
Optimisation of 
evidence generation

Early discussions with 
payers, clinical experts, 

and patients

Optimisation 
of positioning

Prepares the ground 
for future P&T/HTA 

discussions, increasing 
probability of positive 

recommendations

Reduces time between 
phase 3 data read-out 
and decisions, allowing 
earlier market access 

in HTA countries

Highlights risks 
and data gaps 

and allows time 
to address them

Highlights 
data gaps

Reduces 
future risks

Focuses efforts where
they provide value

The early model and early value story enable development of an evidence- and value-based 
evidence generation plan that increases the chance of successful market access with optimum price
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WHAT IS AN EARLY COST-EFFECTIVENESS MODEL?

• By mapping the complex web of interactions between disease manifestations 
and progression, the impact of treatment, and the costs and benefits to health 
services and patients, the influence diagram acts as a roadmap for model 
development

• The diagram should be informed by the early payer value story to ensure that all 
aspects of product value are captured in the model

• In turn, the diagram highlights the data gaps that need to be filled to enable this

• The early economic model based on the influence diagram informs the value story

Treatment impact

• When and for how long?
• Consequences: efficacy, 

adverse events
• Differentiators from 

comparators

• The influence diagram is vital in early model conceptualisation. It considers:

VALUE OF AN ITERATIVE PROCESS

Economic evaluation

• Costs
• Consequences
• Valuation

Disease process

• Symptoms
• Measuring progression
• Consequences

Prepares for future value presentations

CONCLUSION

Optimising future market access using synergies 
between early modelling and early value story 
Noémi Muszbek1, Edit Remák1, Jo Whelan1, Anastasiya Armitage1, Kerrie Ford1

INTRODUCTION

• Early cost-effectiveness models are important tools for go/no-go decisions, for evidence generation planning, and in positioning a new asset for successful 
HTA and pricing decisions that capture its full value. 

• Developing early models in conjunction with an early payer value story, rather than these items being developed in silos, is key to optimising both. 

• We illustrate the benefits of an iterative process in which model and value story inform each other, supported by the development of an influence diagram.

Compares the costs and health benefits of two 
or more interventions within the same system

A hypothetical description of a disease processes 
and the impact of a new treatment

A simplified version of reality

Calculates the incremental cost-effectiveness 
ratio, which represents the extra cost for an 
additional unit of health benefit with a 
selected treatment (e.g., quality-adjusted life 
year, natural health benefit unit)

Tracks accumulating costs and health benefits to 
capture incremental differences between interventions

The early cost-effectiveness model helps to:

WHAT IS THE (PAYER) VALUE STORY?

THE INFLUENCE DIAGRAM AND THE VALUE STORY

Allows for evidence-based generation planning

Allows for course correction

Assess multiple scenarios, positioning and future inputs

Provide guidance for potential future evidence generation, including 
phase 3 trial design, post hoc analysis, or real-world data studies

Identify the major data gaps 

Evaluate the value of gathering evidence to fill the different 
data gaps for future pricing decisions 

Provide a guide for future economically justifiable price for treatment

Assess the potential cost-effectiveness of the treatment and 
potential for future positive reimbursement decisions

Design future value messages and the steps required to realise them
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Refined value story

More robust model

Evidence 
generation

Evidence mapping and 
gap analysis

Identify key drivers of value in 
modelling and narrative

Early value 
story

Early 
economic 

model

(not just 
economic) 

models

“A concise, structured 
narrative to explain 

why a healthcare payer 
should reimburse a 
new technology”

“A set of coherent, 
compelling messages 
that frame a product’s 

value from the 
payer’s perspective”

“A series of 
evidence-based value 

messages covering 
clinical, humanistic and 

economic burden, 
unmet need and 
product value”

HTA-ready 
model & 
value story

Phase 3 trial 
readouts & 

new evidence 

Review of 
available data 

• Understanding 
the disease

• Review of trial data  
• Treatment 

landscape review 

Model concept 
developed 

• Key aspects of disease 
identified 

• Treatment value 
messages incorporated

• Development of an 
influence diagram 

Data gap 
identification

• Evaluate the value of 
gathering evidence to 
fill the different data 
gaps for future 
pricing decisions 

Advisory board 

• Validate model 
assumptions & inputs 

• Methods to address 
data gaps 

Evidence 
generation plan 

• Provide guidance for 
potential future 
evidence generation, 
including additional post 
hoc analysis to ongoing 
phase 3 trials

Early model + value story Future opportunities

Model & value story update 
to integrate new data
• Model adaptation for 

HTA submissions
• Updated value story

Country 
adaptations
• HTA 

submissions

• Top-level value 
messages

• Interacts with early 
economic modelling

Development of 
early value story

• Cost effectiveness of 
the treatment

• EJP calculated 
• Multiple scenarios assessed

Development 
of early model
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