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Why structured expert elicitation? (1/2)
Uncertainty at the point of healthcare decision-making is increasing

Accelerated

approvals

ATMPs

and rare

diseases

Complex

treatment

pathways

Real-world

evidence

Expanding

uncertainty

Why? What? When? How?

Key: ATMP, advanced therapeutic medicinal product
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We must accept that there is subjectivity in every stage of scientific

inquiry, but objectivity is nevertheless the fundamental goal. Therefore, we

should base judgments on evidence and careful reasoning, and seek

wherever possible to eliminate potential sources of bias.’

Brownstein et al. 2018

Why structured expert elicitation? (2/2)
Is structured expert elicitation appropriate for healthcare decision-making?

Source: Brownstein N, Louis T, O'Hagan A, and Pendergast J (2018).

The use of expert elicitation should be considered in the absence of

empirical evidence … or in circumstances deemed appropriate by decision

makers given the totality of the evidence … Evidence generated by expert

elicitation, either using structured or unstructured methods, is subject to risk

of bias and high uncertainty. Structured methods are preferred as they

attempt to minimise biases and provide some indication of the uncertainty.’

NICE draft manual 2021

Why? What? When? How?
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What is structured expert elicitation?
Frequency versus subjective probability

Coin toss

Frequency probability

based on data
50% heads, 50% tails

Commute time

Frequency probability 

based on data

Commute time

tomorrow

Subjective probability 

based on data and 

prior beliefs

Why? What? When? How?
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When should structured expert elicitation be used?
Where empirical data are lacking, SEE aims to minimize the biases associated with seeking expert judgement

Information 

from 

experts

Structured expert elicitation
The process of expressing expert 

knowledge in the form of probability 

distributions for uncertain quantities

SHELF

Delphi

Cooke’s 

classical method

Expert opinion
The process of obtaining non-

probabilistic information from experts

Ad boards

Delphi

Interviews

Appropriate for …
• Key drivers of uncertainty in the 

cost-effectiveness model

• For example, long-term survival 

extrapolations, cure fraction, 

HRQL, real-world dosing, etc.

Appropriate for …
• Strategic planning and positioning

• Model inputs that are not key 

ICER drivers (e.g. healthcare 

resource use)

• Qualitative burden of illness

• Within committee meetings

Why? What? When? How?

Key: HRQL, health-related quality of life; ICER, incremental cost-effectiveness ratio.
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How should structured expert elicitation be conducted?
Example project flow for an SEE exercise

Why? What? When? How?

Identify and recruit 

experts

Design protocol

Prepare evidence 

brief

Brief and train 

experts

Elicit individual 

judgements

Generate individual 

probability 

distributions

Feedback to 

experts and adjust

Aggregate 

probability 

distributions

Reporting
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Time to get involved!
The future of SEE in HTA

Why? What? When? How?

0% 25% 50% 75% 100%

Quantity of interest (X)

The percentage of manufacturer submissions to NICE in the year 2026 that include a structured 

expert elicitation exercise
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Time to get involved!
The future of SEE in HTA

Quantity of interest (X)

The percentage of manufacturer submissions to NICE in the year 2026 that include a structured 

expert elicitation exercise

Why? What? When? How?

0% 25% 50% 75% 100%

Question

Which of the following best reflects your beliefs about X?

• I think X<25% is more likely than X>25%

• I think X<25% is equally likely as X>25%

• I think X<25% is less likely than X>25%


