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Prioritisation happens at different levels UK parliament
 NHS vote every 2 years
 Secretary of State for Health/Department of Health
 Primary Care Trusts
 GPs Hospitals
 Doctor/patient interactions
 mac
 rom
 acro
 mes
 om
 icro
 prioritise across defence, education, health, social care….
 weighted capitation formula adjusted for age, need, geographical variation
 GMS contract, QOF, FFS
 block or activity contracts, PbR, Best Practice Tariff, C-QUIN
 management decisions
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In the 1990s
 • “Rationing in Great Britain has been implicit…It is a silent conspiracy between a dense, obscurating bureaucracy, intentionally avoiding written policy for macroallocation (rationing), and a publicly unaccountable medical profession privately managing microallocation so as to conceal life and death decisions from patients”
 Ralph Crawshaw, 1990, psychiatrist and active proponent of Oregon’s prioritisation plan
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1997: ‘The New NHS’• “The Government is determined that the services and
 treatment that patients receive across the NHS should be based on the best evidence of what does and does not work and what provides best value for money (clinical and cost-effectiveness). At present there are unjustifiable variations in the application of evidence on clinical and cost-effectiveness.
 • All too often in the past, the same problem has been partially solved in different areas. Best practice has not been shared as it should have been. As a result patients have not had fair access to the best the NHS has to offer.”
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1999: NICE is established
 • The evidence: “A new National Institute for Clinical Excellence will be established to give new coherence and prominence to information about clinical and cost-effectiveness.”
 • The stakeholders: “The National Institute's membership will be drawn from the health professions, the NHS, academics, health economists and patient interests.”
 • Incrementalism: “The Government will consider developing the role and function of the National Institute as it gathers momentum and experience.”
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2009: The NHS Constitution • You have the right to expect NHS
 organisations to monitor, and make efforts to improve, the quality of healthcare they commission or provide [based on NICE Quality Standards].
 • You have the right to drugs and treatments that have been recommended by NICE for use in the NHS, if your doctor says they are clinically appropriate for you.
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"The NHS, just like every other healthcare system in the world—public or private—has to set priorities and make choices. The issue is not whether there are choices to be made, but how those choices are made. There is not a service in the world, defence, education or health, where this is not the case."
 UK Parliamentary Health Committee
 We cannot afford everything that is clinically effective
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A simple league table model
 1. List all possible health care interventions for all groups of patients
 2. Estimate cost & health gain (e.g. QALY/DALY) for each intervention
 3. Eliminate any options where an alternative costs less and gives bigger health gain
 4. Rank remaining options in order of decreasing value for money (e.g. cost per QALY gained)
 https://research.tufts-nemc.org/cear
 https://research.tufts-nemc.org/cear
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Selected interventions $/QALY Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and high risk for stroke
 Cost-saving
 Thrombolytic therapy with intracoronary streptokinase vs. conventional therapy in patients with ECG evidence of AMI and duration of symptoms < 4 hours
 $4,800
 Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and medium risk for stroke
 $8,800
 Captopril therapy vs. No captopril in 60 year-old patients surviving myocardial infarction
 $11,000
 Thrombolytic therapy with tissue plasminogen activator vs. streptokinase in patients presenting within 6 hours after onset of symptoms of AMI
 $32,000
 Captopril therapy vs. No captopril in 50 year-old patients surviving myocardial infarction
 $73,000
 Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and low risk for stroke
 $410,000
 WTP threshold
 Healthcare budgetneeded
 The Willingness To Pay approach
 Selected interventions $/QALY Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and high risk for stroke
 Cost-saving
 Thrombolytic therapy with intracoronary streptokinase vs. conventional therapy in patients with ECG evidence of AMI and duration of symptoms < 4 hours
 $4,800
 Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and medium risk for stroke
 $8,800
 Captopril therapy vs. No captopril in 60 year-old patients surviving myocardial infarction
 $11,000
 Thrombolytic therapy with tissue plasminogen activator vs. streptokinase in patients presenting within 6 hours after onset of symptoms of AMI
 $32,000
 Captopril therapy vs. No captopril in 50 year-old patients surviving myocardial infarction
 $73,000
 Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and low risk for stroke
 $410,000
 Shadow price
 Healthcare budget fixed
 The fixed budget approach
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Selected interventions $/QALY Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and high risk for stroke
 Cost-saving
 Thrombolytic therapy with intracoronary streptokinase vs. conventional therapy in patients with ECG evidence of AMI and duration of symptoms < 4 hours
 $4,800
 Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and medium risk for stroke
 $8,800
 Captopril therapy vs. No captopril in 60 year-old patients surviving myocardial infarction
 $11,000
 Thrombolytic therapy with tissue plasminogen activator vs. streptokinase in patients presenting within 6 hours after onset of symptoms of AMI
 $32,000
 Captopril therapy vs. No captopril in 50 year-old patients surviving myocardial infarction
 $73,000
 Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and low risk for stroke
 $410,000
 Estimatedthreshold
 Budgetimpact
 The threshold approach
 Selected interventions $/QALY Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and high risk for stroke
 Cost-saving
 Thrombolytic therapy with intracoronary streptokinase vs. conventional therapy in patients with ECG evidence of AMI and duration of symptoms < 4 hours
 $4,800
 Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and medium risk for stroke
 $8,800
 Captopril therapy vs. No captopril in 60 year-old patients surviving myocardial infarction
 $11,000
 Thrombolytic therapy with tissue plasminogen activator vs. streptokinase in patients presenting within 6 hours after onset of symptoms of AMI
 $32,000
 Captopril therapy vs. No captopril in 50 year-old patients surviving myocardial infarction
 $73,000
 Warfarin vs. aspirin in 65 year-old with nonvalvular atrial fibrillation and low risk for stroke
 $410,000
 Estimatedthreshold
 Budgetneutral
 The reallocation approach
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Cost-effectiveness league table of selected interventions in Thailand
 Health Interventions comparators Baht/QALY (2009)
 Coverage decisions
 AZT+3TC+LPV/r for PMTCT AZT plus single dose NVP cost-saving Yes
 Provider-initiated HIV testing Voluntary HIV counseling-testing 70,000 Yes
 statin in pop >30% CVD risk exercise & diet control 82,000 Yes
 IV/OR form of gancyclovir for CMVR Intraoccular injection form 185,000 Yes
 Pioglitazone for diabetes Rosiglitazone 211,000 No
 HPV vaccine for girls aged 15 years Pap smear q 5 years aged 35-60 247,000 No
 Alendronate or Residronate for osteoporosis calcium + vitamin D 296,000 -
 328,000
 No
 Cochlear implantation for profoundly deaf training hand language 400,000 No
 Fordable lens for cataract Rigid intraoccular lens 507,000 No
 Atorvastatin in pop >30% CVD risk exercise & diet control 600,000 No
 Peritoneal dialysis for ESRD palliative care 435,000 Yes
 Hemodialysis for ESRD palliative care 449,000 Yes
 Erythropoitin for anemia in cancer blood transfusion 2,700,000 No
 Source: HITAP
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Example of using HTA in price negotiationthe analysis of pricing threshold of the HPV vaccine against the WTP threshold
 0
 3,000
 6,000
 9,000
 12,000
 15,000
 18,000
 Vaccination at theage of 15 years
 Vaccination at theage of 20 years
 Vaccination at theage of 25 years
 Vaccination at theage of 30 years
 HPV price threshold at 1X GDPHPV price threshold at 3X GDP
 48%55%
 61%
 26%
 86%
 74%
 37%
 97%
 Vacc
 ine
 price
 in T
 hai B
 aht
 In Fab 09 a company announced a price reduction of the vaccine to 7,000 Baht
 12Source: HITAP
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Cannot avoid judgements
 Pro
 babi
 lity
 of re
 ject
 ion
 Cost per QALY (£’000)10 20 30 40 50
 0
 1
 x
 x
 Rituximab for follicular lymphoma
 Imatinib for chronic myeloid leukaemia (blast phase)
 x
 Trastuzumab for early stage HER-2 positive breast cancer
 • Innovative mode of action• No previous exposure at blast
 phase suggests omission
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NICE’s threshold: weak but growing empirical basis
 • Expert consensus: commissioners and economists• International benchmarking – WHO guidance on 1-3 GDPs
 per capita range• National cross-government benchmarking• WTP in UK population – Social Value of the QALY projects:
 ~£20-40k/QALY Donaldson et al., 2008/09• Extrapolation from transport value of preventing a statistical
 fatality up to £60k/QALY Mason et al, 2009• Empirical evidence of PCT practice: great variation mostly
 well below £30k Appleby et al., 2008• Empirical evidence of NHS productivity from PBMA data:
 ~£8-15k/QALY for CVD and cancer Martin et al. 2008/09 – more work underway
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Summary• If correctly used, these methods should improve efficiency• Do not take account of other social objectives (e.g. equity)• Comprehensive approaches: WTP, fixed budget
 – May be feasible for part of budget (e.g. growth money)– WTP threshold difficult to identify methodologically and
 informationally– Political acceptability and risk of backlash, when comprehensive
 • Incremental approaches: threshold and reallocation– More practical but take longer to make an impact– Require strong topic selection processes to target high priority
 disease areas or groups of technologies– Room for more focus on process and social values as well as
 technical issues– If threshold is not reviewed/calibrated, may have perverse
 effects
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NICE: a negative list for technologies
 • Topic selection process: technologies with potentially significant impact on health or budget (savings or costs)– All cancer drugs…– ~400 technology/indication pairs over 10 yrs
 • 1/10 of technologies rejected• 2/3 of technologies approved for all licenced indications• 24% of technologies approved for specific
 indications/subgroups or with evidence development• Positive guidance: 3-month directive for funding and
 legal right to access drug
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We need to make sure every person with diabetes receives all of the nine NICE care processes…to reduce complications at the earliest opportunity.Half those with Type 2 diabetes and one third of those with Type 1 diabetes received all the processes of care [recommended by NICE], in 2008/09. This is up from 10% and 12% respectively in 2002/03.National Clinical Director for Diabetes, 2010
 Measuring Quality
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Approx. 25,000 people die from DVT each year. Hospitals that fail to screen at least 90% of their patients will be penalised by withholding payments. From 1 April 2010, a hospital could stand to lose 0.3% of its income through the new Department of Health commissioning for quality and innovation framework.
 Financial Incentives for Improving Quality

Page 19
						

NICE Quality Standards: incentivising evidence-based care
 Quality standards
 NICE assessed evidence for clinical practice,
 prevention, social carewww.evidence.nhs.uk
 Purchasing - COF
 1o Care (QOF); 2o Care (CQUIN, PbR, Best Practice Tariff)
 Pay-for-Performance
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Evidence-informed purchasing: don’t ask for too much!
 • Value-Based Pricing, Patient Access Schemes (UK) and Coverage with Evidence Development (USA) for pharmaceuticals– Still a fraction of total number of technologies and limited
 impact in prices• Normative DRGs for hospital providers (NHS Best
 Practice Tariffs…, CMS readmissions policy)– Less than 2% of total hospital budget in the UK
 • P4P for primary care practitioners (QOF)– Up to 25% of total revenue but only fraction NICE-set
 • Commissioning Outcomes Framework (UK) and Value-Based Insurance Designs (USA)– Work in progress
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Guidelines and HTA not a pancea
 • Using a NICE model (methods and process) to derive and regularly update an exhaustive and explicit list of services and technologies is likely to be:– Resource intensive esp. to keep up-to-date– Methodologically challenging: calibration of the threshold
 to avoid crowding out– Evidentiary and informationally impossible: need ICER for
 all services and technologies: e.g. CPQ for one extra nurse per clinic?
 – Politically sensitive: can trigger backlash and adverseley affect other departments’ budgets
 – Ethically questionable: whose social welfare function?
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Trade-offs…SHI NHSexplicit list of included services – judicial challenge
 discretion at local and individual patient/physician level; variation?
 focus on defining/listing individual interventions
 focus on defining the processes and criteria for excluding services (-ve lists)
 often considered as one-off technical exercise – not regularly updated
 continuous process run by designated institution – regular review and update
 exhaustive and inclusive – major impact incremental approach working at the margin and targeting high value techs
 technically and methodologically weaker
 in depth time and resource-intensive technical analyses
 stakeholder engagement low priority – can alienate clinicians and patients if too prescriptive
 time and institutional arrangements to work with stakeholders esp clinicians, patients and industry
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Converging trends
 • Budget neutral guidelines: PBMA-type approach where new services and technologies are funded by funds released through discontinuation of less cost-effective practices.
 • Dedicated disinvestment programme.• Stricter threshold and requirement for certainty around
 point estimate, for high budget impact decisions (e.g. prevention vs. treatment)
 • Two-step process (e.g. Aus) for vetting cost-effective interventions based on annual budget/growth rate, competing demands and feasibility/implementation timeframe. Rebates if above the agreed P*V.
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Working at the margin…
 • Target comparative clinical and cost-effectiveness analyses to decisions at the margin with potential for considerable health and/or budget impact (prioritisation)
 • Build strong institutions (methods and processes) to make and defend such (likely controversial) decisions
 • Move away from normative budgeting or prescriptive guideline/HTA-based HBP
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Not easy
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‘The reality of rationing’
 “This, then, is the reality of rationing: countless, day to day decisions by clinicians and others taken in the light of the resources available and the particular circumstances of the patient concerned. Rationing, in effect, is a continuous attempt to reconcile competing claims on limited resources, a balancing act between optimising and satisfying treatment. It is about the exercise of judgment, not about the drawing up of lists of what should or should not included in the NHS's menu.”
 Ruldolf Klein BMJ 1997; 314
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