that span business development, implementation, and ongoing servi
delivery, coordinated through organizational structures that can manage multip]

client relationships simultaneously.

Key Success Factors and Lessons

Analysis of innovative organizational structures in healthcare technology reveals
several key success factors that contribute to both operational effectiveness and
creation. These factors provide guidance for other organizations seeking to deve

competitive advantages through organizational design.



Dynamic Adaptability

Successful healthcare technology organizations demonstrate remarkable adaptal
in their organizational structures. The ability to reconfigure teams, reallocate

resources, and adapt to changing market conditions appears to be a critical succ
factor. This adaptability requires organizational structures that are inherently fl

rather than rigid, enabling rapid response to new opportunities and challenges.

The concept of "dynamic elasticity" from Sword Health's CEO team model illusi
this principle in action. Organizations that can scale capacity up or down in real
based on current demands achieve significant operational advantages. This requ
organizational structures that can support fluid team boundaries and resource

allocation.

Leadership Development as Organizational
Strategy

Many successful healthcare technology organizations treat leadership developmu
a core organizational strategy rather than a support function. The systematic
approach to developing and deploying leadership talent throughout the organiz:
appears to be a key differentiator. This requires organizational structures that c:
provide meaningful development opportunities while maintaining operational

effectiveness.

The integration of leadership development with operational execution, as

demonstrated in both the Sword Health CEO team model and OpenAl's approac
researcher autonomy, suggests that organizations can achieve both development
performance outcomes simultaneously. This requires organizational structures t

can support both individual growth and collective achievement.

Cross-Functional Integration

Healthcare technology organizations must integrate capabilities across multiple
domains, including clinical expertise, technology development, regulatory comp

and business operations. The organizational structures that successfully manage



integration appear to share several characteristics: clear accountability structure
effective coordination mechanisms, and cultural emphasis on collaboration acro:

functional boundaries.

The most successful organizations develop organizational structures that can
maintain specialized expertise while enabling effective coordination across
disciplines. This often requires hybrid structures that combine elements of both
hierarchical and matrix designs, adapted to the specific requirements of healthc:

technology operations.

Stakeholder Alignment

Healthcare technology organizations must align multiple stakeholder groups,
including patients, providers, payers, and regulators. The organizational structu
that successfully manage these relationships appear to incorporate dedicated
capabilities for stakeholder management while maintaining operational focus. T
requires organizational design that can support both external relationship

management and internal operational excellence.

The most effective organizations develop organizational structures that can adag
different stakeholder needs while maintaining consistency in service delivery an
outcomes. This often requires sophisticated organizational capabilities that can
manage multiple relationships simultaneously while maintaining operational

efficiency.

Conclusion

The examination of innovative organizational structures in healthcare technolog
reveals a pattern of systematic innovation that extends well beyond traditional

corporate hierarchies. Companies like Sword Health, OpenAl, Teladoc Health, (
and Virta Health have developed organizational approaches that serve as compet
advantages, enabling them to achieve significant scale and value creation in high

competitive markets.



The Sword Health CEO team model, which Bento credits with generating at leas
billion dollars in company valuation, represents a systematic approach to scaling
leadership judgment and operational capacity. The model's emphasis on dynami
elasticity, continuous leadership development, and systematic deployment of hig
quality talent provides a framework that other organizations can adapt to their

specific contexts.

The insights from OpenAl's organizational culture demonstrate how technology
companies can maintain innovation velocity while scaling rapidly. The combinat
strong bias toward action, meritocratic advancement, and flexible team structur:
enables sustained high performance even as organizational complexity increases
These principles are particularly relevant for healthcare technology companies,

must balance innovation with regulatory compliance and clinical safety requiren

The analysis of payer, provider, and health tech service company structures reve:
additional patterns of organizational innovation. The most successful organizati
develop structures that can integrate multiple disciplines, adapt to changing ma
conditions, and maintain focus on outcomes while scaling operations. These

structures often incorporate elements of both traditional hierarchies and newer
collaborative models, adapted to the specific requirements of healthcare technol

operations.

The convergence of these insights suggests several key principles for organizatic
design in healthcare technology: the importance of dynamic adaptability, the str
value of systematic leadership development, the necessity of cross-functional
integration, and the critical role of stakeholder alignment. Organizations that
successfully implement these principles appear to achieve both operational exce

and significant value creation.

Looking forward, the healthcare technology sector will continue to evolve rapidl
driven by technological advancement, changing regulatory environments, and sh
market dynamics. The organizational structures that emerge from this environm

will likely become increasingly sophisticated, incorporating lessons learned fron



successful and failed approaches to scaling technology companies in healthcare

contexts.

The ultimate lesson from this analysis is that organizational structure itself can
as a core competitive advantage in healthcare technology. Companies that develc
innovative approaches to organizing people, processes, and capabilities can achi,
sustainable advantages that are difficult for competitors to replicate. As the
healthcare technology sector continues to mature, the organizations that invest i
systematic organizational innovation will likely be those that achieve the most

significant long-term success.

The healthcare technology sector's continued evolution will undoubtedly produ
organizational innovations that build on these foundations. The principles ident
through this analysis provide a framework for understanding and evaluating the
innovations, enabling both practitioners and investors to better assess the
organizational capabilities that drive value creation in healthcare technology
companies. As the stakes continue to rise in healthcare technology, the organiza
that master the art and science of organizational design will be those best positi

to deliver both exceptional outcomes and sustainable value creation.
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