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Key Insights

Economic drivers of AI-enabled healthcare workflows 

remain poorly characterized1.

Token ROI applies traditional micro-costing2 

approaches by explicitly modeling AI inference (token) 

costs, human oversight, and error-related rework into 

workflow-level economic evaluation (Figure 1).

High-impact applications include:

• Evidence synthesis & regulatory 

writing (e.g. SLRs, HTA, value 

dossiers)

• AI medical scribe 

• AI clinical documentation

• AI vendor evaluation 

(AI unit economics)

The economic impact of AI-enabled workflows is driven 

by variability in token consumption3, human oversight4 

and error costs.

Figure 1. Token-level costing introduces a new unit of economic analysis for AI healthcare workflows. Payer & HEOR Decision Impact

• Prevents underestimation of AI 

cost due to hidden oversight

• Supports budget impact 

modeling for AI adoption

• Enables vendor comparison 

beyond accuracy metrics

• Improves confidence in AI-

supported evidence submissions 

through transparent and 

reproducible economic 

assumptions

Illustrative example (SLR): 

Human only: $15k | AI-assisted: $13k | AI + targeted review: $9k 

Savings driven by reduced oversight and rework.

Token ROI =
(𝐻𝑢𝑚𝑎𝑛 𝐶𝑜𝑠𝑡−𝐴𝐼 𝐶𝑜𝑠𝑡)

𝐴𝐼 𝐶𝑜𝑠𝑡

Interpretation: Token ROI > 0 indicates economic benefit 

of AI-enabled workflow.
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