An approach to
evaluation and
economic evaluations
Key challenges and limitations
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Agenda
• Intros
• What is economic evaluation in healthcare?
• Why perform economic evaluation in healthcare?
• Our approach to economic evaluation
• Case study: MaST evaluation
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Evaluation and economic evaluation in health care
Process evaluation
Impact evaluation
Economic evaluation

• Analysis of whether the intervention been implemented as
intended

• Analysis of the effects of the intervention

• Comparison of both the costs and effects of one or more
intervention

4

Economic evaluations sharing session

5

Economic evaluation – costs and effects
What kind of costs and effects?

Adverse
Survival
events
Diseasespecific effects
Quality of life

Usability

Resource use and
treatment

Effects
Patient
satisfaction

Staffing

Costs
Health
inequalities

Maintenance
Estates and
infrastructure

Prescribing and
medication
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Economic evaluation helps inform resource allocation decisions
Economic evaluations seek to answer two central questions:
Is the intervention affordable?

Does it provide value for money?

• How does the intervention impact on the total
costs of providing healthcare for a population

• What health benefit is generated for what cost? How
does this compare to alternative interventions?

Main types of analysis

Main types of analysis

• Budget impact analysis – net budget impact

• Cost-effectiveness analysis – ICER
• Cost-consequence analysis – Presents array of
separate effects alongside costs of the intervention
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Approach to
evaluation and
economic evaluation
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Economic evaluation approach

• Proposal
• Planning
• Perspective

Scoping

Understand
the
intervention
• Population
• Review of existing
evidence
• Pathway mapping
• Logic model
review

• Process evaluation
• Impact/outcome
evaluation
• Economic
evaluation

Decide
evaluation type

Metric
selection
• Identify key
metrics
• Identify data
sources

Evaluation
• Research
methods
• Methods
review

Evaluation
framework

• Literature review
(e.g. SLR or
meta-analysis)
• Quantitative
analysis (RWD)
• Qualitative
analysis

• Summary
results
• Write report

Reporting
and review
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Case study - MaST
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Case study - MaST
• A decision support tool which uses predictive analytics to help mental health staff make better
decisions about the resources they use to provide safer and higher-quality care
• Implemented in Mersey Care NHS Foundation Trust across nine different services
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MaST – working collaboratively
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MaST - aims and objectives
• To examine the impact of MaST on:
• service user flow
• improved management of mental health crisis in the community
• resource use and cost saving
• quality and safety performance indicators
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MaST - key findings
• Service use fell over time and varied by age, gender and ethnicity
• Mental health crises rates declined
• Cost savings were made
• MaST helped staff better manage care
• However – it wasn’t possible to determine if changes were caused by MaST alone
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MaST - approach

• Proposal
• Planning
• Perspective

Scoping

Understand
the
intervention
• Population
• Pathway mapping
• Logic model
review
• Review of existing
evidence

• Impact/outcome
evaluation
• Economic
evaluation

Decide
evaluation type

Metric
selection
• Identify key
metrics
• Identify data
sources

Evaluation
• Quant
methods
• Validation

Evaluation
framework

• Quantitative
analysis
• Outcome
evaluation
• Cost analysis

• Summary
results
• Write report

Reporting
and review
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Economic evaluation approach - MaST
-

Data quality
- New data capture system
- Small numbers in some services

Budget and time
constraints

• Proposal
• Planning
• Perspective

Scoping

Understand
the
intervention
• Population
• Pathway mapping
• Logic model
review
• Review of existing
evidence

• Impact/outcome
evaluation
• Economic
evaluation

Decide
evaluation type

Metric
selection
• Identify key
metrics
• Identify data
sources

Evaluation
• Quant
methods
• Validation

• Summary
results
• Write report

• Quantitative
analysis
• Cost analysis

Evaluation
framework

Reporting
and review
-

-

MaST introduced at different months
Crisis Resolution Home Treatment (CRHT)
pathway implemented at the same time
Pandemic

Unable to
determine
casual link
between
MaST and
key outcomes
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Economic evaluation approach
•
•

Develop relationship
with client
Rapid evaluations

• Proposal
• Planning
• Perspective

Scoping

•
•

Understand the decision problem and wider
context
Understand what decisions that will be made with
the findings

Understand
the
intervention
• Population
• Pathway mapping
• Logic model
review
• Review of existing
evidence

Metric
selection

• Impact/outcome
evaluation
• Economic
evaluation

• Identify key
metrics
• Identify data
sources

Decide
evaluation type
•
•

•
•

Identify evidence gaps
Prioritise what’s possible

Evaluation
• Quant
methods
• Validation

Evaluation
framework

Build good relationships with analysts
• They are the experts
Expert input on methodology and
have a back-up approach

• Quantitative
analysis
• Cost analysis

• Summary
results
• Write report

Reporting
and review
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Impact
• By developing a good working relationship, we were are able to manage expectations and quickly and
efficiently deal with issues or challenges when they arose
• Client was able to demonstrate potential impact of intervention when implemented as part of wider system
changes
• Submitted an abstract to conference
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Thank you
Any questions?

Lisa.cummins4@nhs.net
https://healtheconomicsunit.nhs.uk/
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Sources
EVALUATIONS
•

A free guide to support high quality evaluation in the NHS – The Strategy Unit

•

Evaluating digital health products – UK Health Security Agency

PATHWAY MAPPING
• Everything NICE says on a topic in an interactive flowchart - NICE
• Conventional process mapping – NHS England

LOGIC MODELLING
• Logic Models for Complex Programmes – The Strategy Unit
• How to develop and use logic models – The Nuffield Trust
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